
INTEGRATION 
THROUGH 
WORK 

Integration through work is one of the cornerstones of a successful integration in a new life 
environment. In the context of the project MaWIC (Migration and Workplace Integration 
Coach), we developed a set of information cards, which support companies to facilitate 
the integration of migrant employees in a new work environment. The cards inform about 
practical aspects to be considered by companies in the context of the integration of migrant 
workforces.
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Thematically, the eleven information cards reflect four successive phases of the integration 
process. Beginning with the phase of planning, the cards inform about the importance of 
goal definition and legal frameworks. Concerning the recruitment, we compiled informa-
tion about the selection of candidates and the work contract. For the topic work environ-
ment, the cards inform about the role of the coach, support in everyday life integration, 
diversity management, communication at the workplace as well as other practical aspects 
of integration. The last phase of the integration process is the evaluation. Lessons learnt in 
the course of completed integration processes can be used to improve following processes.

For each topic, the cards provide background information, best practice examples and a 
checklist with the most important aspects. Companies who are interested in hiring and in-
tegrating migrant employees are welcome to use the cards as guidelines to support this 
process.

This work is licensed under the Creative Commons Attribution 4.0 International License. To view a copy of this license, visit
http://creativecommons.org/licenses/by/4.0/ or send a letter to Creative Commons, PO Box 1866, Mountain View, CA 94042, USA.
This licence includes the entire text. All photographs and graphics are explicitly excluded from this licence. 
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1. 

DEFINE OBJECTIVES/ 
INTENTIONS 

The first thing to do is to determine the company’s will-
ingness to receive and integrate migrant employees. 
The framework created by the company to do so is 
the key to a successful integration process. Within the 
company, there must be people who can promote, in-
itiate and defend the hiring of migrants, especially in 
the face of sceptical colleagues. Furthermore, it is im-
portant that sufficient time is available for supervision 
and monitoring in order to ensure satisfactory results 
for all those involved.

The objectives of future hiring of migrants should be clear: 
to recruit highly-qualified workers? To fill low skilled po-
sitions? For social responsibility? Something else?

It is very helpful to organise a presentation of the 
project for the staff, indicating the concept, costs, 
time frame and benefits of the programme. All per-
sonnel should be informed and prepared prior to the 
arrival of the migrants. The internal commitment of 
the company is crucial to the success of the mission. 
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PLANNING

Background information

Establish programme duration

It is important to establish the company’s strategy for 
the integration of migrant employees. The success of the 
process will require the assignment of specific resources 
(coaches trained for the task) as well as a phased plan 
allowing close and detailed monitoring of the process.  

Study process costs

The company must assign a person responsible for the 
management and supervision of the workplace inte-
gration programme. It is also important to conduct a 
prior study of the salary costs and workload that the 
integration process will entail.

Additional training/coaching for migrant 
and national employees

The company should evaluate the benefits of provid-
ing specific training/coaching for migrant and nation-
al employees in order to prepare them to work in a 
culturally diverse environment. 

Presentation of the hiring programme to the 
entire staff

The hiring programme should start with a presentation 
to the entire staff. All personnel, both nationals and 
migrants, should be made aware of the intentions and 
objectives of the company, giving them the opportuni-
ty to welcome the project and participate in the best 
way possible.

Realising Potential

In the 
Workplace

Outside the  
Workplace

HIGH  
PERFORMER

Integrating
into work

Training and 
support

New migrant
employee

Integrating
into the

community

Home and car, power  
and phone, bank account, 

tax number, doctor,  
dentists etc.

WELL 
SETTLED

Children inte-
grating at school

Partner inte-
grating into work

Partner  
and children –

employment and 
school

Building a sense of belongings

The nuts and boits of starting out

Source: Figure based on New Zealand Immigration Ministry of 
Business, Innovation & Employment: The Employer Toolkit, p. 18; 
Online www.immigration.govt.nz/employ-migrants/guides/
inz2-guides-employer-toolkit.pdf

https://www.project-mawic.eu/index.php?id=2
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Aspects to consider
Commitment

Is the company fully committed to the project?

What are the objectives to be achieved? 

What work areas, positions or profiles will be involved?

Is the company fully aware of the nature and consequences of implementing  
a programme for hiring migrant workers? 

Management

What human resources will be assigned to lead the project?

How much time will be required to implement and oversee the project?

Has the company established a budget, time frame and monitoring plan to implement the project?

Has the company planned how the assigned budget will be invested?

PLANNING RECRUITMENT

INTEGRATION PROCESS

WORKING 
ENVIRONMENT EVALUATION

Best practices and support

The IKEA Foundation is supporting the International Rescue Committee (IRC) 
with a €5 million grant to help improve the lives of both refugees and young 
Kenyans living in Nairobi’s informal settlements. It published a toolkit for other 
employers to share the experiences, findings and structures that the IKEA 
Foundation has generated through its Refugee Project. The objective is to help 
improve the overall situation for refugees.

https://www.project-mawic.eu/index.php?id=2
https://media.ikea.ch/filemanager/2017/06/RefugeeToolkit/IKEA_Toolkit_E.pdf
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2.

