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Abstract: Understanding the impact of various diversity management (DM) practices in terms of their 

effectiveness in achieving desired outcomes within the organisation is a prevalent research gap in the 

general DM literature and the new stream of literature on DM in the research, development, and innovation 

(RDI) sector. Therefore, this article reviews the literature on gender diversity practices in RDI workplaces 

and how DM contributes to gender equality outcomes. For this purpose, we introduced a conceptual 

framework to demonstrate the interrelatedness of the forms and reasons for gender inequality, and the 

choice of DM practices and their outcomes. Moreover, we compiled an extensive list of DM practices for 

practitioners related to how to address the different forms and underlying reasons for gender inequality. 

Finally, by comparing the literature on DM outcomes in the business and the RDI sector, we concluded that 

research on measuring the outcomes of DM practices was less developed for RDI organisations, but gaps 

of knowledge on the outcomes of DM practices prevailed in both sectors. Organisational contexts in which 

specific diversity practices were implemented had a significant role in determining their effectiveness, 

highlighting the relevance of the institutionalist theory. 
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Outcomes

Introduction

In the past decade, increasing attention has been devoted on behalf of 
researchers and policy-making governmental and international organisations 
to the institutionalisation of diversity management (DM) practices in research, 
development and innovation (RDI) organisations. Following diversity and inclusion 
policy developments in the private business sector, the necessity to more effectively 
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manage various forms of discrimination and inequalities, especially gender inequality 
in higher education institutions, research performing organisations (RPOs), and 
funding organisations (RFOs) within the RDI sector, gradually manifested on research 
and policy agendas (European Commission 2012; European Parliament 2015; OECD 
2017; Prügl 2011; Timmers – Willemsen – Tijdens 2010). 

Historically, the main streams of research on discrimination, equal opportunities, 
and diversity and inclusion research have focused on groups related to gender and 
race (Abrams 1989; Cleveland et al. 2000; Eckstein – Wolpin 1999). Despite of the 
long history of researching and managing gender inequality at workplaces and the 
significant improvements made in many countries and industries in the past decades 
(European Union 2017; OECD 2017), typical forms of gender inequality prevail in the 
under-representation or gap in employment in general, and in certain industries and 
jobs in particular, leading to horizontal segregation. Moreover, horizontal segregation 
is often combined with vertical segregation manifesting in slower career advancement 
of women and under-representation in top managerial positions and other decision-
making bodies such as boards and management committees (Choudhury 2015; 
Dämmrich – Blossfeld 2016; Kacprzak 2014; Kim – Starks 2016; Meulders et al. 
2010). Moreover, a persistent gender-based wage gap has been observed that is 
disadvantageous to women (Card – Cardoso – Kline 2015; Kangasniemi – Kauhanen 
2013; Mihaila 2016). This wage gap is often coupled with a greater risk for an unsecure 
employment relationship and a fixed-term type of contract, leading to further 
disadvantages and potential precariatisation. (Gash – McGinnity 2007; Standing 
2011). 

The RDI sector is not an exception to the persistence of significant levels of gender 
inequality. In RDI organisations gender equality is challenged by tall hierarchies, 
rigid traditional career ladders, blindness or low awareness of gender inequalities, 
and masculine/gendered organisational culture, to name some of the barriers 
to gender equality. To substantiate the extent of the problem, for instance, the 
European Commission’s publication (2016) on the level of gender inequality within 
the RDI sector of European Member States reveals that corresponding to the general 
tendencies of gender inequality in the economy, women are also significantly under-
represented among researchers, and that all other forms of gender inequality, for 
example, the wage and security gap (fixed-term contracts) and horizontal and vertical 
segregation, imply that barriers in career advancement and lower representation in 
decision-making bodies prevailed in the investigated time span, between 2003 and 
2015 (Bryson 2004; European Commission 2016; Poggio 2017). In addition to the 
classic forms of gender inequality, specific types of disadvantages have been identified 
for women researchers, for example, a lower chance of winning research grants or 
obtaining grants of smaller value (European Commission 2009). Nevertheless, gender 
equality is important for social justice and ethical reasons, as well as economic and 
organisational performance considerations in both the business and RDI sector. 
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As a response to the evidence for the persisting gender inequalities, policy 
measures and goals have been established for the European Research Area (ERA) 
to improve the gender equality in academic careers, remove possible biases and 
discrimination, ensure equal opportunities, increase the gender balance in decision-
making bodies, and integrate the gender dimension in research content (European 
Commission 2012). At the organisational level, RDI organisations are encouraged (or 
obliged by law) to establish plans to promote gender equality and introduce various 
initiatives to promote gender equality. However, according to ERA Facts and Figures 
2014, only 36% of RPOs in the EU28 have adopted gender equality plans thus far 
(European Commission 2015). 

Managing gender inequalities can be embraced by the broader concept of DM 
because one of the main objectives of DM is to increase the inclusion of different, 
and often disadvantaged, minority groups (e.g., women) into the workforce and 
nurture diversity to the benefit of the organisation (Kandola – Fullerton 1998). 
Nevertheless, relatively little research has been performed on how the introduction 
and institutionalisation of DM practices lead to DM outcomes, especially in the RDI 
sector. 

Within the stream of literature on business organisations, most of research has 
investigated the link between DM practices and overall organisational performance 
(Bleijenbergh – Peters – Poutsma 2010; Herring 2009), that is, the business case of 
diversity; by contrast, little is known regarding more specific diversity outcomes such 
as which diversity initiatives lead more effectively to the targeted diversity outcomes. 
Understanding the impact of various DM practices, including those regarding gender 
diversity, in terms of their effectiveness in attaining desired outcomes within the 
organisation is a prevalent research gap in the general DM literature and the new 
stream of literature on DM in the RDI sector (Kulik 2014). Therefore, this article aims 
to review the literature on DM in the RDI sector related to research on the effectiveness 
of DM initiatives and, in particular, DM aiming to increase gender equality. 

