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Abstract 

The aim of this master’s thesis is to understand how recruiters in a globally operating company 

identify and assess candidates within a competency-based recruitment strategy and their actions 

in identifying cultural competence among candidates. This study is relevant within the field of 

Business Administration and International Human Resource Management (IHRM) research, as 

there is limited research on how recruiters identify and assess cultural competence within re-

cruitment processes, indicating a knowledge gap in this area. The study adopts an organisational 

perspective, in which cultural competence incorporates both individual and organisational ad-

justments, thereby making a global organisational perspective appropriate. The study was con-

ducted as a qualitative case study. Empirical data were collected through seven interviews and 

triangulated with the analysis of an internal policy document from the global company. It is 

evident that the recruiters identify cultural competence through the elements of cultural aware-

ness, cultural knowledge, and cultural adaptability by asking interview questions related to fre-

quently sought competencies such as collaboration skills, communication ability, flexibility, 

and adaptability. The findings demonstrate that the recruiters assess preferred competencies 

using a competency-based recruitment strategy, guided by semi-structured questions aligned 

with the STAR method. Cultural fit emerges as a natural outcome when both organisations and 

individuals demonstrate cultural competence, which may, in turn, lead to increased productiv-

ity, enhanced collaboration, and overall business success. The study offers a theoretical contri-

bution to IHRM research by presenting a model developed by the author to illustrate how re-

cruiters identify and assess cultural competence in candidates. In this model, cultural fit, 

productivity, and collaboration are viewed as outcomes that may contribute to business success. 

The author therefore argues that the study provides both an empirically grounded and a theo-

retically informed contribution to future research. 

Keywords 

Competency-Based Recruitment; Cultural Competence; Cultural Awareness; Cultural 

Knowledge; Cultural Adaptability; Cultural Fit; Recruitment; International Human Resource 

Management 
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1. Introduction 

Understanding cultural differences are important in today’s intensifying globalisation, not least 

for globally active companies. Consequently, recruiters are expected to obtain cross-cultural 

knowledge to successfully attract desirable candidates to enhance the growth and efficiency of 

a company’s global recruitment strategies. Cultural competence among recruiters are key qual-

ities to successfully identify, assess and select candidates from diverse cultural backgrounds 

(Bannikova & Mykhaylyova, 2023; Ma & Allen, 2009).  

 

Culture has an important impact on International Human Resource Management (IHRM) prac-

tices as cultural differences shape the organisational culture (Cascio & Collings, 2024). Culture 

and cultural differences can be interpreted as a collective phenomenon that operates as a social 

framework, composed of unwritten rules that guide appropriate behaviour (Hofstede, 2010). 

Culture can also be defined as social structures, institutions, norms, values, practices and poli-

cies that give structure and direction to social behaviour (Markus & Kitayama, 2010). Institu-

tions are fundamental components of society, including workplaces, educational settings, and 

families, which means that power dynamics may be interpreted differently based on social rank 

within institutions, which in turn is shaped by cultural background (Hofstede, 2010). An indi-

vidual’s cultural background, along with the ways in which they think, feel, and behave, is 

shaped by their upbringing and social environment (Hofstede, 2010). In individualistic cultures, 

individuals are expected to be independent with a focus on personal development while collec-

tivistic cultures highlight relations and collaboration (Hofstede, 1980, cited in Cascio & Col-

lings, 2024; Hofstede, 2010).  

 

Recruiters with various national backgrounds with different cultural norms, need to understand 

that people come from either individualistic or collectivistic cultures (cf. Cascio & Collings, 

2024). This is particularly relevant as recruiters in global companies actively communicate with 

candidates who often come from diverse cultural backgrounds and therefore may exhibit dif-

ferent communication styles. Cultural differences may, for example, shape perceptions of how 

actions are rewarded or punished, as well as influence expectations regarding the extent to 

which individuals are encouraged to take initiatives in conversations (Hofstede, 2010). Com-

munication styles can be perceived and utilised differently depending on cultural background, 

for example, in the context of recruiters evaluating candidates for a job position. Hall’s (1981) 

theory of different communication styles in high-context versus low-context cultures can be 

linked to Hofstede’s (2010) theory of collectivistic and individualistic cultures, as both scholars 

emphasise the complexity and diversity of communication styles. This implies that recruiters 

and hiring managers must navigate diversity, which can be defined as variations in education, 

faith, gender, race and personal characteristics (cf. Dahl Andersen, 2025).  