LEGAL FRAMEWORK: 
WHO CAN WORK? 

There are many different profiles of migrants, work 
permits (with different durations) and changing laws 
that establish differences in status, rights and obliga-
tions. People may be immigrants, refugees, asylum 
seekers or be in a situation of temporary or permanent 
illegality. 

Thus, it is very important to be fully aware of the le-
gal framework applicable to each type of migrant. 
The monthly deductions on employee salary may 
also vary depending on the status of the migrant in 
question. It is recommended to consult government 
and non-governmental agencies which work in the 
field of immigration and can provide information 
and advice about the applicable legal framework. 
This legal area is highly complex and constantly 
changing and it is important to establish collabora-
tive relationships with entities that are permanent-
ly informed and updated about the legal and em-
ployment criteria applicable to migrant workers. 
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Background 
information

Be informed

The first step is to identify the departments, min-
istries, councils and offices of national and local 
authorities that work with immigration. Addition-
ally, it is important to identify external agents 
such as NGOs and migrant support associations 
in the region and partner with them to receive 
advice and information as these are the ones 
who are most informed about this issue. It is also 
recommended to be aware of the legal norms 
regulating migration policy in the host country. 

Contact

When reaching out to an association or NGO 
expert in the field of migration, consider the spe-
cific areas of interest to you: know applicable 
legislation, the types of migration, work permits 
and their duration, labour rights and tax obli-
gations of migrants, types of contracts and the 
profile of migrant employee you need for your 
company. 

Be Flexible

Finding the right person for a specific position 
can take time. Contact public employment offic-
es, job postings, temporary employment agen-
cies, job portals, etc.

PLANNING

https://www.project-mawic.eu/index.php?id=2
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Aspects to consider
Be informed

Do you know the legislation on migration? 

Do you know the different types of migrants, their legal status and  
whether or not they can obtain a work permit? 

Do you know the labour rights and tax obligations of the different migrant profiles? 

Do you know how long it takes to get a work permit? 

Do you know how to apply for a work permit and when to renew it? 

Do you have a model contract based on the legal requirements  
and best practices in the area of migration? 

Do you know the rights and obligations of your future migrant employees? 

Contact

Have you identified public and private organisations that you can contact  
and get information about migration? 

Have you identified best practices of other companies about the workplace integration of migrant employees? 

Have you contacted the local immigration authorities in your area? 

Have you contacted any associations specialising in the field of immigration for advice and consultation? 

Best practices and support

The Asylum Information Database (AIDA) is a database managed by the 
European Council on Refugees and Exiles (ECRE) containing information on 
asylum procedures, reception conditions and detention across 17 EU Member 
States. The overall goal is to contribute to the improvement of asylum policies 
and practices in Europe and the situation of asylum seekers by providing all 
relevant actors with appropriate tools and information to support their advocacy 
and litigation efforts.

PLANNING RECRUITMENT

INTEGRATION PROCESS

WORKING 
ENVIRONMENT EVALUATION

https://www.project-mawic.eu/index.php?id=2
http://www.asylumineurope.org/
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3. 

SELECTION OF THE  
CANDIDATE 

When getting to know a candidate, it is important to 
create a feeling of mutual trust with sensitivity, empathy 
and flexibility. All people have potential, and we must 
be aware that many times the true potential of a per-
son may remain hidden during the interview process. 
That is because many migrants are not familiar with 
the (unwritten) norms of behaviour in an interview pro-
cess and might not respond as expected. They are also 
likely to be very nervous and this can be even worse if 
they are not entirely familiar with the language.

There are two key questions to consider: language 
and work skills. Language may not initially be essen-
tial to do the job well and language skills improve over 
time. Thus, it is important to be flexible in this question.  

 
 
 
 
 
Regarding work skills, it is also necessary to be flexi-
ble in evaluating competencies. Often the migrant will 
not be able to provide formal certification, or the edu-
cation system in their country may not be comparable 
to our own, or they may have been forced to interrupt 
their studies due to personal circumstances. Establish-
ing internal methods to evaluate competencies will 
make it easier to identify and retain talent, which may 
be overlooked if we only apply the strictly formal cri-
teria applied to nationals.

CONTACT AND RECRUITMENT

Background information

The Cultural Iceberg

The anthropologist Edward Hall developed the ice-
berg analogy of culture (see illustration). The “tip of 
the iceberg” symbolizes the observable behaviour 
in a culture such as clothes, signs of affection, man-
ners etc. Deep below the “water line” are the culture’s 
core values. The core values do not change quickly or 
easily. This should be taken into consideration during 
the interview. Which core values are important for the 
company? There are questions which must be dealt 
with directly such as the acceptance of gender equal-
ity, the concept of punctuality, etc. It is very important 
that employment terms and conditions be expressed 
clearly, understandable and in detail. All this infor-
mation can also be prepared in writing, for example. 

Establish a profile of the candidate

It is important to establish a profile of the candidate. 
What qualifications and skills are necessary to start 
work and which can be acquired on the job? Establish 
the appropriate physical and formal requirements for 
the position.

