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Abstract

The purpose of this research was to examine what factors influence female
workers’ intentions to stay with their employer. The effect of diversity climate
for women on female employees’ intentions to stay was investigated. Also,
based on compensation theory, this study hypothesized the moderation effect
of a societal culture, especially Hofstede’s masculinity-femininity dimension,
on the association between diversity climate for women and female em-
ployees’ intentions to stay. An experiment was conducted to test the hypo-
theses of this research using South Korea and Norway as study venues. The
results revealed that there was a positive association between diversity climate
for women and female employees’ intentions to stay. Moreover, in the inves-
tigation of societal masculinity’s moderating role, it was shown that diversity
climate for women was highly influential in strengthening the intent to stay
for female employees from a masculine society. On the other hand, for those
from a feminine society, the impact of diversity climate for women was not as
strong as for those from a masculine society. By clarifying the role that a so-
cietal culture played in female workers’ intentions to stay with their employ-
ing organization, the results of this study emphasized the importance of sup-
portive contexts not only at work, but also within a society.
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1. Introduction

Raising women workforce rates not only improves gender equality but also helps
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increase and maintain growth rates [1]. Substantial research has shown the im-
portance of attracting and retaining women in the workplace in delivering
strong performance at the organizational level, building a strong economy at the
natijonal level, and remaining competitive internationally [2] [3] [4] [5] [6]. Res-
ponding to this demand of the times, more and more women are working out-
side of the home. Women’s labor force participation rate has increased in OECD
countries over the past decades, reaching 57% in 2012. Even though the number
of women in the workforce has been rapidly increasing, many of them opt to
quit their jobs, or are forced to, in the middle of their careers [1]. This can lead
to the loss of valuable assets for both organizations and female employees.

So far, very few studies have examined what factors influence female workers’
intentions to stay with their employing organization. This research tried to ad-
dress the gap by examining under what conditions female workers decide to re-
main. More specifically, this study sought to identify how a societal culture’s
masculinity works in conjunction with diversity climate for women in influen-
cing female employees’ intentions to stay. Thus, societal masculinity’s mode-
rating role in the positive association between favorable perceptions of diversity
climate for women and female employees’ intentions to stay was tested. By ex-
amining a mechanism through which female workers decide to stay with their
emplovyer, this study tried to highlight the importance of supportive contexts not
only at the organizational level, but also at the societal level. In order to achieve
this goal, this study conducted a 2 (societal culture: masculinity or femininity) by
2 (diversity climate for women: supportive or unsupportive) between-participants

factorial design experiment.

2. Theoretical Framework and Hypotheses

2.1. Diversity Climate for Women and Intent to Stay

Even though diversity seems to be increasingly advocated as an imperative stra-
tegic tool that will enhance organizational competitiveness [7], scholars still dis-
agree about the overall effect of diversity [8]. Some scholars maintain that diver-
sity enables an organization to draw talented employees from a larger pool, in-
creases its ability to innovate, and also allows it to better satisfy customer needs
[9] [10]. On the other hand, others assert that diversity sometimes leads to less
favorable outcomes, such as more conflict, weaker employee attachment, more
absenteeism, and more discrimination [11] [12]. However, many scholars agree
that more research is needed to find a way to strengthen the potential positive
outcomes of diversity while preventing its negative impacts [13]. Many efforts
have been exerted for that research. These endeavors have led to the recognition
that what is important is not diversity itself, but how to realize the capacity that
diversity has in a real organizational setting. This means there are specific envi-
ronments that make diversity function as a catalyst for positive changes. Many
studies have demonstrated that one way of realizing the potentials of diversity is
creating and maintaining diversity climate in an organization [14].

Defined as “collective perceptions of the extent to which an organization is
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viewed as having fair employee policies and integrates underrepresented indi-
viduals into the work environments” [6], diversity climate can shape the effects
of diversity on various organizational performance. For example, a supportive
diversity climate is known to reduce in-group bias and social categorization
processes, thereby mitigating the negative influence of diversity on performance
[8]. On the contrary, an adverse diversity climate may lead to subcultural crea-
tion, fragmentation, and other intergroup problems because it tends to highlight
similarity-attraction and social categorization processes [11]. At the individual
level, a positive diversity climate is linked to many desirable outcomes, such as
increased career and organizational commitment, increased job satisfaction, re-
duced turnover intentions, and lowered absenteeism [8]. At the organizational
level, it is positively associated with crucial performance indicators like return
on profit, store sales, and customer satisfaction [13].