 

Cultural competence influences productivity and collaboration within organisations. Cultural 

diversity, for example, impacts organisational performance (e.g., Ang et al., 2024) and enhances 
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teamwork (e.g., Hannah et al., 2022). Competence can in general be defined as a set of individ-

ual attributes containing knowledge, attitude, experience, personality and ability (Peregrin, 

2014). Competency-based recruitment strategies are a common method frequently used to iden-

tify competencies such as communication skills and adaptability that candidates are expected 

to demonstrate in future work situations (Lindelöw, 2016; Peregrin, 2014). Individuals who, for 

example, have knowledge of cultural diversity may be looked upon as culturally aware or cul-

turally competent (Dahl Andersen, 2025).  

 

Cultural competence is a multidimensional phenomenon, which involves several intercultural 

attitudes, capabilities and traits, such as an awareness of different values, norms and ways of 

thinking (Campinha-Bacote, 2002; Leung et al., 2014, referred in Ang et al., 2024; Ryan & 

Derous, 2024; Schauer, 2024). Cultural variations outline, for example, how recruiters perceive 

candidates’ communication styles, decision-making, and adaptability. Accordingly, cultural 

competence is an essential skill in recruitment processes (cf. Bannikova & Mykhalylyova, 

2023; Cascio & Collings, 2024; Ma & Allen, 2009; Ryan & Derous, 2024). 

 

For the purpose of this study, cultural competence will be operationalised based on key dimen-

sions identified in previous research. These dimensions will be further elaborated in section 2.2 

Definitions and Key Concepts of Cultural Competence. 

 

1.1. Problem Formulation 

Cross-cultural collaboration is associated with increased creativity and performance when in-

dividuals from different cultural backgrounds work together (e.g. Shirish et al., 2023). Scholars 

such as Presbitero and Toledano (2018) highlight the importance of cultural intelligence in sup-

porting individuals to adapt and perform in diverse settings. In the field of education, 

Deardorff’s (2006) research shows that thirty-eight percent of the investigated institutions iden-

tify and assess students’ intercultural competence using methods such as interviews, presenta-

tions, and written assignments. This shows that intercultural competence among students was 

already considered an important factor in 2006. Ma and Lucietto (2024) emphasise the need for 

cross-cultural knowledge and communication training among STEM (Science, Technology, 

Engineering, and Mathematics) students, particularly in global and technical contexts. This sug-

gests that greater attention needs to be paid to raising awareness of cultural competence.  

 

Nevertheless, limited attention is given to how cultural competence is identified and assessed 

in organisational settings, particularly during recruitment. Recruiters play a vital role in select-

ing new employees, making them key contributors to an organisation’s efforts to promote di-

versity and inclusion. Understanding how they identify and assess cultural competence is there-

fore essential, especially within the context of increasingly global and multicultural workplaces. 
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In general, there is limited research on how recruiters define, identify and assess cultural com-

petence in recruitment processes, indicating a knowledge gap in this research area. In this thesis, 

the term cultural competence is used to describe both an individual's and an organisation's abil-

ity to navigate and adapt in regard to cultural diversity. Previous research has employed a vari-

ety of terms to describe related concepts, such as cultural awareness, cultural intelligence, or 

intercultural competence (e.g. Ang et al., 2024; Campinha-Bacote, 2002; Deardorff, 2006; Ear-

ley & Ang, 2003; Luo & Chan, 2022; Presbitero, 2021; Presbitero & Toledano, 2018; Schauer, 

2024; Shirish et al., 2023; Wengel, 2023). While these terms highlight similar personal attrib-

utes, they are approached from slightly different perspectives, particularly within education, 

healthcare, and behavioural sciences (Campinha-Bacote, 2002; Luo & Chan, 2022).  

 

This study adopts an organisational perspective, in which cultural competence incorporates 

both individual and organisational adjustments, thereby making a global organisational per-

spective appropriate. The objective of this thesis is to understand variations in how cultural 

competence is understood and assessed across different cultural and national contexts, with a 

particular focus on similarities and differences in recruitment decisions within a single global 

company. Analysing the challenges and opportunities recruiters face when assessing cultural 

competence in candidates provides insights into the complexities of cross-cultural recruitment. 

Therefore, this study seeks to contribute to theoretical perspectives on cultural competence in 

recruitment processes, while also offering practical implications for global IHRM strategies.  

 

1.1.1. Aim of Study and Research Questions 

The aim of this master’s thesis is to understand how recruiters in a globally operating company 

identify and assess candidates within a competency-based recruitment strategy and their actions 

in identifying cultural competence among candidates. The subsequent research questions are: 

 

1. How do the recruiters identify and assess cultural competence among candidates 

within a competency-based recruitment strategy? 

 

2. How do the recruiters understand and apply cultural competence within the global 

company?  
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2. Conceptual Framework 

This chapter reviews relevant previous research involving competency-based interviews as a 

recruitment strategy, followed by definitions and key concepts of cultural competence and then 

cultural values and communication in recruitment. Finally, high-context cultures versus low-

context cultures are addressed. 

