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Integrating migrants into the workplace: why should we bother? 
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To maintain competitive, managers need to successfully integrate a growing number of international migrants.
Though beneficial to the organization, and to the individual and society, we do not know much about the role 
of HRM for a successful integration of international migrants.

+ Organizations: Make best use of the knowledge and skills of 
international migrants 

Society: Less brain-wastage+

+ Migrants: Increased well-being



We identify the HRM practices that work using an HRM systems perspective!
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…are positively related to…Well-being oriented HRM practices Why:

- higher understanding of work roles, 
expectations and standards

- higher motivation to adjust
- more and better social interaction 

Affective 
commitment

Well-being oriented
HRM system

Investing 
in employees

Providing 
engaging

work

Positive social 
and physical 
environment

Voice
Organizational 

support

Cross-cultural 
adjustment

H1: +

H2: +

- higher attachment to the organization due 
to mutual respect and understanding

- higher identification with organizational 
goals and challenges



Our research approach using the Guest 2017 framework 
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Guest’s HRM practices Our measurements (examples): In my organization…
Recruitment and selection … recruiting and selection processes favor cultural diversity (e.g., in job posting)

Induction/integration … an orientation program for newcomers is offered to learn about the company. 

Training and development … all new employees with an international background receive specific training (e.g., language courses). 

Mentoring and career support … mentoring is used to support the integration of employees with an international background. 

Jobs designed to provide autonomy & challenge … my job involves an adequate level of challenge and diversity to keep my work interesting. 

Information provision and feedback … I am given meaningful feedback regarding my performance at least once a year. 

Skill utilization … it is ensured that I can make adequate use of my skills and abilities. 

Equal opportunities/ diversity management … a diversity-friendly work environment is maintained. 

Zero tolerance for bullying and harassment … it is made clear that cultural differences must be respected.

Required and optional social interaction … social events are regularly organized to improve social interaction between all employees.

Fair collective rewards/high basic pay … fair pay for all employees regardless of their nationality is provided.

Employment security/employability … job security is almost guaranteed to all employees regardless of their nationality.

Extensive two-way communication … it is ensured that the opinions and input of employees from different cultural backgrounds are heard. 

Employee surveys … periodical employee surveys giving voice to all employees are conducted. 

Collective representation … there is a works council or similar committee that represents interests regardless of nationality.

Participative/ supportive management … my direct supervisor behaves in a manner which is thoughtful of my personal needs.

Developmental performance management … the promotion process is fair for all employees.

Flexible and family-friendly work arrangements … the work schedule is adapted to the needs of workers of different nationality (e.g., religious holidays).

Non-work-related support … assistance with legal matters and paperwork is offered.

In
ve

st
in

g 
En

ga
gi

ng
w

or
k

Po
sit

iv
e 

en
vi

ro
nm

en
t

Vo
ic

e
O

rg
an

iza
tio

na
l 

su
pp

or
t



Our research approach
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Sample Dependent constructs

N=394 migrants 
56% females, 50% with citizenship,  
25% living in Germany < 5 years

Cross-cultural adjustment 
(Black & Stephens 1991):
including general adjustment, 
interaction adjustment and work 
adjustment 
self-reported, on a 7-point scale

Commitment 
(Meyer, Allen and Smith 1993): 
Affective commitment (e.g., “I would 
be very happy to spend the rest of 
my career with this organization), 
self-reported, on a 5-point scale 

Contacted via: refugee related organizations and professional panel

- not born in Germany,
- not sent by an organization and 
- worked as an employee for pay



Key Findings from PLS-SEM
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†p < 0.1; *p < .05; **p < 0.01; ***p < 0.001.
Further controls (not presented): Education, language proficiency, time in host country.

HRM system Cross-cultural adjustment HRM system Affective commitment

Path 95% 
CI

Path /
Total effects

95% 
CI Path 95% 

CI
Path /

Total effects
95% 

CI

HRM system 0.361 [0.298; 
0.506] 0.682 [0.577; 

0.721]

Investing in employees -0.045
[-0.314; 
0.314] -0.016

[-0.132; 
0.138] 0.000

[-0.160; 
0.152] -0.000

[-0.115; 
0.105]

Providing engaging work 0.416
[0.055; 
0.792] 0.150

[-0.005; 
0.311] 0.395

[0.219; 
0.584] 0.269

[0.136; 
0.403]

Positive environment 0.698
[0.367; 
0.993] 0.252

[0.076; 
0.407] 0.072

[-0.091; 
0.211] 0.049

[-0.064; 
0.150]

Voice -0.418
[-0.511; 
-0.397] -0.151

[-0.234; 
-0.086] 0.152

[0.018; 
0.325] 0.104

[0.006; 
0.221]

Organizational support 0.280
[-0.168; 
0.735] 0.101

[-0.083; 
0.293] 0.519

[0.319; 
0.721] 0.354

[0.200; 
0.487]

R2 0.987 0.284 0.990 0.468
R2 adjusted 0.987 0.276 0.990 0.463



Main implications for… 
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 HRM plays a significant role in 
supporting the successful 
integration of migrants 
(into work and society)

 There is a need for a broader 
perspective on the antecedents of 
integration success and more fine-
grained frameworks: 
- identity-conscious practices are 
far less relevant as implied by past 
research foci  
- different associations evolve on 
different target outcomes 
(even involving trade-offs) 

 For cross-cultural adjustment, focus on a positive environment:
- establishing a diversity friendly work environment, 
- offering fair pay regardless of nationality, and by 
- organizing social events to improve social interaction.

 For affective commitment offer organizational support, and ensure that work 
is engaging :
- a supervisor who is thoughtful of personal needs,
- a fair promotion process, 
- plans for future career development, 
- assistance with legal matters, 
- consideration of employees’ off-work situations in scheduling, 
- adequate use of skills and abilities, 
- an adequate level of challenge and diversity, 
- inform about the organization and provide feedback. 

 Consider practices that relate to voice when it comes to affective 
commitment, bearing in mind that these practices may have counterintuitive 
implications for cultural adjustment. 

…theory and research …managers



Feel free to get in touch 
in the case of any 
questions

Dr. habil. Nicole Franziska Richter
Associate Professor of International Business 
and Management
nicole@sam.sdu.dk
University of Southern Denmark, Odense
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Appendix



Well-being oriented HRM practices that foster the integration of migrants
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Well-being oriented HRM practices that foster the integration of migrants
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Formative measurement models
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