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Political Relevance

· Diversity and integration policy in the broadest possible sense are high on the political agenda. 
· 178 different nationalities live in Amsterdam
· The diversity and integration policy’s target groups include:
· Women (in a deprived position)
· Immigrants (in a deprived position)
· Native Dutch in a deprived position
· Disabled
· Homosexuals
· After the 20004 murder of Dutch filmmaker Theo van Gogh, increasing social cohesion has become even more a spearhead of political policy.
Amsterdam, the capital of The Netherlands

· 770.000 inhabitants: 52% originally Dutch, 34% with non western background, 14% western immigrant
· Surinamese [69.000], Moroccans [65.000], Turks [38.000]: majority religious, majority Islam
· Relatively high amount of these face difficulties: unemployment, debts, language, health, school dropouts
· Difficulties for/with Surinamese/Turks are decreasing, for/with Moroccans are increasing
· 2nd generation youngsters [esp. Moroccans] face and create specific problems [discrimination – annoyance]
· City organization consists of 7 independent districts, 30 city services and 10 related services
Some more facts

· The City Executive is diverse: 
· 5 men (one of whom is one immigrant) 
· 2 women (of whom one is homosexual) 
· The City Council is diverse
· 24 [of 45] women = 55%
· > 9 [of 45] immigrants = > 20%
· Trainee pool Amsterdam 
· Parameter for selection agency: 30% immigrant minimum 
· Trainee pool as of January 2008: 50% immigrant, 75% female
Why a Diversity Program as part of the HR policy?

· The City wants to reflect in it workforce the population of the city: it is a social responsibility: equal chances for all on the job market. No exclusion but inclusion.
· Developments in the labor market and employer interests: the job market is shrinking and changing. Municipal staff is ageing. Baby-boomers will be leaving.
· Higher quality service levels through improved accommodation of clients’ needs. 
· A recognizable government: the importance of role models: in street surveillance, front-office positions and management. 
· The importance of the quality of administrative advice: the more diverse, the more creative, the better. 
· An honest government does not exclude anyone – either consciously or unconsciously – from participating in policy, and from having influence on it.
The facts: Under-representation of certain groups

· Women in management positions; 
· Young people in management positions (< 45 years); 
· Immigrants across the entire spectrum.
Diversity policy: focus non-western immigrants

Municipal developments: 

· More and more positions require a high level of education;
· Ageing: 16% staff turnover due to retirement in the next 5 to 10 years.  
At the same time:

· Job market developments: increasing numbers of immigrants with a high level of education (2010 forecast: 40% nationally) 
· Labor force developments: proportion of immigrants to increase further. 
Diversity Policy targets

Target figures for Management Teams City services and City districts
· Women 

end of 2010: 50%
· Immigrants
 
end of 2010: 25%
General target figures

· Women


end of 2010: 44%
· Immigrants

end of 2010: 27%
The numbers tell the tale
Registration of immigrants in principle, however: 

· Resistance as a matter of principle among employees and employers alike.
· Reasons for resistance: past experience of perfect registry office registration that aided the deportation of Jews in WWII.
Consequences:

· Incomplete registration makes figures less reliable: 66 % is registered.
· Which complicates direction.
· But lack of a better alternative gives us enough numbers to work with.
What do we do?

· Long history with diversity: more then 30 years.

· In Coalition agreements 2006 -2010 and 2010 - 2014 of the City’s government

· Happy diversity vs power sharing

· Verbal resistance and excuses are not accepted

· Temporary hard targets / quota

· Looking for sustainable diversity

Internal measures
· In Planning and Control Cycle, Year plan and  Personal Management Targets of the managers
· In management teams 50% women, 25% non-western migrant.
· Obligatory Plan to reach Municipal targets.
· At least one diversity candidate to concern MD-training programs per city service or city district.
· Divers recruitment teams.
· Evaluation of recruitment process.
· Targets set up to 2014
· Diversity results always part of the yearly appraisal between the City manager and the City services directors.
· Include diversity in all HR instruments such as Competence management, Appraisal etc. on all levels of the organization
· Training in Diversity Management
· Reserving places for immigrants in our internal MD training programs
· Remove all kind of small obstacles
· Recruitment and selection
· Preferential policy: in cases of equal suitability, an immigrant takes preference
· Specific recruitment policy
· Divers labor market communication /advertising 
· Traineeship and Internship targets obligatory
External measures
· Intercultural communications
· Anti-discrimination program
· Amsterdam Gay Capital Program / Jews
· Wij Amsterdammers / BIND
· Appointments in boards etc. by City
Threads

· Shrinking organization / cutbacks
· Image government
· Jobs correspond insufficient to wishes of immigrants or are unknown
· Tight job market
· Lack of will / motivation of middle management
Success factors