The research question this article attempts to answer is as follows: How does 
DM contribute to gender equality in RDI workplaces? More specifically, through the 
analysis of findings in the literature, we address the following. First, we address the 
theoretical background of DM; second, we review empirical findings on the factors 
influencing the adoption of diversity initiatives in organisations; third, we address 
how RDI organisations promote gender equality and diversity among researchers 
with DM practices; forth, we address DM initiatives from the perspective of attaining 
targeted gender equality outcomes in RDI organisations compared to the business 
sector.

For the purpose of this article, a conceptual framework was established to 
demonstrate the interrelatedness of the forms of and reasons for gender inequality 
and the choice of DM practices and their outcomes. This framework represents the 
logic of the analysis in the remainder of this article. 
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Figure 1: Interrelatedness of the forms and reasons for gender inequality, the choice of DM 

practices and their outcomes

Methodology
This article adopted the traditional, narrative literature review approach as opposed to 
systematic literature reviews (Ferrari 2015; Grant – Booth 2009). Narrative literature 
reviews “are aimed at identifying and summarizing what has been previously 
published, avoiding duplications, and seeking new study areas not yet addressed” 
(Ferrari 2015: 230). For the purpose of the narrative literature review–, the following 
search terms were used in the databases of Ebsco, Jstor, Emerald, Sciencedirect, and 
Google Scholar: 1) Theories/theoretical frameworks of DM; 2) DM in Academia/
RDI/Higher Education/Universities/Science; 3) Gender Diversity in Academia/RDI/
Higher Education/Science; Gender Inequality in Academia/RDI/Higher Education/
Universities/Science; 4) Gender Equality in Academia/RDI/Higher Education/
Universities/Science; 5) Gender Discrimination in Academia/RDI/Higher Education/
Universities/Science; 6) Effectiveness of DM in Academia/RDI/Higher Education/
Science; 7) Outcomes of DM in Academia/RDI/Higher Education/Science.

English language articles have been selected based on whether they include 
theoretical or empirical findings related to the effectiveness of DM practices and gender 
equality in the context of academia and RDI organisations. In principle we targeted 
articles published after 2010, however included older ones if assessed as critical for 
the review, especially related to DM history and theories. Overall, 70 articles have 
been selected. Related to the date of publication more than two-thirds of the articles 
were published between 2010 and 2018. Concerning the geographic representation 
of authors cited, almost half of the articles’ authors were affiliated within the United 
States. The dominant role of US researchers on DM was especially prevalent in the 
period before 2010. For articles published in 2010 and beyond, authors were dominantly 
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originating from Europe, with countries represented as the United Kingdom, the 
Netherlands, Belgium, Ireland, Norway, Denmark and Italy. Furthermore, linked to a 
strong Anglo-Saxon gender equality tradition, Australia was also represented in the 
sample of selected articles. While narrative literature reviews typically address one or 
more research questions/ topics, as the selection criteria for inclusion of the articles 
may not be explicitly defined, the selection and evaluation biases are not known, 
therefore potential subjectivity and non-reproducibility constitute a limitation of the 
non-systematic narrative literature review. (Ferrari 2015).

Theories on DM
DM emerged as a new business paradigm in the beginning of the 1990s by claiming 
that the diversity of the workforce could be a strategic asset of an organisation 
(linked to the resource-based view of the firm), which could lead to competitive 
advantage if managed well (Kelly – Dobbin 1998; Robinson – Dechant 1997; Zanoni 
et al. 2010). Many definitions exist for DM practices. Yang and Kanrad define DM 
as “Any formalized practices intended to enhance stakeholder diversity, create a 
positive working relationship among diverse sets of stakeholders, and create value 
from diversity” (Yang – Konrad 2011:  7-8). This strategic approach to the notion of 
diversity resulted in a completely new understanding of differences in organisations. 
Diversity was not understood only on a group membership basis, but much more on 
the basis of individual attributes. 

Linked to this individualised nature of diversity, Cox’s (1991) model of the 
multicultural organisation suggests that organisations must become multicultural in 
the sense that employees do not feel pressure to assimilate, can bring their differences 
and identities to the workplace, and can contribute their full potential to the benefit 
of the organisation. In line with the logic of Cox’s multicultural organisation model 
(1991), Ely and Thomas (2001) advocate for a new learning and integration paradigm 
of diversity: if organisations encourage their employees to address organisational 
problems through the context of their demographic and cultural qualities, companies 
could capitalise on the learning and innovation resulting from diversity, an outcome 
of significant importance in the RDI sector.

Starting in the mid-1990s, a critical reaction to the new management paradigm 
of DM emerged as a response to the new conceptualisation of equal opportunity 
employment policies by business organisations. Zanoni et al. (2010) identify 
three major critiques of the DM literature: 1) identities are conceptualised as 
fixed, monolithic, and easily measurable categories, 2) the tendency to reduce 
the significance of organisational and societal contexts in shaping the meaning of 
diversity, and 3) a clearly managerial perspective and theorising power have been 
inadequately considered. 
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Critical DM theories have been based on theories such as post-structuralism, 
discourse analysis, cultural studies, post-colonialism, institutional theory, and labour 
process theory (Zanoni et al. 2010). As a contribution to the critical DM literature, 
Yang and Konrad (2011) differentiate among superficial and substantive diversity 
management practices: ‘…superficial diversity management efforts are those which 
are relatively narrow and implemented in isolation from other organisational 
systems and processes. Substantive DM efforts that are integrated across multiple 
organisational subsystems have more positive outcomes for individuals and 
organisations’ (Yang – Konrad 2011: 16). Likewise, aiming to uncover the real value 
of DM practices, Tatli (2010) emphasises the necessity to adopt a multi-layered 
exploration to diversity management related to discourse, practice, and practitioners 
and identifies an important gap between diversity discourse and the actual quality of 
diversity practice (Tatli 2010). 