2.1. Competency-Based Interviews as a Recruitment Strategy 

Competency-based recruitment strategies involve behavioural interview questions. This ap-

proach is based on the assumption that a candidate's past actions are better predictors of future 

behaviour than personality tests (Peregrin, 2014). A competency-based interview is a form of 

structured interview guided by the job specification and the competency model. The job speci-

fication outlines the requirements set by the organisation for the position to be filled, such as 

education, experience, knowledge, and the competencies needed to achieve the organisation’s 

goals. Competencies that recruiters may seek include key qualities, such as relationship build-

ing, cooperation skills, cultural awareness, and analytical problem-solving ability, that are con-

sidered important for employees to perform their tasks effectively and align with the organisa-

tional culture (Lindelöw, 2016).  

 

The recruiter’s objective is to identify and assess a candidate’s capabilities in specific fields of 

competencies that are essential for the current position, in a clear and structured manner. The 

interview questions are designed to determine if the candidates have previously demonstrated 

the desired behaviours in practical situations. In the STAR-method a candidate is asked to de-

scribe an actual event (Situation), the goal or task involved (Target), the actions taken (Action), 

and the outcome (Result). The purpose of using the STAR method is to highlight both strengths 

and areas for development based on experiences and feedback, rather than hypothetical reason-

ing. It focuses on understanding how the candidate has applied a particular competence in a 

particular professional context. For example, if a position requires the ability to build and main-

tain professional relationships, the interviewer might ask: “Can you give an example of a situ-

ation where you needed to build a new network in your role?” (Lindelöw, 2016).  

 

The competency-based recruitment strategy emphasises essential behavioural skills such as ef-

fective communication, initiative-taking, and adaptability to change (Peregrin, 2014). An im-

portant principle is that all interviews should follow the same structure and set of questions to 

ensure a fair and comparable evaluation before a recruitment decision is made. However, fol-

low-up questions based on candidates’ responses are considered sufficient. These methods re-

duce the risk of discriminatory recruitment (Lindelöw, 2016). Similar to a competency based 

recruitment strategy, Structured Behavioural Selection (SBS) interviews use standardised in-

terview questions throughout the entire interview process. However, Lim et al. (2014) raised 

criticism against this type of structured interview method, especially in a global context as SBS 
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interviews tend to be more suitable for individuals with behavioural traits and personality char-

acteristics associated with individualistic cultures. Candidates from collectivist cultures, such 

as China, may not have the same conditions to succeed in an SBS interview process. Thus, it is 

important that recruiters possess cultural competence to understand such cultural nuances, as 

SBS techniques often fail to consider cultural differences. As a result, qualified and suitable 

candidates may be overlooked in the selection process (Lim et al., 2014).  

 

A challenge identified in previous research concerns the tensions recruiters face when collabo-

rating with hiring managers to identify the ideal candidates. Hiring managers frequently hold 

unrealistic expectations of the ideal candidate, typically basing these expectations on current 

high-performing employees. This results in challenges for recruiters, who must navigate these 

tensions while simultaneously promoting diversity in the recruitment process. As a result, re-

cruiters may need to broaden hiring managers’ perspectives to include candidates who may not 

initially appear to fit the role, with the aim of avoiding homogeneity and fostering new view-

points. This, in turn, requires recruiters to actively challenge hiring managers and emphasise 

diversity throughout the recruitment process, acting as sparring partners and catalysts for or-

ganisational development in order to support a more inclusive workplace (Dahl Andersen, 

2025). 

 

2.2. Definitions and Key Concepts of Cultural Competence 

Several researchers focus on cultural competence from different perspectives and define indi-

viduals’ cultural traits in various ways. For example, Campinha-Bacote (2002) defines cultural 

awareness as an in-dept self-awareness of one’s own professional and cultural background 

where one’s biases and assumptions of other individuals are recognised, while cultural 

knowledge refers to knowledge and understandings of different values and beliefs of others 

worldview (Campinha-Bacote, 2002). According to Schauer (2024), cultural competence is the 

ability to be adaptable and use situationally appropriate language such as ways of greeting and 

the ability to appropriately communicate towards others from various cultures (Schauer, 2024).  