Determine the required language level

It is necessary to determine what language level is 
essential depending on the functions and responsibil-
ities of the position to be filled. There will necessarily 
be a minimum level to understand basic instructions 
and other knowledge can be gradually acquired over 
time.

Technical competencies

A system should be established to evaluate the com-
petence of the candidate to make up for the absence 
or deficiencies in formal certification. A practical 
assessment can be designed for the candidate to 
demonstrate their technical skills for the work position 
being offered. There are, for example, countries that 
apply a system of short practical tests, prior to hiring, 
to evaluate the performance of the candidate. 

Other competencies

It is important to evaluate other qualities of the migrant 
candidate within the appropriate context. This could 
include openness, motivation, adaptability, the possi-
bility of mobility, team working skills, etc. 

 

Illustration of Hall’s Cultural Iceberg Model 
Based on Beyond Culture (1976) by Edward T. Hall

Behaviour

Beliefs

Values and thought pattern

https://www.project-mawic.eu/index.php?id=2
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Best practices and support

The handbook “Integrating New Employees to the Workplace” emphasizes  
new employee orientation and assimilation as an extension of the hiring process. 
A number of tools and ideas are offered for customization.

Europass is an EU initiative to increase the transparency of qualification of 
citizens in Europe. It aims to make a person’s skills and qualifications clearly 
understood.

Aspects to consider

Generating mutual trust

 How is the candidate chosen? 

Can we contact local migrant support organisations for help in finding a suitable candidate? 

How can we generate mutual trust during the process? 

How can we compensate for the absence of academic certificates? How flexible can we be in terms of 
language ability? 

What tests of skills/competencies can be provided? 

What language and technical skills training are we willing to provide for optimum integration of the new 
employee?

Can we provide support for integration outside the workplace? For example, finding housing, assistance in 
administrative or legal issues in daily life (banks, public services, schools, etc.)? 

Transparency and flexibility

How can we make the entire process more transparent for the candidate? 

Consider that many aspects of a work contract we take for granted may not be so clear for a person from 
another cultural or social context. 

How can we communicate the information about employment conditions clearly and effectively?

Have we considered the possibility of hiring an external labour mediation agent? 

What work schedule will the migrant employee have? What is their gross and net salary? Does the 
candidate understand the deductions applied to their salary? Do they understand, for example, 
employment terms regarding break times, medical leave, days/hours off for personal issues, etc.? 

How will we deal with and what flexibility can we offer for certain aspects of the migrant employee: 
religious requirements, dress, specific vacation times, etc.

https://www.project-mawic.eu/index.php?id=2
http://bit.do/eSCpB
http://www.youtube.com/watch?v=8GHp4F7KuPw
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4.

WORKING CONTRACT

It is important to be aware of the practical aspects 
of contracting migrants. First, find out if the migrant in 
question has a work permit. Then get informed about 
salaries and the tax deductions applicable to migrant 
employees. 

Consider also when their holidays will be scheduled, 
as they will may wish to return to their country of origin 
and may need a minimum amount of time to make the 
journey. This consideration includes religious customs. 

It is essential, before signing a contract, that the mi-
grant is aware of their rights and obligations. Dedi-
cate time to go over all information so that the future 
employee understands their salary, social security, 
taxes, schedules, vacation, work position, necessary 
permits, contract duration, etc. It is also important that 
future employees are aware of the trial period, be-
cause this is often the best way to get to know and 
evaluate the skills of the new employee and for them 
to evaluate their workplace.
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Background 
information

Rights and obligations

Any employee has the right to be fully informed 
of the conditions of their work contract. A recent-
ly arrived migrant will require an additional level 
of explanation as they may be unfamiliar with the 
local environment, customs and legal framework. 
Other specific considerations are the duration of 
a work permit and the conditions for its renewal. 
Both parties must be fully aware of their rights 
and obligations. The worker should be aware 
of their gross and net salary, the deductions ap-
plied, and the form of payment. They should also 
be aware of any benefits or compensations and 
what is covered by social security. Additionally, 
the migrant employee should be fully informed 
about their work position, category, work sched-
ules, working days and vacations, public and 
religious holidays, etc. for optimum integration.

CONTACT AND RECRUITMENT

https://www.project-mawic.eu/index.php?id=2
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Aspects to consider
The job position

 Is the migrant employee aware of his or her tasks and responsibilities?

Does the migrant employee understand his or her position within the organisation?  
Does the migrant employee know who their immediate supervisor is?

Has the migrant employee been informed about legal occupational health and safety standards?

Has the migrant employee been informed about the ethical policy and  
quality management system of the company?

Does the migrant employee clearly understand the work schedules, breaks, vacations, punctuality criteria, 
dress codes, personal days (if this is included by law), etc.?

Has the migrant employee been informed of the dates when they will receive the agreed remuneration?

Trial period

Is the migrant employee aware of the probation period? 

Does the migrant employee know under what circumstances the contract may be terminated?

Has the migrant employee been informed how the probation period will affect the seniority?