Among the effects of diversity climate, this research focuses on the impact on
employees’ perceptions and behaviors. A growing body of literature has demon-
strated that an organization’s diversity climate can play a significant role in
forming employees’ perceptions and behaviors toward the organization [15] [16]
[17]. Also, of these perceptions and behaviors, the current study chose intentions
to stay with an employing organization as a specific behavioral outcome. It is
because, in a world where an organization’s human capabilities are increasingly
the source of its competitive advantage, retaining talent is imperative and vo-
luntary turnover costs can be extensive and damaging to the organization’s abil-
ity to function [18]. Prior research has produced considerable evidence that a
deficient diversity climate can make workers suspicious and weary of their com-
pany, hence the workers are willing to break their bonds with their employer
[16] [17] [19].

This effect of diversity climate can be applied to the issue of gender diversity.
Based on the past definitions of diversity climate, in this research, diversity cli-
mate for women was defined as collective perceptions of the extent to which an
organization is regarded as integrating female employees into the work environ-
ments, and also having fair policies for female employees. Organizations that
value gender diversity have an inclusive gender diversity climate that can be ex-
pressed by a gender diverse workforce and strong gender diversity management
practices [20]. In those organizations, female employees are valued and wel-
comed in the workplace.

In an organization where a supportive diversity climate for women is estab-
lished, gender-based social hierarchies become undermined. When gender no
longer predicts favored status in an organization, biases based on gender are di-
minished, thus making female workers want to remain with the organization [5].
In contrast, in an organization with an unsupportive diversity climate for wom-
en, female workers are likely to perceive that organizational environment is un-
favorable for them because male employees hold a disproportionately large
amount of “social value” as members of the preferred social category [21]. This

will make female workers want to leave the organization. Based on the concep-
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tualization so far, the first hypothesis was posited.
H1: Favorable perceptions of diversity climate for women are positively asso-

ciated with female employees’ intentions to stay.

2.2. Societal Culture as a Moderator

Although it has been shown that a pro-diversity climate has a positive impact on
women workforce [5] [21], surprisingly little is known about how those effects
occur and which intervening processes and mechanisms are important to ex-
plore [13]. Scholars typically depend on moderators to explain the intervening
processes and mechanisms. However, only a few of the possible moderators were
actually tested [8]. The potential moderators tested thus far include team inter-
dependence [22], complexity of task [23], organizational culture [24], leadership
style [25] [26], interpersonal congruence [27], trust [28], distribution of infor-
mation [29], and diversity beliefs [30].

In this research, societal culture was explored as another possible moderator.
It has been commented that a good diversity strategy must address culture
change to create a pro-diversity environment that supports diversity and incor-
porates differences [31] [32]. Also, researchers agree that differences in the
women workforce participation rates can be attributed to social norms and cul-
ture [1]. Unfortunately, the mechanisms through which societal cultures develop
the effects of diversity climate on female workers remain unexplained [32].

As the “collective programming of the mind which distinguishes the members
of one human group from another” [33], culture may determine how people and
organizations in a specific society react to diversity because it stipulates what
behaviors are desirable, accepted, and expected [34]. When investigating culture,
it is important to understand the dimensions of culture because dimensions di-
vide culture into a concept, making it easier to understand, measure, and com-
pare across different groups. Also, dimensions of culture affect the behavior of
individuals belonging to cultural groups. For this reason, scholars have identified
different dimensions of cultures. Among them, the Dutch organizational re-
searcher Geert Hofstede [35] developed a set of five dimensions of culture that
have been widely used by management scholars to study the effect of culture on
behaviors in organizations and societies. Hofstdede’s work has cast a long sha-
dow on business and management research [36], so that his work has become
the yardstick against which new research on cultural differences is validated
[37].