 

A study by Hannah et al. (2022) examines the role of cultural competence in the accounting 

profession and its impact on professionals in the field. Their findings highlight that understand-

ing cultural differences can contribute to creating more inclusive workplaces and improving 

collaboration among individuals from different cultural backgrounds. Hannah et al. (2022) fur-

ther argue that these insights are not only relevant to the accounting profession but can also be 

applied to other professional fields where effective cross-cultural interaction is essential. Fur-

thermore, as cultural competence as a personal trait is effective for productivity, trust building 

and communication, it seems to be important to acquire and select employees with cultural 

competence already in a recruitment and selection process.  
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Another definition concerns intercultural competence, which is the interaction at an individual 

level to achieve outcomes such as respect, tolerance of ambiguity, and an open attitude. Inter-

cultural competence contains individual attitudes, including cultural self-awareness, sociolin-

guistic awareness, and cultural knowledge, along with skills such as observing, relating, listen-

ing, interpreting, and evaluating others. Internal effects may include empathy, adaptability, and 

flexibility, while external effects may involve effective and appropriate behaviour and commu-

nication in an intercultural context (Deardorff, 2004, cited in Deardorff, 2006; Luo & Chan, 

2022). 

 

Cultural Intelligence (CQ) (Earley & Ang, 2003) has been extensively used in IHRM research, 

mostly related to team communication, team performance, trust, and leadership within global 

virtual teams. Research shows that leaders with high CQ are able to acknowledge cultural norms 

and communicate appropriately, which can enhance productivity, creativity and trust building 

by communicating effectively (e.g. Ang et al., 2024; Presbitero, 2021; Presbitero & Toledano, 

2018; Shirish et al., 2023; Wengel, 2023). Cuypers et al. (2024) emphasise the importance of 

developing competencies such as cultural gap-bridging abilities and CQ. They advocate for a 

development of CQ and cultural awareness within organisations to take advantage of cultural 

diversity in international collaboration processes, such as enabling individuals to “behave in 

ways they normally would not be able to behave within the traditional boundaries of their or-

ganisation, which may allow to break away from the social constraints they usually face, and 

could lead to innovation or other benefits” (Cuypers et al., 2024, p. 629). However, CQ places 

considerable emphasis on individual motivation and self-regulation, which may be problematic 

when applied to a secondary interpretation involved in recruiters’ assessments of candidates 

during the recruitment process. 

 

Assessing cultural fit is an important part of the recruitment process, as it is a part of building 

a solid team. Cultural fit means that a person shares or can adapt to a company’s key beliefs, 

attitudes, and work style (Bouton, 2015). To find employees who fit well in the team, companies 

need to define their culture by identifying their goals, values and way of working. For example, 

if a company values entrepreneurship, it should look for candidates who are comfortable taking 

initiative and have experience in similar environments. This enables recruiters and managers to 

recognise matching qualities in candidates during the recruitment process. However, Bouton 

(2015) state that some may be concerned that recruiting for cultural fit could lead to bias and 

clarifies that cultural fit does not mean employing people who are all the same, as valuing 

teamwork is a trait that can come from different national backgrounds and various work expe-

riences. A model, developed by the author, combines these elements in order to provide a ho-

listic framework for understanding how cultural competence can be identified and applied in 

recruitment contexts and serve as a deductive analytical framework to empirically evaluate how 

recruiters in practice assess cultural competence among candidates. 
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Figure 1: A conceptual framework of cultural competence, developed by the author based on a combination of 

various definitions found in previous research. 

 

The conceptual framework presented in figure 1 is developed by the author through a combi-

nation of several established definitions of cultural competence, intercultural competence, cul-

tural intelligence, and cultural fit. Despite the varied terminology across the literature (Ang et 

al., 2024; Bouton, 2015; Campinha-Bacote, 2002; Deardorff, 2006; Earley & Ang, 2003; Han-

nah et al., 2022; Lou & Chan, 2022; Presbitero, 2021; Presbitero & Toledano, 2018; Schauer, 

2024; Shirish et al., 2023; Wengel, 2023), many of the core elements such as cultural awareness, 

cultural knowledge, and cultural adaptability remain consistent in the definitions of cultural 

competence. 

 

2.3. Cultural Values and Communication in Recruitment 

According to Gromova (2022), cultural values significantly influence individual behaviour, 

while structural factors within recruitment processes underscore the growing importance of cul-

tural competence. Cultural differences shape both opportunities and challenges in recruitment 

and selection processes. One potential advantage in some labour markets is the common use of 

informal recruitment practices, where professional networks and personal interactions are often 

valued more than formal qualifications. This benefits recruiters by enabling efficient recruit-

ment practices and ensuring cultural fit, while well-networked candidates gain easier access to 

opportunities. However, such practices may disadvantage individuals who struggle to navigate 
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these systems, particularly those lacking established connections. As a result, cultural compe-

tence plays a crucial role in professional success, requiring candidates to demonstrate adapta-

bility, cultural awareness, and flexibility when establishing professional relationships. How-

ever, Gromova’s (2022) research only focuses on the Slovenian labour market and highly 

skilled female expatriates, which makes her research limited in how recruiters in a cross-cul-

tural context navigate cultural differences in recruitment processes.  