Best practices and support

The EU provides information on rules and national administrations for every  
EU Member State, for example, on the website Your Europe. 

PLANNING RECRUITMENT

INTEGRATION PROCESS

WORKING 
ENVIRONMENT EVALUATION
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5. 

THE COACH

The coach is the person who will serve as the point 
of support for the migrant employee during the ad-
aptation period, someone who will guide, inform and 
orient the new employee as a colleague. Besides a 
coaching qualification, it is an advantage if the coach 
is someone who has something in common with the 
migrant employee, such as also having a migration 
background, having children of the same age, similar 
interests, etc. 

There will certainly be colleagues of the migrant em-
ployee who feel socially involved and who can offer 
real support. Giving intercultural trainings to all em-
ployees may be beneficial for all parties while facili-
tating real integration into the workplace routine. 

The coach, during his or her time in this role, will al-
ways be available to talk or give advice. There will be 
general questions about housing, banks, health care, 
authorities, schools, institutions dealing with migrants, 
etc. Other questions may refer to the workplace itself, 
the job position, the company culture, etc.
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PRACTICAL DAILY SUPPORT

Background 
information

Intercultural communication

The coach, trained in intercultural communica-
tion, will be aware of typical intercultural chal-
lenges at the workplace and serve as a bridge 
between the migrant employee and his or her 
colleagues.

Facilitate stability and security 

Engaging in a new culture and a new language 
can be very demanding for the “newcomers”. 
Thanks to the coach, the migrant employee will 
better understand the host culture in general and 
the company in particular, and its work culture. 
This will enhance the stability and security of the 
migrant employee both within the workplace and 
in their private life. For example, the coach can 
explain forms of verbal and nonverbal commu-
nication which are important in the host country 
and at the workplace.

Enhance identification and productivity

The coach will help the migrant employee adapt 
and identify with the company more quickly, and 
this will enhance their productivity.

Assess 
prograss

Establish 
relationship 

and set goals

Overcome 
obstacles

Develop an 
action plan

Typical  
coaching 
process

https://www.project-mawic.eu/index.php?id=2
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Aspects to consider
Company procedures

Is the coach trained to participate in the integration process within the company? 

Has the coach been trained to have the competencies to communicate company policy and procedures on 
all levels and situations? 

Does the coach have the competencies to respond to all relevant workplace related questions?

Does the coach know how to help the migrant employee solve different problems which may have an 
intercultural origin? 

Does the coach serve as an interlocutor between the migrant employee and his or her colleagues, both 
professionally and personally? 

Introduction of the migrant to the culture

Has the coach learned about the migrant employee’s culture of origin? 

Is the coach aware that he or she should give moral support and orientation in many aspects of daily life? 

Does the coach help the migrant employee become involved in social activities?

Best practices and support

The training manual “Good practices in migrant integration” published by the 
Office for Democratic Institutions and Human Rights (ODIHR) is intended for 
use during training courses related to developing, implementing and reviewing 
migrant integration policies in the OSCE region. 

PLANNING RECRUITMENT
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6. 

EVERYDAY LIFE 
INTEGRATION 
ASSISTANCE 

Settling in a new country means knowing and living 
within the country’s daily realities while providing for 
the migrants’ own most immediate and basic needs. 
This requires a massive amount of effort. The degree 
to which a person is socially integrated outside the 
workplace will have a significant impact on the work-
place. 

The company can provide close and helpful support in 
a whole range of tasks facing the newly arrived migrant: 
everything from using public transportation to finding 
a place to live, opening a bank account or looking for  
familiar food. 

Additionally, those with small children will have to 
understand the education system and get to know 
schools and day care services available in their local 
community. They will require basic information about 
the health care system and legal advice on ques-
tions related to their status as migrants, such as family  
reunification. 

The company can facilitate an effective adaptation  
process by providing the migrant employee with a con-
tact person to help deal with difficulties in adaptation 
and give emotional support to make the integration  
process a success.

PRACTICAL DAILY SUPPORT

Background 
information

Public services

It is essential that the coach or the company has 
prepared a dossier with all the basic information 
for newly arrived migrant employees. This doc-
umentation should include information about 
the administrative systems that residents must be 
familiar with to live in the country: public trans-
portation (lines, fares, etc.), the education system 
and resources in the area (including day care 
centres for those with small children) and health-
care services. It would also be helpful to include 
information about accessing legal aid for ques-
tions regarding the immigration status, family re-
unification, etc. The dossier should also provide 
instructions about contracting utilities and servic-
es: electricity, gas, telephone, water, sanitation 
or tax issues that new residents should be aware 
of. 

Private services

The documentation may also include other as-
pects: information about real estate agencies 
and housing, specialised shops selling products 
from their country of origin, a list of banks in the 
community (including information about services 
and commissions), insurance providers, markets 
and supermarkets, religious services, recreation-
al activities, insurance providers (depending on 
what insurance may be necessary) or details 
about purchasing certain good (how to buy a 
car, for example). 