· Top management appointments = examples / role models
· Temporary preferential policy
· Personal Management Targets consistently enforced
· Will / motivation of middle management
· Training middle management
· Consequent attention of top management
· Trainee and internship program

Lessons learned
· Targets give everyone in the organization a clear purpose and focus

· Firmly embedding the targets in all HR instruments and P&C cycle is a condition sine qua non. Targets need to be set and responsibility needs to be assumed.
· Guiding these processes from the uppermost levels of the organization is an absolute prerequisite for success. 
· A discussion about quality is called for. The criterion of “the best” can actually be interpreted in many ways. 
· Overcoming resistance: it is important for the arguments and feelings that prevent diversity to be constantly addressed, and those who express these arguments should be genuinely listened to. Sometimes there may be a good reason for why a given target is not attainable, but not always! 
· Constant attention needs to be paid to executive appointments at the highest levels, to role models, and to the training of talent. For example, 25% of the slots in our management training programs are reserved for migrants. 
· Yet the most important lesson we’ve learned is that responsibility should be taken where it belongs: at every management level, with managers taking responsibility for their own teams. Diversity, after all, is a normal part of human-resource management policy, and it can become part of daily practice by simply practicing it. What matters is the choices that managers make, or fail to make, when building and developing their teams. 

Share Best Practices

· Hard targets for all managers and team-leaders and no excuses!
· Translate the targets for the general managers to the managers and team-leaders
· Temporary preferential policy obligation when necessary 
· Take care of cultural aspects:
· Calendar of holiday’s
· Bar/informal drinks end of the day
· NO Personnel trips/parties during Ramadan
· A divers HR Managers helps = a good role model
· Make use of lots of interns all the time
Diversity is

· asking for trouble, 
· asking for a different view, 
· asking for colliding and creativity
· asking for input one probably does not want to hear at this moment…
… but you want diversity because you do not want a suffocating mono culture in your organization.

Diversity management is basically

· The change of the power balance: you have to address this!
· Organizing responsibility: response ability = able to respond
… and change gives resistance. But so what?

DO something

· No talking or writing but action: every day, every job
· What are you going to do personally to fill the next vacancy in your team??
The City of Amsterdam is not doing bad on diversity compared to the central government in The Hague or other cities and businesses. But we think we can and need to do better.

Diveristy facts and targets 2001 - 2014
	diversity

in %
	Result end 2001
	Target 2002 – 2006
	Result end 2006
	Target 2007 – 2010
	Result  end  2010 * 
	Target 

2011 – 2014
	Share

Amster-dam 

labor force ¹

	
	
	
	
	
	
	
	

	Total
	
	
	
	
	
	
	

	Women
	32,8
	37
	42
	44
	45
	46
	46

	Non-western immigrants
	14
	27
	19,5
	27
	21,5
	27
	29

	
	
	
	
	
	
	
	

	From salary scale 10
	
	
	
	
	
	
	

	Women
	
	34
	
	44
	43
	47
	47 ²

	Non-western immigrants
	
	10
	
	15
	9,8
	14
	14 ²

	
	
	
	
	
	
	
	

	Salary scale 13 and up and MT-members 
	
	
	
	
	
	
	

	Women
	
	
	
	37 ³
	39,7
	45
	

	Non-western immigrants
	
	
	
	11 ³
	4,7
	11
	14 ² 

	
	
	
	
	
	
	
	

	Top managers **
	
	
	
	
	
	
	

	Women
	
	
	27
	50
	42
	45
	

	Non-western immigrants
	
	
	6,9
	18
	12
	15
	14 ² 


¹ end 2009. Labor force: all in the age group 15-64 who work  12 hours or more or are actively looking for work of 12 hours or more and are available on short notice
² from HBO level
³ end 2011
*  A selective hiring stop is in effect from February 2010.  Only for very specific jobs [ict, medical doctors, engineers etc.] people from outside can be hired. The percentage non-western immigrants declined in 2010 by 0.6% a.o. because temporary contract were not renewed. 
** Top managers = all general managers of the 30 city services, the 7 city district managers and a few general managers who are in between jobs as part of the MD and mobility program. This is about the people. If one looks at positions [ = chairs] then 63 % is man, 37 % women and 14% non-western immigrant.

Arthur van Schendel works for the City of Amsterdam as Program manager Diversity. With this Program the city wants to increase the diversity of its workforce. The focus is on women and minorities especially in the leadership positions. 

Before his current position he worked as the head of the Arts and Culture Policy Department. As Project director for Concern Development he developed a.o. the new corporate identity for the City. He started with the City as director Concern Communications. 

He began his career in the arts world as a bookseller, theatre director and arts marketeer running the Cooperative Amsterdam Arts Marketing Organization. He was also the Artistic Director of the Dutch participation for EXPO 92 in Seville.

Arthur van Schendel

a.van.schendel@amsterdam.nl
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