Hofstede [35] identified five key cultural dimensions. Using these dichotom-
ous continua of a societal culture, Hofstede assigned a comparative score on
each of these five dimensions across the countries that he studied. Hofstede’s
first dimension is the continuum between individualism and collectivism, which
consistently differentiates Eastern from Western cultures. The second dimension
is uncertainty avoidance, which refers to the extent to which a society can tole-
rate ambiguity. The third is masculinity-femininity, which addresses the value

society attaches to social roles based on gender. Hofstede measured the extent to
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which people of both sexes in a culture endorse masculine or feminine traits.
The fourth dimension, power distance, refers to the extent to which wealth,
power, and prestige are distributed disproportionately among people in different
social strata or classes. Finally, long-term orientation, which was newly added
using a questionnaire designed by Chinese scholars, measures the extent to
which people fosters virtues related to the future or virtues related to the past
and present.

Among these dimensions, this research focused on the “masculinity-femini-
nity” dimension, which has a logical and intervening link with diversity climate
for women. Using the masculinity-femininity dimension, Hofstede [35] meas-
ured the extent to which masculine traits are prevailing in societies. Generally,
masculine values include assertiveness, quest for material wealth, lack of concern
for diversity, emphasis on career success, belief in the inequality of women, pa-
ternalism, and competitiveness. In contrast, feminine-oriented cultures place
value on people, quality of life, gender equality, environmental awareness, and
nurturance. Also, in masculine societies, there is a larger gender wage gap and
fewer women are in management. In addition, a preference is given to higher
pay. On the other hand, feminine societies have smaller gender wage gaps and
preference for fewer working hours. Furthermore, there are more women in
management.

Although positive perceptions of diversity climate for women are generally
expected to lead to greater probabilities of female workers’ intentions to stay
with their employer, this study propose that this expectation can differ for mas-
culine versus feminine cultures. That is, this relationship can be stronger for
masculine societies than for feminine societies. More specifically, female workers
in a masculine society benefit more from the existence of a strong organizational
climate for gender diversity, while female workers in a feminine society are less
affected by it.

The theoretical reasoning for this proposition is grounded on compensation
theory [17] [38]. Compensation theory maintains, when people experience a lack
of a resource in one domain, “they turn their focus to the other domain” [17] to
make up for the missing resource. For example, Singh and Selvarajan [17] con-
vincingly showed that for employees hailing from a community with an unsup-
portive diversity climate, a supportive organizational diversity climate was
greatly instrumental in reinforcing their intentions to remain with their em-
ploying organization.

Extant research has mainly applied compensation theory to domains such as
work, family, and community [38] [39] [40]. However, the researcher thought
that the theory can be extended to be used in a broader context, for example, so-
ciety. Thus, when female workers cannot experience a favorable diversity climate
in the overall society, they may shift their focus toward their organization where
a diversity climate is highly supportive. As a result, when perceiving a favorable
diversity climate for women at work, female workers may be more willing to

continue to work for their current employer.
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Female workers in masculine societies are expected to express significantly
decreased turnover intentions when they perceive a favorable diversity climate
for women in their organization because they know they will encounter an ad-
verse diversity climate outside the organization. In a masculine society, where
intolerance for diversity plays a dominant role, female workers know that they
may be discriminated against in other organizations. They know that they may
be subjected to a lack of concern for diversity, inequality, and bias against wom-
en within the overall society. In contrast, in a feminine society, organizational
diversity climate for women may exhibit less influence on female workers’ inten-
tions to stay with an employing organization because the overall level of toler-
ance for gender diversity is already high in the society. Based on the discussion
thus far, the second hypothesis was developed.

H2: Societal masculinity will moderate the positive association between fa-
vorable perceptions of diversity climate for women and female employees’ inten-
tions to stay, such that the above relationship is stronger when the perceived so-

cietal culture is more masculine than feminine.

3. Method

3.1. Selection of Countries

To test the hypotheses, a 2 (societal culture: masculine or feminine) by 2 (diver-
sity climate for women: strong or weak) between-participants factorial design
experiment was conducted. The experiment design is provided in Table 1.