 

Recruiters who choose to use structured or unstructured interviews, might perceive these dif-

ferently depending on cultural values, such as masculinity versus femininity and individualism 

versus collectivism (cf. Hofstede, 1980, as cited in Ma & Allen, 2009; Hofstede, 2010). Candi-

dates may view recruiters as representatives of organisations with higher social status due to 

their authority. Individuals in collectivistic cultures tend to have a greater respect for the au-

thority and opinions of recruiters, which increases the likelihood that recruiters are perceived 

as decision-makers who should control the interview process. Additionally, applicants from 

collectivistic cultures respond differently to selection procedures than those from individualistic 

cultures. Therefore, a lack of awareness of cultural values can create significant barriers to un-

derstanding recruitment dynamics and achieving successful recruitment processes in a global 

context (Ma & Allen, 2009). Considerations of cultural competencies may have high values in 

predicting performance and business profits. “Recruiters and interviewers should be trained to 

increase awareness of cultural differences in self-presentation that may affect performance in 

selection processes” (Ryan & Derous, 2024 p. 77).  

 

Phillips et al. (2023) found that job applicants respond and are attracted to recruitment adver-

tisements differently depending on whether information is included about a company’s values, 

encourage of language and cultural diversity. The findings show that when this information is 

specified, applicants appear to align more closely with the company’s values. Therefore, re-

cruiters in the initial application process must include national cultural diversity values and the 

company’s communicative language values to attract applicants with cultural competencies. 

This highlights furthermore the need to explore how recruiters define cultural competence to 

enhance clarity regarding whom they intend to attract. It is also vital that recruiters can identify 

these abilities by minimising the risk of undesirable job applicants engaging in false self-presen-

tation (Phillips et al., 2023). This refers to how an individual tactically present themselves in a 

social context, such as in interviews or applications that are socially desired within the country’s 

cultural values, even if the applicant’s self- presentation may be fake (Fell & König, 2016; Ryan 

& Derous, 2024). Fell & König (2016) found that cross-cultural factors influence candidates’ 

views on faking their competencies and values in job interviews. They identified both severe 

and mild forms of faking and noted that these attitudes are associated with cultural dimensions. 

Moreover, Fell and König (2016) encourage organisations to consider that the applicants may 

participate in the selection process with diverse perspectives on faking. 
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Cross-cultural adjustment affects motivation, organisational culture, and work satisfaction, 

which ultimately influences work performance. If companies fail to adapt to and accept differ-

ent cultural norms, this may result in miscommunication, decreased work performance, and low 

work satisfaction. It is also important that individuals recognise the value of adapting to other 

cultures to enhance their communication abilities in cross-cultural settings (Stan & Jongboom, 

2023). It can be argued that such cultural adjustments begin not only after hiring, but also during 

the recruitment process itself, as both candidates and recruiters must navigate cultural expecta-

tions and communication styles (Leotescu, 2023; Ma & Lucietto, 2024; Stan & Jongboom, 

2023). 

 

2.4. High-Context Cultures versus Low-Context Cultures 

Hall (1981) argue in his theory of high-context cultures and low-context cultures that people in 

different countries has their own systems of non-verbal communication and ways of working. 

For example, people from high-context cultures such as Asian countries, may communicate 

diplomatically, avoid conflicts and value harmony, while people from low-context cultures such 

as Sweden, the UK, and the Netherlands, tend to communicate directly and explicitly to ensure 

full understanding among participants (Hall, 1981; Leotescu, 2023; Ma & Lucietto, 2024; Stan 

& Jongboom, 2023). Individuals in high-context cultures are expected to automatically under-

stand the meaning and context of communication messages, for example through facial expres-

sions and tone of voice. These are considered shared and important characteristics, where indi-

viduals are expected to think in similar ways. Idiomatic expressions could be interpreted differ-

ently depending on the culture to which a person belongs, i.e., high-context versus low-context 

cultures (Leotescu, 2023). If a person simply uses literal translations of idiomatic expressions, 

it can in some cases, lead to misunderstandings. Translators must therefore understand the in-

tended meaning of a phrase, particularly when cultural expressions are used in a diverse context. 

Moreover, a lack of awareness of such cultural and communication differences may lead to 

miscommunication and biased assessments, potentially affecting both candidate evaluations 

and, subsequently, work performance.  