Factors influencing the adoption of diversity initiatives in organisations
An important question to answer is as follows: What factors affect the adoption 

of diversity initiatives in organisations? Dobbin, Kim and Kalev (2011) identify four 
potential reasons why some employers embrace DM innovations and others do not: 
the effects of external pressure, internal advocates, functional demand, and corporate 
culture on the adoption of corporate equal opportunity and diversity programmes. 
Further findings have reinforced that women’s participation in management, 
open corporate culture, and formal commitments to equality-related social norms 
promoted the adoption of diversity programmes. 

The role of organisational culture and diversity climate in adopting diversity 
practices has been investigated by Herdman and McMillan-Capehart (2010). Herdman 
and McMillan-Capehart (2010) in their survey of 3,578 employees across 163 hotels 
measure the relationship between diversity programmes, managerial values, and 
diversity climate in the organisation, and observe support for the relationship between 
the deployment of diversity programmes and the diversity climate residing in the 
organisation. Furthermore, collective managerial relational values [high commitment 
to human resource (HR) policies] are predictive of the adoption of diversity initiatives. 

Based on a sample of 248 medium-sized to large-sized organisations using a time-
lagged survey and archival data, Ali and Konrad (2017) tested a moderated mediation 
model focusing on antecedents (i.e. top management team gender diversity) and 
consequences (i.e. performance) of Diversity and Equality management (DEM) 
systems. The findings provide full support for the hypothesis that a gender-diverse 
top management team is positively associated with DEM systems. 

Thus, the evidence from the research demonstrates that an open organisational 
culture, a positive diversity climate, a gender-diverse top management team, a high 
commitment to HR policies, and formal commitments to equality-related social 
norms are the most important antecedents for the implementation of DM practices.
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DM and gender equality practices in RDI organisations
DM and gender equality practices can target different manifestations and forms of 
gender inequality and the underlying reasons leading to those inequalities. DM and 
gender equality practices have been grouped under different categories; however, they 
share the characteristics of individual and organisational level initiatives. Moreover, it 
is necessary to differentiate between practices aiming to reduce inequalities in terms 
of providing enablers or reducing barriers to counter inequalities from practices that 
concentrate on the effective functioning of the DM system, for example, having a 
diversity and equality plan, a diversity taskforce, or regularly monitoring results. In 
the next section, we review research on the implementation of a variety of gender 
equality practices in the context of RDI organisations and categorise the potential 
gender equality initiatives and practices in relation to the forms and underlying 
reasons for gender equality in RDI. 

Timmers, Willemsen and Tijdens (2010) study whether policies to increase women’s 
share among university professors between 2000 and 2007 were effective in the 14 
universities of the Netherlands. For this purpose, the authors categorised 19 gender 
equality policy measures into three groups of factors: individual, cultural, and structural 
or institutional. (Figure 2) Within the individual perspective mentoring, coaching 
and training women were the most frequent practices applied by Dutch universities. 
Regarding the initiatives addressing cultural aspects of the institution, expressing 
responsibility and commitment to gender equality by top management was found to be 
the most common action. Finally, among practices addressing structural and institutional 
levels, establishing accountability for recruitment is the most widely applied practice at 
universities in the Netherlands (Timmers – Willemsen – Tijdens 2010). 

Figure 2: Grouping of gender equality policy measures by individual, cultural, and structural 

categories. Source: based on (Timmers – Willemsen – Tijdens 2010).
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Another example of comprehensive research on implementing gender equality 
practices and assessing the effectiveness of the organisational transformation process 
is in the Science and engineering field within 19 US universities (Bilimoria – Joy – 
Liang 2008). In the framework of the NSF ADVANCE IT funding programmes, the 
19 universities introduce pipeline initiatives to increase the inflow of women into the 
pipeline and improve the institutional structures and processes related to academic 
career transition points and to better equip women to successfully progress within 
the pipeline (mentoring, coaching, networking, education and training, career 
and professional development, leadership development, and special funding and 
opportunities) and climate initiatives to improve the awareness and practices of male 
colleagues through education, training, and development; engage in efforts to make 
departments more equitable and transparent; and increase organisational awareness 
of diversity and inclusion topics (Bilimoria – Joy – Liang 2008: 427). 

On the one hand, the study stresses the importance of institutionalising the new 
organisational practices and the necessity to integrate the new structures, positions, 
policies, and resources into the organisational processes; on the other hand, the 
researchers emphasise the role of internal and external facilitating factors such as 
senior administrative support and involvement, widespread collaborative leadership 
and synergistic partnerships, clear visions, flexible paths and milestones, transparency 
regarding actions and outcomes, and best-practice sharing with peer organisations 
(Bilimoria – Joy – Liang  2008). In addition to the aforementioned diversity practices, 
the authors indicate the significance of systematically tracking key indicators of 
gender equality, conducting climate (satisfaction) surveys, benchmarking studies, 
and evaluating and monitoring interventions and their outcomes. 

A new, ongoing Horizon 2020 project, the Evaluation Framework for Promoting 
Gender Equality in Research and Innovation (EFFORTI), identifies requirements for 
the development of gender equality in RDI organisations: 1) a clear specification of 
aims and problems; 2) clear responsibilities for all stakeholders involved; 3) effective 
implementation mechanisms implying a good balance of individual and structural 
measures, and relevant knowledge regarding evaluation methodologies, tools, 
statistics for monitoring progress; 4) a sufficient amount of resources allocated to the 
organisational interventions; and 5) sanctions in cases of non-compliance and the 
role of RFOs in supporting gender equality in organisations and in the integration of 
gender dimension in research and teaching (EFFORTI 2017). The comparative study 
acknowledges that evaluation traditions vary across European countries regarding 
gender equality.