Practical skills

The coach should show the migrant employee 
basic customs and habits of the host country, al-
lowing him or her to interact well when socialis-
ing with others: social norms and customs when 
interacting with other people in social situations 
(in bars and restaurants, cinema, gym, etc.), local 
behavioral standards in public places, social and 
gender relations, consumption of intoxicants, etc. 
It is also useful to be aware of any integration 
services (language courses, integration support, 
social networking etc.) available from local asso-
ciations, especially those dedicated specifically 
to supporting migrants.
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Aspects to consider

Planning

Immigration, settling and integration are all phases of a process, and will have an effect on the moral of the 
individual and in turn impact on every aspect of their lives (personal, professional, social). 

Will the company provide support for the settling of the migrant employee outside of the workplace, within 
a broader social context? To what end will the company work in providing this support? Has the company 
earmarked resources to facilitate this support (human resources, work hours, etc.)?

Has the company identified organisations that can provide support to  
the migrant employee outside of the workplace? 

Has the company created the position of coach to inform and give support to  
the migrant employee in the aspects mentioned?

Can the coach provide support in specific daily situations, giving the migrant employee advice  
and orientation? 

If there is no formal coach, is there a person assigned by the company to give help  
and orientation to the migrant employee?  

Process

Are the practical needs of the migrant employee clearly identified as well as areas where the company  
will provide support directly or in collaboration with external entities? 

Has the company determined the responsible personnel, resources and time frame for the support? 

Basic services the migrant employee will require upon arrival: housing, school/day care, health clinic, 
legal advice, banking services, administrative services for settling in (contracting water, electricity, gas, 
telecommunications, insurance, etc.). 

Further services and information: transportation, religious services, recreation, telecommunications, markets, 
shopping centres, etc. 

Cultural information: norms and rules of social behaviour in public and private, gender relations, dress 
codes, verbal and non-verbal communication, etc.

Best practices and support

Wefugees is an online tool for the support of refugees. It allows new  
arrivers and locals (refugees, volunteers experts) to exchange solutions  
for individual problems. 

https://www.project-mawic.eu/index.php?id=2
http://www.wefugees.de/
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7. 

DIVERSITY MANAGEMENT,  
INTERCULTURAL  
UNDERSTANDING 

The management of diversity is a journey from pre-
venting discrimination and ensuring equal opportunity 
to promoting tolerance and even valuing diversity as 
an asset. Diversity Management can strengthen the 
culture of the organisation, enhance the reputation of 
the company and attract talent.At the same time, it can 
help boost motivation and commitment as well as pro-
mote creativity and innovation. 

Cultural understanding is based on three key com-
ponents: awareness, knowledge and understanding. 
Training in cultural awareness is fundamental and 
should be aimed at both migrant and native em-
ployees. All personnel should be aware that migrant 
employees live and work in an environment where 
norms, habits, customs and expectation might be new 
for them.

Moreover, every organization has its own corporate 
culture, which migrant employees should learn about. 
Often, corporate culture is implied, not expressly de-
fined, and develops organically over time from the  
cumulative traits of all employees.

The importance of information

The integration of migrant employees is supported by 
a detailed description of the position, requirements, 
and a sketch of the organizational culture. Relevant 
information are norms of the company, its mission and 
values, structure, quality management system, roles 
and channels of communication, work schedules, 
break times, rules regarding the use of internet/mobile 
phones or dress codes. Additionally, it could be useful 
for migrant employees to have a written description of 
their own position and the interrelations with other em-
ployees within the company structure.

Conflict resolution

Although good planning and information are a big 
help, interpersonal misunderstandings or conflicts due 
to cultural and behavioural differences cannot always 
be avoided. It is important to detect the first signs of 
conflict and know who to go to for help. Conflict res-
olution should be conducted by means of negotiation 
and always maintaining a non-aggressive form of 
communication. It is recommended to have a devel-
oped conflict resolution procedure integrated within 
the human resource management system. 

First time at work

The migrant employee’s first day on the job should in-
clude a welcome, a meeting with their immediate supe-
rior, the assignment of a coach/mentor and a chance 
to meet the rest of the team. New employees should 
be given a tour of the company facilities, shown their 
workplaces and provided with written documentation 
about their work and the company. New employees 
should also be instructed in the use of any equipment 
they may need. Regular meetings should be scheduled, 
at least during the first month, between the new em-
ployee and their coach/mentor.

Collaboration and connection

At the workplace it is important to build a collabora-
tive community which benefits from cultural diversity 
as part of its modern identity. Informal meetings where 
those of different nationalities can share unique as-
pects of their culture (gastronomy, dance, sports, etc.) 
or celebrate typical festivities, are good examples of 
how to contribute to integration and to live diversity in 
an organization.

Background information

Cultural understanding

Everyone is a product of his cultural conditioning. One 
example: Migrant employees might have incorporated 
a different comprehension of time. Western Europeans 
mostly have a mono-chronic time understanding. For 
them, punctuality is important and to do just one thing 
at a time. However, in many other countries, under-
standing of time is poly-chronic. In these regions, like 
the Arab part of the Middle East or Sub-Saharan Afri-
ca, people tend to deal more flexibly with time. Punc-
tuality is less important. Instead, people are motivated 
to change plans often and easily. Close interperson-
al relationships are the primary concern, and people 
tend to build lifetime relationships.
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Aspects to consider
Intercultural awareness

How can supervisors, colleagues and other persons inform themselves about the cultural background of the 
migrant employee? 