For this study, it was important to identify each of a masculine society and a
feminine society. Referring to Hofstede’s [35] research results, South Korea and
Norway were chosen as two study venues. In Hofstede’s 2001 study, South Korea
was a society with high power distance and low tolerance of uncertainty. Also, it
was masculine and collectivistic. On the other hand, Norway’s societal culture
was very feminine and individualistic. It was also a society with low power dis-
tance and moderate tolerance of uncertainty.

The two countries were mainly chosen because women’s labor force participa-
tion rates in the countries are in the stark contrast. The female labor participa-
tion rate in South Korea is 55%, which is 22% lower than that of males. South
Korean women drop out of the labor force at a much higher rate when they
marry or have children, thereby leading to a 15% drop in their 30 s. Also, South
Korea ranks the worst among the 33 OECD countries in wage disparity, with a
39% gap between men and women in medial wages. Moreover, there is an un-

equal representation of women, especially in high-profile positions such as

Table 1. Experimental design.

. . . Societal culture
Diversity climate

for women Masculine culture (South Korea) Feminine culture (Norway)
Supportive N=25 N=25
Unsupportive N=25 N=25
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legislators, senior officials, and managers. The female to male worker ratio in
upper management positions and public office is a paltry one to nine, which
ranks South Korea 104™ in the world, behind some of the world’s least developed
countries [1].

Meanwhile, 76% of Norway’s working-age women are on the job with only a
slightly lower representation than men. Women’s mean earnings are approx-
imately 85% of men’s, which makes the gender income gap in Norway remain
relatively stable. Also, women accounts for about 40% of Norwegian boardroom
seats [1]. Because this research intended to delve into the main reasons for fe-
male workers’ turnover intentions, the big gap in female labor participation rates
between the two countries could justify the choice of the study venues.

A t-test was conducted to check whether the level of masculinity-femininity in
the two societies was statistically significantly different. Twenty people from
each country participated in a survey, indicating how much they agreed on the
following statement on a 7-point Likert scale ranging from 1 (strongly disagree)
to 7 (strongly agree): “This country places a value on diversity, quality of life,
gender equality, environmental awareness and nurturance.” The result showed
that the mean difference between Norway (M = 5.71, $D = 1.10) and South Ko-
rea (M= 3.17, SD = 1.08) was statistically significant (¢= 5.43, p < .01).

3.2. Participants

To test the hypotheses, in total of 100 female MBA students from one university
located in Seoul and another university located in Oslo, hence 50 students from
each university, participated in the experiment. Many studies have indicated that
MBA students are suitable management research participants because they have
a high possibility of working at companies in the near future [41]. In this re-
search, it was also important not to use current employees because their percep-
tions of the employing organizations could influence the research results. The
mean ages of the participants were 26.32 years (SD = 5.84) for the South Korean
university and 27.35 years (SD = 6.56) for the Norwegian university. The partic-
ipants in the two countries were randomly assigned to two diversity climate
conditions (supportive or unsupportive), with 25 participants per cell. To fulfill
the university institutional review board requirements, the participants were
given an opportunity to decline participation if they did not want to take part in
the experiment. No participant declined inclusion in the study. Informed con-
sent was obtained from all individual participants included in the study. The

participants received extra credit for taking part in the experiment.

3.3. Manipulation of Independent Variables

Participants in Seoul and Oslo, respectively, were provided with information
about the diversity climate for women in hypothetical companies. Based on pre-
vious research on diversity climate for women [6] [17], two scenarios were de-
veloped. Each scenario was written as if it described a fictitious company’s

working environment.
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A supportive diversity climate for women was described as employees’ collec-
tive perceptions of the extent to which an organization is regarded as: 1) treating
women employees fairly, 2) maintaining a diversity-friendly work environment,
3) providing adequate networking and training opportunities for women, and 4)
ensuring that women are not overlooked in promotion decisions. An unsuppor-
tive diversity climate for women was described as the opposite of the above de-
scriptions. To increase the ecological validity of the experiment, information on
the two types of diversity climate was provided in the form of newspaper articles
[42]. The newspaper articles were written in the format of investigative reports
describing the fictitious companies” working environments. In the course of ma-
terial development, judge panels, composed of faculty and graduate students,

were invited to review and revise the stimuli.