In 2018, the League of European Research Universities (LERU) published a paper 
on how universities’ RPOs and RFOs can implement sustainable change to decrease 
the level of unconscious implicit gender bias in academia when important career 
decisions are made, such as recruitment, selection, retention and advancement, and 
the allocation of research funding (Gvozdanović – Maes 2018). The report claims that 
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implicit gender bias has a significant role in the creation of the leaky pipeline, and 
although the discrepancy between idealised meritocratic beliefs in academia and the 
de facto functioning of assessment procedures is not easy to recognise, organisations 
can plan and implement meaningful interventions in three areas. 

The first group of possible actions relate to showing leadership, vision, and strategy 
and eliminating gender bias. To manage the process of culture change in the 
organisation LERU recommends implementing leadership training on all levels. 

Regarding the second group of possible actions, the report on how to overcome 
the implicit gender bias recommends implementing organisation-wide structural 
measures in addition to individual measures. Practices could include ‘university-
wide reviews of job advertisements, appointing gender “vanguards” in all academic 
staff evaluation and selection committees, developing guidelines to make selection 
procedures transparent, using external evaluators, briefing evaluation committees 
immediately before the assessment, providing mandatory or voluntary training on 
bias to various staff categories, developing fact sheets, online resources and other 
information tools to increase knowledge about bias’ (Gvozdanović – Maes 2018: 4). 

The third group of possible actions consists of finding means to ensure the effective 
implementation of actions across the institution by maintaining transparency, 
defining accountability for outcomes, and monitoring. A tool for the successful 
monitoring of progress could be the multi-annual gender action plan or annual 
reporting (Gvozdanović – Maes 2018: 4). 

The LERU has also established nine general recommendations for RDI 
organisations regarding how to decrease implicit bias: 1) Have regular monitoring 
of potential gender bias in place in organisational structures and processes. 2) 
Examine critical areas of potential bias and define measures for countering bias. 3) 
Gather expertise and organise gender bias training in various formats, including the 
possibility of anonymous training. 4) Make recruitment and/or funding processes be 
as open and transparent as possible and be merit-based. 5) Monitor potential bias in 
the language used in the recruitment processes. 6) Eliminate the gender pay gap and 
monitor progress. 7) Compensate employees for parental leave and ensure the process 
is bias-free by extending fixed-term positions or calculating the leave administratively 
as active service and exempt from publication expectations. 8) Monitor precarious 
contracts and part-time positions for gender-based differences and correct inequalities. 
9) Properly represent women in all leading positions and ensure that leadership and 
processes around leadership are free from bias. (Gvozdanović – Maes 2018).

To synthesise the wide variety of DM and gender equality practices in RDI 
organisations, we sorted these potential practices based on the forms and 
manifestations of gender inequality and the reasons underlying these inequalities; 
thus, Tables 1 and 2 provide RDI organisation practitioners a practical summary for 
potential interventions. 
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Table 1: Grouping of potential DM and gender equality practices based on forms of gender 

inequality in RDI organisations

Forms of gender inequality 

in RDI organisations
DM practices to address different forms of gender inequality

Gender gap/under-

representation of women 

in RDI organisations and 

science

-	 Building partnerships with NGOs and primary and secondary 
educational institutions to promote scientific careers for girls

-	 Reaching out to university students: internships, open days, 
building partnerships with universities and RPOs

-	 Increasing employer attractiveness for women
-	 Providing training and mentoring prior to recruitment
-	 Adapting the recruitment process: adapt job advertisement, 

accountability for recruitment and selection decisions, revise 
recruitment methods to have gender balance on shortlists

-	 Change selection tools: Transparent application and selection 
procedures; prioritising research quality over quantity in selection 
criteria; using partially anonymised CVs; briefing selection 
committees about bias pitfalls before the assessment; including 
external observers and evaluators in these processes; evaluating 
all selection and promotion procedures before appointments are 
completed (Gvozdanović – Maes 2018: 18)

-	 Initiatives for retention: exit interviews and climate (employee 
satisfaction) surveys (employee satisfaction) surveys to measure 
key factors influencing retention, and integrating relevant 
measures into the diversity and gender equality plan (DGEP)

Employment relationship, 

type of contract
-	 Regular gender impact assessment of types of contract and the 

nature of the employment relationship

Horizontal segregation: 

under-representation in 

certain disciplines (STEM)

-	 Building partnerships with NGOs and primary and secondary 
educational institutions to promote scientific careers for girls in 
STEM area

-	 Reaching out to university students: internships, open days, 
building partnerships with universities and RPOs

-	 Increasing employer attractiveness for women
-	 Providing training and mentoring prior to recruitment
-	 Adapt recruitment: Adapt job advertisement, Accountability for 

recruitment and selection decisions
-	 Change selection tools: Transparent application and selection 

procedures; prioritising research quality over quantity in selection 
criteria; using partially anonymised CVs; briefing selection 
committees about bias pitfalls before the assessment; including 
external observers and evaluators in these processes; evaluating 
all selection and promotion procedures before appointments are 
completed (Gvozdanović – Maes 2018: 18)

-	 Establish target numbers or quotas for women employment rate
-	 Initiatives for retention: exit interviews and climate (employee 

satisfaction) surveys (employee satisfaction) surveys to measure 
key factors influencing retention, and integrating relevant 
measures into the DGEP



Review of Sociology , 2018/4S 176

Forms of gender inequality 

in RDI organisations
DM practices to address different forms of gender inequality

Vertical segregation: slower 

career advancement, 

under-representation in 

managerial positions

-	 Mentoring and coaching
-	 Training and development programmes for women (e.g. for self-

branding, assertiveness, leadership skills, networking)
-	 Developing women’s network (early career, single parent, 

working parents, and other diversity groups)
-	 Incentives for PhD holders
-	 Selection tools: Transparent promotion procedures; prioritising 

research quality over quantity in selection criteria; briefing 
promotion committees about bias pitfalls before the assessment; 
including external observers and evaluators in these processes; 
evaluating all selection and promotion procedures before 
appointments are completed (Gvozdanović – Maes 2018: 18)