 

Studies on how communication styles can be interpreted differently depending on teachers’ 

approaches have found that barriers in intercultural communication often arise when individuals 

from diverse cultural backgrounds interact (Lamino & Diaz, 2024). These barriers typically 

show in both verbal and nonverbal communication such as different cultural perceptions and 

linguistic differences. Differences in communication style preferences, such as those between 

high-context cultures, where tones, trust, and implicit meanings are central, versus low-context 

cultures which prioritise clarity, conciseness, and directness, may lead to tension or misunder-

standings if individuals are unaware of them and lack the skills to adapt accordingly. This un-

derstanding is regarded as critical for effective communication in a modern, diverse, and glob-

alised world (Lamino & Diaz, 2024). These findings can be linked, not only to teachers, but 

also to recruiters’ approaches during the interview process. Particularly in how they formulate 
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interview questions for candidates from different cultural backgrounds, as well as in how can-

didates’ respond to recruiters. Yen et al. (2016) argue that communication patterns are influ-

enced by culture, which consequently has an impact on HR recruitment strategies. This, as 

people from high-context cultures and low-context cultures receive, interpret, and respond to 

information and messages differently. Yen et al.’s (2016) research focuses on job seekers within 

the hospitality and tourism sector in the United States and Taiwan. Their findings show that 

individuals in the United States (low-context culture) tend to place greater emphasis on explic-

itly coded messages, while individuals in Taiwan (high-context culture) prefer more sensitive 

and inclusive communication. This indicates that recruitment is a shared communication pro-

cess between candidates and recruiters, which points out the need for context oriented commu-

nication messages to attract candidates from both high-context cultures and low-context cul-

tures (Yen et al., 2016).  

 

A study by Ma and Lucietto (2024) demonstrate that cross-cultural knowledge among, for ex-

ample, engineers working in a global context is crucial for collaboration and communication, 

as different cultures have varying communication styles. Education in cultural competence is 

particularly important to meet these needs, not least for individuals educated in STEM (Science, 

Technology, Engineering, and Mathematics) who collaborate and communicate in a global con-

text. These differences highlight the need for cultural and communication training already at 

the university level in order to develop a global engineering mindset (Ma & Lucietto, 2024). 

Furthermore, it is evident that not only engineers and other professionals, but also recruiters, 

need to understand communication norms and promote cultural competence to reduce bias and 

enhance diversity in recruitment processes. 

 

The conceptual framework that was presented in section 2.2 demonstrates that cultural compe-

tence is a significant factor for success in a globalised world and can be enhanced through 

education, self-reflection, and intercultural interaction. While its importance is often discussed 

within specific professional fields, research show that it plays a crucial role in both decision-

making and organisational development. 

  



Recruiters’ use of the STAR Method to assess Cultural Competence in Candidates 

11 

 

3. Methodology 

This chapter describes the research design and strategy, delimitation and selection, and demo-

graphic information about the interviewees. It then presents information regarding data collec-

tion and analysis, followed by discussions of credibility, transferability, dependability, and 

study limitations. Finally, ethical considerations are addressed. 

 

3.1. Research Design and Strategy 

This master’s thesis focuses on recruitment decisions and culture as a structure of understand-

ings and behaviours, using values and norms as a research lens (cf. Fischer & Ferreira, 2024). 

To understand how recruiters define, identify, and assess cultural competence in candidates, a 

qualitative approach was used. Qualitative methods, such as interviews, provide deeper insights 

into cultural competence compared to traditional self-assessment measures (cf. Luo & Chan, 

2022). Therefore, a qualitative research design was particularly suitable for this study, as it 

enabled a more nuanced understanding of recruiter’s perspectives and evaluation processes.  

 

This study used an interpretivist approach to study and interpret information from individuals 

who create their own meanings of a phenomenon. Moreover, an interpretivist approach was 

appropriate when individuals from different cultural backgrounds experience different mean-

ings and social realities (Saunders et al., 2019). 

 

3.2. Delimitation and Selection 

A global company, operating in 60 countries with over 40,000 employees, was used as a case 

study in this thesis. The company was selected due to its international presence and its recruit-

ment operations across several countries. The company has a global diversity strategy in which 

inclusion, equity, and respect for others are key dimensions for fostering collaboration, growth 

and success. The decision to focus on recruiters was based on their central role in recruitment 

and candidate selection, making them key actors in the organisation’s strategic diversity and 

inclusion efforts. Moreover, it was practical within a ten-week timetable and allowed for an in-

depth analysis of the internal recruitment policy and the actual application of cultural compe-

tence within the company (cf. Saunders et al., 2019).  

 

A convenience sample approach was used, involving seven recruiters employed at the global 

company, each operating in different countries within Northern Europe. An employee at the 

company had initially been contacted via LinkedIn, and the request was then forwarded to a 

Recruitment Manager responsible for the Northern European Talent Acquisition team. This in-

ternal referral formed the basis for selecting participants from this specific geographical region. 