3.4. Dependent Variable Measures: Intent to Stay

This research employed Singh and Selvarajan’s [17] measures to assess intent to
stay. The three-item scale demonstrated an alpha reliability of 0.82 (a = .82).
Unlike turnover intention measures, Singh and Selvarajan’s scale measured em-
ployees’ intentions to stay with their current employer and is positively worded.
Sample items from this scale are: “Under no circumstances I would voluntarily

» <«

leave this organization,” “I plan to stay in this organization for as long as possi-
ble.” The items were measured on a 7-point Likert-type scale ranging from 1

(strongly disagree) to 7 (strongly agree).

3.5. Procedure

All the scenarios and measures were translated into Korean and Norwegian re-
spectively using a parallel-translation method [36]. In the parallel-translation
method, more than two translators participate in back translation, and the re-
sults are compared, differences discussed, and the most suitable translation is
selected. Furthermore, pretests were conducted to assure the appropriateness of
translation.

In the experiment, the participants were told that the researcher was interest-
ed in female workers’ perceptions of working environments. The participants
were asked to assume that they were employed by a fictitious company in each
country. Then, they received one-page information sheets describing each of the
companies. Fictitious news articles describing the experimental conditions were
attached on the next page. The participants read the experimental stimuli and
they completed the dependent measures and a manipulation check item at their
own pace. Then, they were debriefed. In the debriefing, they learned that the in-
formation they read about the companies was prepared only for research pur-

poses.

4. Results
4.1. Manipulation Check

A t-test was run to determine if the manipulation worked as intended. To check
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the appropriateness of the diversity climate variable manipulation, based on Rabl
and Triana’s [20] study, the following question was asked on a 7-point Likert-
type scale ranging from 1 (very unsupportive attitude) to 7 (very supportive at-
titude): “In your opinion, which attitude does this company have toward gender
diversity?” A t-test revealed that there was a significant difference between the
supportive diversity climate for women and the unsupportive diversity climate
for women (M = 5.87, M = 2.37 respectively, p < 0.01).

4.2. Hypothesis Tests

The means and standard deviations of the participants’ intentions to stay are
provided in Table 2.

To test the hypotheses, a two-way ANOVA was conducted. The data were
analyzed according to a 2 x 2 between-participants factorial design. The results
of the ANOVA test are reported in Table 3.

First, as postulated in HI, diversity climate’s main effect was statistically sig-
nificant (F= 31.68, p < 0.01). This means the participants revealed more inten-
tions to stay when the diversity climate for women was supportive than when it
was unsupportive. Thus, hypothesis 1 was accepted.

Also, consistent with H2, a two-way interaction of diversity climate and so-
cietal culture was observed where societal culture moderated the impact of di-
versity climate for women on intentions to stay (F = 18.94, p < 0.05). The par-
ticipants showed more intent to stay in the masculine society than in the femi-
nine society when diversity climate for women was supportive. The gap between
the supportive diversity climate and the unsupportive diversity climate in the
feminine society (Maupportive-diversity = 4.97 Versus Mounsupportive-diversity = 3.12) was not as
big as the one in the masculine society (Miupportive-diversity = 5.85 versus Munsuppor-
tve-diversity = 3.24). Thus, hypothesis 2 was also accepted. This interaction effect

between diversity climate and societal culture is shown in Figure 1.

Table 2. The means and standard deviations of intent to stay (n = 100).

Masculine culture Feminine culture
M SD M SD
Strong diversity climate 5.85 0.97 4.97 1.12
Weak diversity climate 3.24 1.02 3.12 0.98

Table 3. Analysis of variance effects on intent to stay.

Source Sum of squares df MS F
Diversity climate (A) 46.88 1 46.88 31.68"
Societal culture (B) 3.14 1 3.14 2.12
AxB 18.94 1 18.94 12.80°
Total 99

**p <0.01, *p < 0.05.
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Figure 1. Two-way interaction of diversity climate and societal culture.