-	 Identifying women in middle management who have the 
potential to become future senior leaders

-	 Including women in selection committees
-	 Expressing responsibility by leadership 
-	 Training for management at all levels on unconscious bias (middle 

and top)
-	 Establishing target numbers or quotas for women for each career 

stage
-	 Changing job structure: part- time positions for professors 

(Gvozdanović – Maes2018: 4)

Vertical segregation: under-

representation in decision-

making positions

-	 Including women in selection committees
-	 Expressing responsibility by leadership for gender equality
-	 Training for management at all levels on unconscious bias (middle 

and top)
-	 Establishing target numbers or quotas for women’s 

representation in decision-making positions 

Wage gap, differentials, 

wage equity

-	 Auditing HR processes for compensation management
-	 Monitoring various indicators of gender equality (e.g. wage levels) 

within the organisation and communicating it internally and/or 
externally

-	 Integrating relevant measures into the DGEP to decrease wage 
differentials

Lower chance of winning 

research grants

-	 Including women in selection committees
-	 Training for assessor committee members on unconscious bias
-	 Regular gender impact assessment of grant decisions
-	 Forming gender-diverse research teams for grant applications

Smaller size of research 

grants

-	 Including women in selection committees
-	 Training for assessor committee members on unconscious bias
-	 Regular gender impact assessment of grant decisions

Sources: (Armstrong et al. 2010; Gvozdanović – Maes 2018; Timmers – Willemsen – Tijdens 2010; Winchester – Browning 

2015)
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Table 2: Grouping of potential DM and gender equality practices based on the reasons for 

gender inequality in RDI organisations

Reasons for gender 

inequality in RDI 

organisations 

DM practices to address the organisational factors leading to gender 

inequality 

Historical reasons: the 

focus on women in science 

started relatively late

-	 Awareness raising campaigns on gender equality, and its 
importance for internal and external stakeholders

-	 Benchmarking studies with other industries on gender equality
-	 Placing gender equality on the agenda in the organisation

Tall hierarchies, rigid 

traditional career ladders 

in universities and RDI 

organisations

-	 Selection tools: Transparent promotion procedures; prioritising 
research quality over quantity in selection criteria; briefing 
promotion committees about bias pitfalls before the assessment; 
including external observers and evaluators in these processes; 
evaluating all selection and promotion procedures before 
appointments are completed” (Gvozdanović – Maes 2018: 18)

-	 Including women in selection committees
-	 Expressing responsibility by leadership
-	 Establishing target numbers or quotas for women for each career 

stage

„Blindness” or low 

awareness of gender or 

other inequalities

-	 Awareness raising campaigns on gender equality, and its 
importance for internal and external stakeholders

-	 Monitoring various indicators of gender equality within the 
organisation and communicating it internally and/or externally

-	 Training for management and employees on unconscious gender 
bias

Inequality regimes, 

invisibility of gendered 

practices, the legitimacy 

of inequalities, arguments 

that naturalise gender 

inequalities, 

-	 Gender budgeting (Steinþórsdóttir – Heijstra – Einarsdóttir 2017)
-	 Training for management and employees on unconscious gender 

bias
-	 Auditing HR processes for recruitment, selection, promotion, 

compensation
-	 Gender impact assessment
-	 Organisational climate (employee satisfaction) surveys to measure 

key factors influencing morale, satisfaction on the job, retention, 
and integrating relevant measures into the diversity and gender 
equality plan (DGEP)

-	 Establishing multiple channels for employee voice
-	 Expressing responsibility by leadership: leadership vision and 

strategy for gender equality (–Gvozdanović – Maes 2018)

Discrimination 

(Intersectional 

discrimination) 

-	 Raising awareness about the different forms of discrimination 
among employees and managers

-	 Auditing HR processes for recruitment, selection, promotion, 
compensation

-	 Including women and other minority group representatives into 
selection and other committees

-	 Establishing quotas for under-represented groups to have a 
balanced workforce composition

-	 Training on unconscious bias and stereotypes for management at 
all levels

Performance expectations 

(Double standards for 

women and men)

-	 Gender budgeting (Steinþórsdóttir –  Heijstra – Einarsdóttir 2018)
-	 More focus on quality of performance than quantity of 

performance
-	 Compensating for parental leave
-	 Transparency of workload allocations

Women’s versus men’s 

networks 

(women’s exclusion from 

men’s networks)

-	 Mentoring and coaching
-	 Developing diversity networks (women, early career, single 

parent, working parents, intersectional groups, and other 
diversity groups)
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Reasons for gender 

inequality in RDI 

organisations 

DM practices to address the organisational factors leading to gender 

inequality 

Expectations of brilliance

(Leslie, Cimpian, Meyer, – 

Freeland, 2015)

-	 Building partnerships with NGOs and primary and secondary 
educational institutions to promote scientific careers for girls

-	 Reaching out to university students: internships, open days, 
building partnerships with universities and RPOs

-	 Awareness raising campaigns on gender equality, and its 
importance for internal and external stakeholders

Masculine/gendered 

organisational culture, 

masculine-stereotyped 

patterns of on-the-job 

behaviour 

(Acker, 2006)

-	 Organisational culture change processes
-	 Gender impact assessment
-	 Diversity in leadership
-	 Leadership vision and strategy for gender equality (Gvozdanović 

– Maes 2018)
-	 Training for management at all levels and employees on 

unconscious gender bias
-	 Organisational climate (employee satisfaction) surveys to measure 

key factors influencing morale, satisfaction on the job, retention, 
and integrating relevant measures into the DGEP