The Recruitment Manager contacted Talent Acquisition Partners in an internal system where 

nine recruiters from five countries accepted the request to participate in this study. Hence, the 

selection sample involved nine recruiters who operate in Sweden, England, Ireland, Poland, and 
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France. However, after the author contacted the recruiters, only seven recruiters from Sweden, 

England, Poland, and France responded. The objective of including recruiters from different 

countries was to understand if their viewpoints of how cultural competence is considered in 

recruitment processes could be interpreted differently depending on their cultural background. 

 

3.3. Demographic Overview of the Interviewees 

 
  Figure 2. Overview of Interviewees’ Demographic Background. 

 

3.4. Data Collection and Analysis 

Data collection was conducted through semi-structured interviews (see Appendix 1) via Teams, 

with some predetermined questions, allowing flexibility to ask complementary questions de-

pending on the interviewee’s responses. Each interview was conducted in English as it is es-

sential that the original phrasings from the interviewees are authentic (cf. Saunders et al., 2019). 

The author has access to a licence for Microsoft Teams through Dalarna University, which 

enabled the digital interviews. The interviews were recorded and transcribed for research pur-

poses. Each audio recording was automatically transcribed using the Microsoft Teams tran-

scription tool, powered by Copilot. This means that the interviews were transcribed word for 

word. Microsoft uses encryption to protect data during transcription and storage, which means 

that it follows privacy, security and compliance standards, including the General Data Protec-

tion Regulation (GDPR) and the European Union (EU) Data Boundary (Microsoft, 2025). Ad-

ditionally, data triangulation by reviewing an internal policy document has been used to en-

hance credibility (cf. Saunders et al., 2019). 
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In this study, four elements of cultural competence, as outlined in the conceptual framework, 

were incorporated into the interview guide in order to capture and assess cultural competence. 

The interview questions were also designed to explore how the recruiters identify and evaluate 

cultural competence in candidates. Additional questions were included to enable a broader un-

derstanding of how the global company approaches the identification and assessment of cultural 

competence throughout the recruitment process. Further questions addressed how recruitment 

is conducted and how recruitment decisions are perceived to influence productivity and collab-

oration within the company. Background questions regarding the recruiters’ demographic pro-

files (see figure 2) were also included to enhance the credibility and contextual interpretation 

of their responses. In conclusion, the interview questions were inspired by previous research, 

which provided the theoretical foundation to structure the empirical analysis.  

 

A reflexive thematic analysis, as adopted by Braun and Clarke (2006) was used to identify 

emerging themes from the data. The purpose of using Braun and Clarke’s (2006) thematic anal-

ysis was to abductively allow the recruiter’s own definitions of cultural competence and their 

approaches in the recruitment process emerge naturally. Thereafter, the findings were compared 

to theoretical definitions of cultural competence from previous research. This method may help 

evaluate how recruiters practically consider cultural competence in recruitment processes, 

while critically reviewing if their perspectives align with or differ from previous research. 

Moreover, the combination of an analytical framework and thematic analysis enables both an 

empirically grounded and theoretically informed understanding of how cultural competence is 

addressed in recruitment contexts. 

 

Thematic analysis inspired by Braun and Clarke’s (2006) framework was applied and structured 

according to the following six phases: 

 

1. Familiarisation with the data: As previously mentioned, the interviews were automat-

ically transcribed using Microsoft Teams’ Copilot function, which enabled subtitles to 

be displayed while reviewing the video recordings. This allowed for simultaneous lis-

tening, viewing, and reading of the transcriptions. This approach was especially useful 

given that the interviews were conducted in English, a second language for both the 

author and most participants from different countries. While reviewing the material sev-

eral times, the author made side notes to capture key findings, in line with a reflexive 

approach that encourages notetaking during the process (cf. Braun & Clarke, 2006; 

Saunders et al., 2019). 

 

2. Generating initial codes: A total of 195 codes were generated and documented in an 

Excel spreadsheet. Each entry included the participant ID (R1-R7), the code(s), and rel-

evant quotations from the raw data that was connected to the research aim and the codes. 
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3. Searching for themes: Codes reflecting similar patterns were grouped into 43 catego-

ries, which were initially sorted into six potential themes: (1) Global Recruitment and 

the Impact of Standardisation, (2) Biases and Barriers in Diversity Assessment, (3) Stra-

tegic Diversity Work and Cultural Adaptation, (4) Linguistic and Cultural Communica-

tion Gaps, (5) Cultural Competence as a Foundation for Understanding and Adaptation, 

and (6) The Recruiter’s Responsibility in the Integration of New Employees. 

 

4. Reviewing themes: The potential themes were revised by returning to the raw data and 

codes to re-evaluate and refine them with fresh insights. 