5. Discussion

The purpose of this study was to examine the association between diversity cli-
mate for women and female workers’ intentions to stay with their employer. Al-
so, this research tried to test the moderation effect of societal culture, especially
Hofstede’s masculinity-femininity dimension, on the association between the
diversity climate for women and female workers’ intentions to stay. The follow-
ings are the main research findings. First, it was revealed that there was a posi-
tive relationship between a supportive diversity climate for women and female
workers’ intentions to stay. Second, in the investigation of societal masculinity’s
moderating role, it was shown that a supportive diversity climate for women was
highly influential in strengthening the intent to stay for the participants from the
masculine society. On the other hand, for those participants from the feminine
society, the impact of societal culture was not as strong as for those from the

masculine society.

5.1. Implications for Theory and Practice

The findings of this study made theoretical contributions. First, this study
showed the importance of diversity climate for women in influencing female
workers’ intentions to stay. This result is in consistent with extant research [5]
[16] [17], thus strengthening the arguments about the association between an
organizational diversity climate and employee retention. Second, this research
reaffirmed compensation theory. Compensation theory has been recognized as
an important work-nonwork mechanism that explained well how individuals
compensate for their dissatisfaction in one domain with satisfaction in another
domain. Thus far, the existing research on the work-nonwork interface has
mainly tested rather limited contexts, such as work, family, and community.
This study contributed to expanding the theory’s scope to a broader context by
choosing societal culture as a possible domain. The results of this study empha-
sized the importance of supportive contexts not only at work, but also within the
society. Third, this study responded to calls for research on the moderators of
the link between diversity climate and employees’ behavioral outcomes. There
has been far less research about the processes and mechanisms through which
diversity climate impacts employees’ perceptions and behaviors. Therefore,

conducting a study on societal culture as a possible moderator of the link con-

10

K2
o5
“2:0

Scientific Research Publishing



H.-S. Kim

tributed to filling the gap in the diversity climate research.

This study also has practical implications. First, this research reassured the
significance of diversity climate for women in convincing female employees to
stay with their organization. As many studies have reported, just putting people
together who differ in demographic characteristics, by itself, cannot create a di-
versity climate [18]. To cultivate a supportive diversity climate for women, or-
ganizations might consider developing strategies, such as introducing and ap-
plying gender-diversity friendly HR policies, practices, and procedures with re-
gard to recruiting, career development, or promotion. Second, this study also
showed the importance of a supportive organizational diversity climate as a
compensator for a poor societal diversity climate. The compensating role of an
organizational diversity climate in workplaces is of greater importance in a
masculine society where a concern for diversity is lacking. Societal culture can-
not be changed in a short period of time. Many scholars have maintained that
changes in culture are not easy [43]. However, it is much easier to innovate in an
organizational climate. Thus, organizations in a masculine society will have to
pay more attention to diversity climate if they want to recruit and retain women

for their workforce.

5.2. Limitations and Future Research Directions

Needless to say, experimental research does have some disadvantages. The scope
of this study is limited to the experimental setting. The readers should be advised
not to interpret the findings of this study beyond what was found in the experi-
ment. Thus, a next logical step would be to conduct research using other more
generalizable research methods in more diverse settings.

Also, in this research, only a couple of variables could be tested to analyze fe-
male employees’ intentions to stay. Obviously, there can be more factors that in-
fluence their intentions. For example, government policies may contribute to
shaping female employees’ intentions to stay. Indeed, government policy has
made a difference in many northern European countries. For instance, the Nor-
wegian government has established a highly subsidized child care system, a
comprehensive parental leave policy, and a firm policy of shorter working hours
for women [1], which helped engender today’s high female labor participation
rate and birth rate. Thus, more research is needed to identify those other possi-
ble factors.

It should be acknowledged that the distinctions of the main variables, diversi-
ty climate and societal culture, are less clear in the real world. Hofstede [16] used
continua to distinguish societal cultures. Furthermore, diversity climate can be
calculated using measurement items. Future studies may fruitfully explore the
limits of this research by examining the varying degrees of the key variables
identified in the present study. Also, this research focused on only one aspect of
societal culture, which was masculinity-femininity. Other cultural dimensions
may influence female workers’ perceptions and behaviors. Thus, another re-

search direction will be to explore the impact of other cultural dimensions.
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