-	 Developing fact sheets, online resources, and other information 
tools to increase knowledge about gender bias

Problems with work-life 

balance, and lack of family-

friendly policies

-	 Introduction of family- friendly policies as:
-	 Childcare services: on-site day care, near-site day care, sick 

childcare, emergency childcare, sick days for childcare/dependent 
care (leave for child or dependent care), parental leave over and 
above legal entitlement, adoption leave

-	 On-site conveniences (e.g. cafeteria, fitness centre, medical 
services)

-	 Gradual return to work, and gradual retirement policies
-	 Supervisory training in work-life sensitivity
-	 Flexible working time arrangements: flexitime, part-year work, 

part-time work, voluntary reduced time (work fewer hours and 
then may return to their full-time status), compressed week (a 
standard work week is compressed to fewer than five days), 
flexible holidays, unpaid extra holidays, job-sharing

-	 Teleworking (working off-site)
-	 Single employees support group
-	 Working parents support group 
-	 Compensation for parental leave 

Absence of effective 

diversity management

-	 Showing leadership, vision and strategy for gender equality 
(Gvozdanović – Maes 2018).

-	 A senior manager is designated to champion equality and 
diversity in the organisation.

-	 Incorporating diversity and equality strategies and targets in the 
strategic planning process, identifying key performance indicators 
related to gender equality and diversity (building on diversity and 
innovation).

-	 Hiring a person with DM and gender equality expertise on staff 
(Diversity Manager).

-	 Establishing a diversity taskforce with employee volunteers and 
management members to work on diversity actions.

-	 Auditing current conditions of diversity and gender equality in 
the organisation.

-	 Establishing a DGEP with measurable targets and deadlines.
-	 Providing resources for the implementation of the diversity and 

gender equality plan. 
-	 Identifying accountability for actions. 
-	 Establishing an effective communication strategy for the DGEP.
-	 Monitoring the effectiveness of interventions planned in the 

DGEP and set up new plan. 

Sources: (Acker 2006; Ali – Konrad 2017; Gvozdanović – Maes 2018; Konrad – Mangel 2000; Leslie et al. 2015; Paksi 2015; 

Steinþórsdóttir –  Heijstra – Einarsdóttir 2018; Tardos 2011; Winchester – Browning 2015; Yang – Konrad 2011)
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Outcomes of DM in business versus RDI organisations
Measuring the impact and the outcomes of DM practices is of crucial importance to 
understand the social and business value of diversity interventions in organisations. 
Organisations can select from various measurement tools and diversity metrics 
such as the participation rate in initiatives, employment rate of minority groups at 
different organisational levels, employee satisfaction rate with diversity climate and 
diversity initiatives, intervention effectiveness related to pre-determined targets, 
cost and benefit of diversity initiatives, return on investment calculations of new 
diversity practices, and impact on business indicators to assess revenue, sales, 
customer satisfaction, profit rate, non-financial benefits of diversity, and national 
or international benchmarking. Companies can also establish diversity scorecards to 
assess the various indicators of DM impacts and outcomes (Hubbard 2012). In the 
next sections, we review different aspects of DM outcomes. 

DM outcomes: Competitive advantage - The Business case
The idea of establishing a link between the DM practices and organisational 
performance was first observed in the resource-based perspective of the firm, in 
which resources that are valuable, rare, and inimitable, can be a source of sustained 
competitive advantage (Barney – Clark 2007). There is ample evidence for the positive 
relationship between DM and organisational performance. Using a sample of for-
profit business organisations from the 1996 to 1997 National Organizations Survey in 
the United States, Herring (2009) observes supporting evidence that gender diversity 
is associated with increased sales revenue, more customers, and greater relative 
profits. Armstrong and colleagues (2010) observe that diversity equality management 
system practices are positively associated with higher labour productivity, workforce 
innovation, and lower voluntary employee turnover on the basis of quantitative 
data from service and manufacturing organisations in Ireland (Armstrong et al. 
2010). Østergaard, Timmermans and Kristinsson (2011) investigate the impact of 
employee diversity on innovation. Based on an econometric analysis, the findings 
reveal a positive relation between diversity in education and gender on the likelihood 
of introducing an innovation. Furthermore, a positive relationship between an open 
culture towards diversity and innovative performance was supported by the data 
(Østergaard – Timmermans – Kristinsson 2011). On the other hand, Kochan et al. 
(2003) argue that conceptually, DM practices should be treated as a moderator of 
the association between the diversity of human capital and performance outcomes; 
however, they observe positive or negative direct effects of diversity on performance, 
indicating a more nuanced view of the business case for diversity when the aspects 
of the organisational context and group processes are also considered. Similarly, Mor 
Barak et al. (2016) based on a state-of-the-art review and meta-analysis of 30 studies 
on DM outcomes in human service organisations conclude that DM initiatives could 
lead to both beneficial and detrimental organisational outcomes. Their findings also 
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demonstrate that workers’ perceptions of DM efforts and inclusion climate have a 
positive impact on DM outcomes. 

In the RDI sector, we observe much fewer examples of research on the relationship 
of DM practices and the increased level of organisational performance. The EFFORTI 
project (2017) identifies a positive relationship between the gender equality measures 
on academic performance and innovation on the national level. However, at the 
organisational level, we could not find evidence in the literature for the positive 
relationship between DM practices for gender equality and indicators of organisational 
performance, such as research excellence and innovation.

DM outcomes: employment of designated groups
In the business literature on DM practices and the employment of vulnerable groups, 
some authors have not identified a meaningful relationship between the two variables 
(Naff – Kellough 2003). Nevertheless, a much greater section of DM research has 
established a significant positive link between diversity management practices and the 
employment of designated groups (Kalev – Kelly – Dobbin 2006; Konrad – Linnehan 
1995; Yang – Konrad 2011) Based on a sample of 816 firms in the United States over 
23 years, Dobbin, Kim and Kalev (2011) analyse six selected diversity programmes: 
equal opportunity advertisement policies, diversity training for managers, general diversity 
training to all employees, affinity (diversity) networks that offer support and career advice, 
diversity taskforces, and diversity mentoring programmes. According to their findings, 
only diversity taskforces and diversity mentoring programmes had a positive impact 
on diverse employment statistics.