What special characteristics does the corporate culture (e. g. leadership style) have? Does the corporate 
culture favour the integration of the migrant employee? How does corporate culture and the cultural 
background of the migrant employee match? 

What can be done to help the migrant employee integrate in the workplace  
(e. g.  unwritten rules, “different” leadership styles)? 

Diversity management 

Does the employer have sufficient resources to initiate and develop diversity management in the 
organization? 

Are all employees (migrant employee and natives) well sensitized for the meaning  
of e. g. age, gender and culture?

What measures/training must be initiated to develop diversity management in the organization?  

Further Contribution

Has the company considered organising periodic informal activities that contribute to the integration 
process (culinary, cultural or sports events, festivities, etc.)?

Do employees know how to detect conflicts before they escalate? Do they know contact persons within the 
company who are competent at resolving conflicts?

PLANNING

INTEGRATION PROCESS
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Best practices and support

The Training Manual for Diversity Management is designed to accompany and 
support the diversity management component of the “Anti-Discrimination and 
Diversity Training VT 2006/009” project for the European Commission.

Google is an example for a company committed to creating a diverse and 
inclusive workforce. Different measures aim at building products that work 
for everyone by including perspectives from backgrounds that vary in race, 
ethnicity, social background, religion, gender, age, disability, sexual orientation, 
veteran status, and national origin.

https://www.project-mawic.eu/index.php?id=2
https://bit.ly/2JKD4Dl
https://diversity.google/
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8. 

COMMUNICATION IN 
THE WORKPLACE 

The sooner migrant employees settle into the company 
the sooner they will become productive. Integration at 
the workplace takes time and companies must plan 
accordingly. The influence of different communication 
styles can be crucial in international organizations. 
Scientists differentiate between low- and high-context 
cultures. Low-context cultures, e. g. most countries in 
the EU, rely on explicit verbal communication. In com-
parison, people from high-context cultures like the 
Arabian countries are collectivist, value interpersonal 
relationships and form stable, close relationships. As 
a result of these years of interacting with one another, 
the members of such cultures know what the rules are, 
how to think, and how to behave. Therefore, rules do 
not have to be explicitly stated and non-verbal meth-
ods are primarily used to relay meaningful informa-
tion in conversations, such as facial expressions, eye 
movement, and tone of voice.

Background 
information

Notion of communication styles

Integration in the workplace is a process where 
communication is key and must be purposefully 
crafted and developed. Being aware of the dif-
ferent communication styles people have incor-
porated can help to better understand migrant 
employees and sensitize for the challenges they 
face at the workplace. Important questions are: 
Which notions of priorities and planning do mi-
grant employees have? How do they understand 
and receive a suggestion/opinion or an instruc-
tion? How do they communicate in front of the 
group? How do they react when faced with criti-
cism? How do they express criticism? 

Management Styles

In most Western countries, workplace relations 
are rather horizontal with flat hierarchies. Con-
tacts and forms of communication are quite infor-
mal. The communication with superiors is at eye 
level and decisions are often made collectively. 
In many other cultures, labour relations are much 
more hierarchical. There, communication is more 
top-down at the workplace than in the Western 
world. The boss is the chief decider, and employ-
ees also expect him to be a dominant authority. 
That’s why many migrant employees are not used 
to be as proactive as their native colleagues and 
bosses might expect. 

Conflict Management

Within the integration process conflicts may arise. 
Effective measures for the management and res-
olution of them can be crucial. It is necessary to 
integrate, if this is not yet the case, the perspec-
tives of intercultural and diversity management.
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Aspects to consider
Awareness of Communication Styles

Do migrant employees incorporate communication styles that differ significantly from  
those in the organization?

How can migrant employees be sensitized for the communication styles dominant in the organization?

How can national employees be sensitized for communication styles of migrant employees?

Clarifications

Speak clearly with your employees about different communication styles, make clarifications in accordance 
with the cultures involved and agree on forms of working among everyone. 

The more people with different communication styles work together in an organization, the more important 
direct, low-context communication.

Communicate the planning and orders clearly in order to ensure the migrant employee knows exactly what 
to do and what is expected. 

Establish a conflict resolution process. If this has already been implemented, include within this process how 
to manage conflict arising from cultural diversity. 

Consider implementing the “active listening” technique in the organization.

PLANNING
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Best practices and support

The guide “Unlocking Cross-Cultural Communication” aims at making executives 
more aware of possible differences in the countries they visit to enhance their 
own effectiveness as communicators and to strengthen employees’ perceptions 
of them as excellent leaders.

Erin Meyer (author of “The Culture Map”) about the differences between high 
and low context communication styles.

https://www.project-mawic.eu/index.php?id=2
https://www.sinicom.com/wp-content/uploads/2017/12/Intercultural-comms-guide.pdf
https://www.youtube.com/watch?v=9oYfhTC9lIQ
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9. 