In the RDI sector, longitudinal studies have also identified a significant positive 
link between increase of DM practices and employment statistics of women within 
the organisation (Bilimoria – Joy – Liang 2008; Timmers – Willemsen – Tijdens 2010; 
Winchester– Browning 2015). 

DM outcomes: vertical segregation—representation of designated groups at 
the top of the hierarchy
Research focusing on women in top management positions and on boards have mostly 
investigated the benefits of gender diversity at the top level of management in terms 
of organisational performance (Choudhury 2015; Kim – Starks 2016; Kumar – Zattoni 
2016; Mensi-Klarbach 2014; Terjesen – Couto – Francisco 2016). Another stream of 
literature has focused on the barriers that prevent women from being promoted to top 
management positions. Notably, much less evidence is available on how DM practices 
contribute to women’s promotions at the top levels of management. Nevertheless, 
Cook and Glass (2013) observe that diversity among decision makers significantly 
increased women’s likelihood of receiving a promotion to a top leadership position. 

Concerning the RDI sector, according to the longitudinal study of Timmers, 
Willemsen and Tijdens (2010), the Glass Ceiling Index, composed to measure the 
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level of vertical segregation, decreases between 2000 and 2007 as a result of the 
implemented gender equality initiatives. The correlation between the Glass Ceiling 
Index and the rank of the university based on the number of gender policy measures 
showed a Spearman rho correlation, r=0.35. The larger the number of gender 
equality policy measures, the larger the reduction of the Glass Ceiling Index. Another 
important finding in Timmers, Willemsen and Tijdens (2010) is that the increase 
in the percentage of women among professors at universities in the Netherlands 
positively, strongly, and significantly correlates with the cultural perspective, that is, 
having women on selection committees, implementing gender impact assessments, 
expressing responsibility by management, training for management, and providing 
consultation rounds (Timmers – Willemsen – Tijdens 2010). 

Diversity practice outcomes: diversity training
In the business sector, Alhejji and colleagues (2016) analyse diversity training 
outcomes based on a systematic literature review and identify three perspectives, 
namely, the business case, learning, and social justice perspectives, in interpreting the 
outcomes of diversity training. Von Bergen – Soper – Foster (2002) emphasise the role 
of quality control of diversity training providers to avoid negative effects of diversity 
training. According to a meta-analysis of 260 samples of diversity training evaluation, 
Bezrukova and colleagues (2016) identify positive effects for reactions to training and 
cognitive learning; nevertheless, the impact on behavioural and attitudinal changes 
is less important. Moreover, the positive effects of diversity training are greater when 
training is integrated with other diversity initiatives and targeted to awareness and 
skills development and conducted for a longer duration. (Bezrukova et al. 2016). 
Analysis of diversity training outcomes in the RDI sector are not found by the authors 
of this article.

Diversity practice outcomes: mentoring
Kalev and colleagues (2006) are among the first scientists to systematically analyse 
the efficacy of DM initiatives in business organisations. Their analyses rely on 
data describing the workforces of 708 private sector organisations from 1971 to 
2002, together with survey data on their employment practices. According to their 
findings, efforts to moderate managerial bias through diversity training and diversity 
evaluations are least effective at increasing the proportion of White women, Black 
women, and Black men in management. Notably, efforts to reduce social isolation 
through mentoring and networking showed a modest impact. The greatest outcomes 
in managerial diversity could be associated with interventions aiming to establish 
responsibility for diversity. Moreover, organisations that establish responsibility for 
diversity and equality have better effects from diversity training and evaluations, 
networking, and mentoring than organisations that do not. Employers who assign 
responsibility for compliance to a manager also experience stronger effects from 
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some diversity programmes. In summary, these results emphasise the importance of 
the institutional theory in the evaluation of the outcomes of diversity interventions 
(Kalev – Kelly – Dobbin 2006).

Regarding the RDI sector, Gardiner and colleagues (2007) evaluate a mentoring 
scheme for junior female academics to address the under-representation of women 
in senior positions by increasing participation in networks and improving women’s 
research performance. They use a multifaceted, longitudinal design, including a 
control group to evaluate the outcome of mentoring for the women and the university. 
According to the results, mentoring is very beneficial because mentees are more likely 
to remain at the university, receive a higher amount of grants, experience higher levels 
of promotion, and have better self-perceptions of themselves as academics compared 
with non-mentored female academics (Gardiner et al. 2007). 

In a qualitative study of 100 former recipients of the National Institutes of 
Health mentored career development awards and 28 of their mentors, DeCastro and 
colleagues identify three major themes: 1) the many roles and behaviours associated 
with mentoring, 2) the improbability of finding a single person to fulfil the diverse 
mentoring needs of another individual, and 3) the importance and composition of 
mentor networks. Many participants expressed their need to have more than one 
mentor, and female participants generally acknowledged the importance of having at 
least one female mentor. Some participants observed that their portfolio of mentors 
needed to evolve to remain effective. The authors conclude that the importance of 
developing mentoring networks is more essential than hierarchical mentoring pairs 
(DeCastro et al. 2013).

Diversity practice outcomes: diversity networks
Dennissen, Benschop and van den Brink (2016) study how diversity networks 
contribute to equality by examining how diversity network leaders discursively 
construct the value of their networks. On the basis of five different diversity networks 
in a financial service organisation in the Netherlands, their results show that network 
leaders tend to construct the value of their networks primarily in terms of individual 
career development and community building and are much less articulate about 
removing the barriers to inclusion in the organisation. The authors conclude that the 
value of diversity networks is limited in the sense that they focus mostly on individual 
and group levels of equality and unchallenge inequalities at the organisational level 
(Dennissen – Benschop – van den Brink 2016). Another problem identified with 
diversity networks is that they focus on single identity categories and thus marginalise 
members with multiple disadvantaged identities. (Dennissen – Benschop – van den 
Brink 2018).

Related to the RDI sector, Price, Coffey and Nethery (2015) evaluate the 
experiences of three early career academics attempting to establish a network of early 
career academics in a middle-ranked university in Australia. The authors’ experiences 
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suggest that high performance expectations create barriers to involvement in the 
network (Price – Coffey – Nethery 2015). 

DM outcomes: social responsibility, external legitimacy and reputation
Bear, Rahman and Post (2010) explore how the diversity of the board and the number 
of women on boards affect firms’ corporate social responsibility (CSR) ratings and 
how, in turn, CSR influenced corporate reputation. Their findings show that CSR 
ratings have a positive impact on reputation and mediate the relationship between 
the number of women on the board and corporate reputation (Bear – Rahman – 
Post 2010). For organisations of the RDI sector, the external pressures to develop 
reputations based on gender diversity are less marked. 

Conclusions and future areas for research
We have reviewed a substantial section of extant research papers on the development 
of DM, and we have especially focused on the stream of research focusing on academia 
and organisations in the RDI sector. The research question this article attempted to 
answer was as follows: How does DM contribute to gender equality in RDI workplaces? 
To answer this question, first, we reviewed how RDI organisations might address 
gender equality and diversity among researchers, and next, we categorised potential 
DM practices on the basis of whether they intend to counter forms and manifestations 
or the underlying reasons for gender inequality. Our ultimate goal was to understand 
the impact of various DM practices in terms of their effectiveness in attaining desired 
outcomes that aim to increase gender equality within RDI organisations. 

Concerning the antecedents of DM, evidence in the research reveals that an open 
organisational culture, a positive diversity climate, a gender-diverse top management 
team, a high commitment to HR policies, and formal commitments to equality-
related social norms are the most important antecedents for the implementation of 
DM practices. These antecedents are important enablers in the RDI sector, as well. 

The literature review reinforces the assumption that DM practices, to be 
substantive, must include a good balance of individual, cultural, and organisational 
or structural level interventions in both the business and RDI sector. To manage the 
process of cultural and structural change effectively, leadership of RDI organisations 
must strongly adhere to gender equality values and social norms and demonstrate 
dedication, commitment, vision, and strategy. DM knowledge and expertise must be 
guaranteed within the organisation, and the regular practices of DM, for example, 
establishing a diversity taskforce, auditing current conditions of diversity and gender 
equality in the organisation, formulating a diversity and gender equality plan (DGEP) 
with measurable targets and deadlines, providing resources for the implementation 
of the diversity and gender equality plan, identifying accountability for actions, 
establishing an effective communication strategy for the DGEP, and monitoring 
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the effectiveness of interventions planned in the diversity and gender equality plan 
prior to setting up a new plan. Similarly, to the business sector, RDI organisations 
could also incorporate diversity, equality strategies, and targets into their strategic 
planning process and identify key performance indicators related to gender equality 
and diversity to increase the effectiveness of DM initiatives.

By comparing the business and the RDI sector, we acknowledge that research on 
measuring the outcomes of DM practices is less developed for RDI organisations, 
but gaps of knowledge on the outcome of DM practices prevail in both sectors and 
represent topics for further research. The existence of a gap in the availability of 
research between the business and RDI sectors is especially marked concerning the 
overall link between DM practices and organisational performance to the benefits of 
research on business organisations. Conversely, research related to the outcomes of 
DM practices in the RDI sector is most developed regarding changes in employment 
statistics and vertical segregation of women. This literature review reinforces the 
importance of managing the organisational culture relative to gender equality to 
attain sustainable results (e.g. training management, gender impact assessment, 
expressing responsibility). 

Concerning specific DM practices, most of the literature has investigated 
mentoring, diversity training, and diversity networks. Gender equality outcomes are 
identified for these practices and are positive or mixed. The organisational contexts 
in which these specific diversity practices are implemented have a significant role in 
determining the effectiveness of these practices, highlighting the relevance of the 
institutionalist theory. Notably, establishing a diversity taskforce or committee has 
a significant outcome for the employment of minority groups, including women. 
This phenomenon indicates that it is worthwhile for RDI organisations to allocate 
sufficient HRs to manage diversity. 

Researchers on DM outcomes have differed in their approaches to how they 
address diversity practices: separately or in groups. Further research should not only 
focus on investigating the effectiveness of single diversity practices, but consider the 
outcomes of the bundles of gender diversity practices simultaneously, because the 
literature has identified a linear relationship between the number of DM practices 
implemented by RDI organisations and the improvements in reducing vertical 
segregation. Moreover, a strategic HR management perspective could be adopted in 
RDI organisations, by referring to the assumption that when different DM practices 
are bundled, the combinations may be difficult to imitate and may serve as a source 
of competitive advantage. Additionally, RDI organisations and further research could 
focus on attaining a deeper understanding of the relationship of gender equality and 
research excellence and innovations in RDI organisations.

Despite the prevailing gaps of research on the topic, overall, the evidence from this 
literature review suggests that though RDI sector organisations have specific barriers 
related to gender equality as rigid traditional career ladders, blindness or low awareness 
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of gender inequalities, and masculine/gendered organisational culture, nevertheless 
the methodologies and practices of DM available in the business sector could yield 
comparable results in terms of gender equality outcomes in the RDI sector as well if 
RDI organisations adopt approaches to change in a systematic manner focusing on 
balancing individual, cultural, and structural level interventions for gender equality. 
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