PRACTICAL INTEGRATION 
– LANGUAGE SKILLS  
AND TRAINING

The integration into a new country takes time, com-
prehension, transparency, tolerance and understand-
ing. In the workplace, integration includes adapting 
to cultural and professional aspects. Additionally, ad-
equate language skills are a key.

Employers often regard communication skills as the 
most important set of soft skills. Use of appropriate 
workplace language aligns with good communica-
tion. So, good command of the language used in the 
working environment is a must-have for every migrant 
employee. 

At the same time, language should not be an obstacle; 
it is something that can be acquired. It is important to 
understand communication itself – what is contained 
within each message. By taking these aspects into 
account, misunderstandings can be avoided and the 
integration process can be facilitated.

Background 
information

Improving language skills

Language is fundamental for work but acquiring 
the necessary language skills is a process that 
requires flexibility as the learner gradually builds 
competencies. The migrant employee may need 
support learning the language. 

Support in the workplace

Until there is sufficient command of the language, 
it is useful to provide communication in writing. 
There is also the possibility of using a common 
third language, e. g. English. It should be consid-
ered to impart technical or specialised language 
of the respective sector.

Informal support

Command of the language is not only acquired at 
the workplace. It is also important that language 
competency is acquired in informal environments 
or in recreational pursuits which the company 
may be able to facilitate. In this context, partner-
ships with entities that support immigration to fa-
cilitate language learning might be useful.

©
A

do
be

 S
to

ck
 /

 V
ia

ch
es

la
v 

la
ko

bc
hu

k

QUALIFICATION AND SKILL  
ASSESSMENT AND DEVELOPMENT

https://www.project-mawic.eu/index.php?id=2


The European Commission support for the production of this publication does not constitute an 
endorsement of the contents which reflects the views only of the authors, and the Commission  
cannot be held responsible for any use which may be made of the information contained therein.

https://www.project-mawic.eu

PLANNING

INTEGRATION PROCESS

WORKING 
ENVIRONMENT EVALUATIONRECRUITMENT

Best practices and support

The Council of Europe Toolkit for language support for adult refugees is 
designed to assist organizations that provide language support for refugees, 
and especially the volunteers working for them. The toolkit comprises the  
57 tools and other resources contained in the various sections of its website.

Aspects to consider
Learning

Do all migrant employees have access to intensive language training?

What training is necessary and who will pay?

Are there entities (governmental or NGOs) that can provide language training? 

Does language learning include professional or workplace vocabulary? 

Details

Is the programme flexible regarding the learning pace of each migrant employee? 

Does it consider that the migrant employee should also learn profession-specific language  
used in the workplace? 

Are there internal dynamics in the workplace to accelerate the learning process, for example  
chances to learn from colleagues? 

Does the organization organise recreational activities that favour the rapid acquisition  
of the language?

Does the coach encourage activities outside of work that would help the migrants use the language?

https://www.project-mawic.eu/index.php?id=2
https://www.coe.int/en/web/language-support-for-adult-refugees/home
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10. 

PRACTICAL INTEGRATION 
– QUALIFICATION AND 
SKILLS ASSESSMENT

In every country, the certification of formal and in-
formal learning is more or less different. Thus, for the 
employer it is not always easy to properly verify the 
skills and abilities of a person from another culture. 
Therefore, it is important to proceed with an initial 
evaluation, prior to any labour contract, which can 
determine if the person has the skills necessary to be-
gin work adequately.

As migrant employees cannot always prove docu-
ments certifying their technical skills, employing or-
ganizations should create a method to verify the skills 
and abilities of the candidate. European countries 
also have official mechanisms for the certification of 
formal and non-formal training. Anyone can take a 
series of tests and receive an official certification of 
their skills and/or level of studies.

Besides, it might be important to establish a practice 
or internship period that allows to see how the mi-
grant employee integrates in the workplace. There are 
different systems of short-term internships in European 
countries that can be used to evaluate the profession-
al performance of the candidate before hiring.

Background 
information

Initial Evaluation

It is a fact that migrant employees come from dif-
ferent education and employment systems. How-
ever, this need not impede them from being able 
to demonstrate their skills and abilities. Openness, 
flexibility and creativity are essential in this area. 
It is crucial to determine what the migrant employ-
ee knows and also what he does not know – thus, 
to appropriately evaluate their skills and abilities 
for the position to be filled. The organization it-
self can create a practical evaluation system for 
the candidate’s skills or use an official system of 
formal and informal competencies certifications 
established in almost all countries in the EU. 

Internship

The organization can also establish an internship 
or practice period prior to final contracting where 
the candidate is evaluated on their performance 
within the company (this type of practice is reg-
ulated by law in each country). The internship 
should be an individualized work programme to 
determine how the migrant employee performs in 
the workplace and on-the-job. Thereby, the eval-
uation should not only contain technical aspects 
but also social skills as well as the capacity for 
adaptation to the norms of the workplace.

Continuous Training 

Continuous training is a process inherent to the 
working life of every employee in any organiza-
tion. In the case of migrant employees, personal-
ized programmes can be designed to accelerate 
or improve their integration process. The training 
programme should be planned around achiev-
able, measurable and specific results within an 
established time period. Support materials for 
training can include books, videos, internet, spe-
cific courses, etc. Colleagues can also be des-
ignated as temporary tutors to contribute to the 
training process. Thereby, it is essential that the 
migrant employee is aware of the learning ob-
jectives and training programme to follow as the 
real protagonist of their own development, even 
as the company provides support and stimulus.

QUALIFICATION AND SKILL  
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Aspects to consider
Evaluation of skills and abilities 

Does the company have a practical system to evaluate the skills and abilities of the migrant candidate? 

Has the candidate been informed sufficiently about the required skills, abilities and level  
of competence for the respective position? 

Is there margin for error in the practical evaluation of skills and abilities? 

Recognition of competencies and internships

Do persons in charge have the competences to guide the migrant employee through the evaluation and 
certification process of professional abilities through workplace experience or non-formal training? 

Can the company inform the migrant employee of the requirements to access this process  
and achieve certification?

Internships and continuous training

Has the migrant employee been provided with information on professional internship programmes, its 
duration and characteristics? 

Does the company have a continuous training programme for its employees? 

Can the company design a personalised training plan to improve the individual circumstances  
of the migrant employee?

Does the company have the resources (personnel and financial) to support migrant  
employee´s training? 

Is the migrant employee aware of the opportunities additional training can offer?
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Best practices and support

The EU Skills Profile Tool for Third Country Nationals is used by services 
offering assistance to refugees and migrants from non-EU countries. Using the 
tool, they conduct interviews to record the individuals’ skills, qualifications and 
experiences.

https://www.project-mawic.eu/index.php?id=2
https://ec.europa.eu/migrantskills/#/
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11. 

EVALUATION

A fundamental part of all organizational activities is to 
learn and internalize lessons that can be applied to fu-
ture processes. Therefore, it is crucial to conduct regu-
lar evaluation of the integration of migrant employees. 

This evaluation may be either written (with reports 
and questionnaires) or oral. The evaluation should be 
conducted periodically, regardless if it is formal or in-
formal. Furthermore, if there is already standardised 
quality management in the organization, the evalua-
tion can be incorporated into the existing structure. Fi-
nally, it is important to include all relevant employees 
in the design of the evaluation – e. g. the human re-
sources director and the quality management depart-
ment. The results of the evaluation should be shared 
and discussed with all personnel involved in the inte-
gration process.
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Background information

Integrate the evaluation

Ideally, the company will develop and maintain a 
coaching plan between the coach and the migrant 
employee that will establish measurable and specific 
objectives, while also providing the migrant employee 
with access to learning resources (present and online).

The coach must be able to report on the progress 
and difficulties of the migrant employee. This may 
be through an informal meeting but must be held 
regularly. If the company has a standardized 
quality management, the evaluation should be 
incorporated within as a new integral part of the 
existing structure.

Relevant indicators

To adequately measure the degree of compli-
ance with the objectives, it is important to estab-
lish ad hoc indicators that permit the oversight 
of the process. This should take place at the be-
ginning and continue as goals are progressively 
achieved. Furthermore, evaluations must be pe-
riodic, and the results should be shared with all 
those involved in the integration process in order 
that corrective measures may be taken if neces-
sary (managers, work colleagues, etc.). 

Response to problems

Opinions should be expressed freely and there 
must be opportunity to express also complaints. 
Therefore, it is necessary to develop a system that 
protects the anonymity of all those involved. It is 
important that there is a committee to resolve any 
internal problems and to serve as mediators be-
tween employees. Many companies have estab-
lished conflict prevention and resolution systems 
that can also be used for integration. Further-
more, it is helpful to categorize conflicts to help 
prevent them in the future.

https://www.project-mawic.eu/index.php?id=2
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Aspects to consider
Objectives

Implement an evaluation and oversight mechanism for the achievement of objectives  
with relevant indicators.

Involve all personnel who have any contact with the integration project in the evaluation process. 

Include the evaluation into the quality management system of the organization. If there are no 
mechanisms for conflict management, think about implementing them.

Evaluate the achievement of objectives, diversity management, and intercultural relationships.

Benefit from the experience of other entities: Contact organisations that support migrant employees and 
find out about the type of conflicts that may arise during the integration process and get ahead of them. 

Added value

Do migrant employees bring added value to the company to face the challenges of the sector better? 

Are migrant employees empowered to progress professionally and economically? 

Are there indications for corporate benefits (socially, culturally, economically etc.)  
by the measures taken? 
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Best practices and support

The checklist “Support for voluntary initiatives promoting diversity  
management at the workplace across the EU” is a support tool for the voluntary 
implementation of diversity and inclusion in companies, mainly in larger 
corporations.

https://www.project-mawic.eu/index.php?id=2
http://bit.do/eSCqT
http://bit.do/eSCqT