 

5. Defining and naming themes: The final themes were redefined and renamed as fol-

lows: (1) The Impact of Semi-Standardised Interviews on the Recruitment Process. (2) 

Biases and Challenges to Recognise Diverse Competencies. (3) Diversity Strategies and 

Cultural Adaptation: Organisational Practices with Recruiter Responsibilities. (4) Bar-

riers to Effective Cross-Cultural Communication. (5) Awareness, Knowledge and Ad-

aptation as Key Elements for Cultural Competence. During the analysis process, the two 

original themes (3 and 6) had emerged into one, as the content was considered as related. 

 

6. Producing the report: The themes were then analysed in relation to the conceptual 

framework, which resulted in the development of a new model for understanding cul-

tural competence, presented under theme (5) Awareness, Knowledge and Adaptation as 

Key Elements for Cultural Competence. 

 

Even though the various definitions of cultural competence guided the thematic analysis, an 

additional theoretical lens, Hall’s (1981) theory of high-context versus low-context cultures, 

was applied to explain how communication styles at the individual level can be interpreted 

differently. This theory is applied in the analysis as an inductive finding. 

 

3.5. Credibility, Transferability, Dependability, and Study Limitations 

There are several data quality challenges in conducting qualitative research, such as concerns 

related to credibility, transferability, and dependability, particularly when exploring cultural 

differences, which may also introduce the risk of bias (Saunders et al., 2019). Bias may arise 

during data analysis. One way to reduce the risk of bias, given that the study focuses on cultural 

norms and values, is to include interview participants from different countries and cultural back-

grounds. This helps to minimise the risk that the findings are overly influenced by a Swedish 

cultural perspective, as the author is Swedish. The author acknowledged the risk of bias and 

actively attempted to set aside personal preunderstandings to allow for interpretations that are 

as objective as possible. An attempt to avoid bias was to employ reflexive notes (cf. Saunders 

et al., 2019), which allows for the continuous documentation of thoughts and reflections during 

the analysis phase. This process helped recognising whether certain interpretations was 
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influenced by the author’s own assumptions and biases, or whether they genuinely emerged 

from patterns and structures identified in the data. Some analytical decisions such as infor-

mation that could be interpreted as politically sensitive, or related to personal values that could 

potentially identify certain individuals were excluded. This decision were also based on pro-

tecting anonymity and confidentiality. The primary focus remained on coding and identifying 

patterns relevant to the purpose of the study and the research questions. Also, another action to 

reduce the limitations of this master’s thesis was data triangulation employed by reviewing an 

internal policy document in addition to conducting interviews with recruiters, thereby strength-

ening the study’s credibility (cf. Saunders et al., 2019). 

 

A pilot study was conducted in which the interview guide was tested on the Recruitment Man-

ager at the global company. Subsequently, the wording of a few questions in the interview guide 

was slightly refined to ensure clarity. The interview guide was also complemented with ques-

tions regarding potential challenges if candidates fake their responses and how the recruiters 

consider their own biases when selecting candidates. Conducting a pilot study also enhances 

the credibility of the empirical findings, as it allowed for testing the clarity and relevance of the 

interview questions on the Recruitment Manager (cf. Saunders et al., 2019).  

 

A limitation identified in the study is that the author was unable to interpret any differences in 

responses based on the recruiters’ gender or educational background, as presented in the demo-

graphic information (see figure 2). This may be attributed to the limited number of interview 

participants, which made it difficult to draw any meaningful conclusions regarding such differ-

ences. However, some variation was observed based on nationality, cultural background, and 

professional experience, particularly in how the recruiters approached cultural competence 

within the recruitment process. Another limitation is that this is a small-scale qualitative study. 

Triangulation could have been strengthened by including candidates’ perspectives on how they 

experience being asked questions related to cultural competence during the interview process. 

However, this was not possible due to the timeframe of this thesis. This master’s thesis did not 

have access to financial documents that could verify whether the global company’s efforts to 

promote diversity and inclusion lead to increased productivity and collaboration. Although such 

financial data might have been available through public records, the company has been anony-

mised, and therefore certain information had to be excluded from this thesis.  

 

Finally, the developing understanding of cultural differences and awareness could have impli-

cations for the dependability of the study. As organisational practices, societal views on cultural 

competence, and recruiters’ professional development continue to change over time, the inter-

pretations and applications of cultural competence identified in this study may not remain sta-

ble. Thus, while the findings offered valuable insights into current recruiter practices and un-

derstandings, they should be interpreted with consideration of potential changes in the field 

over time. 
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3.6. Ethical Considerations 

Throughout the research process, the Swedish Research Council’s (Vetenskapsrådet, 2024) in-

dividual protection requirements were observed. It includes information, consent, confidential-

ity, and usage. The information requirement was fulfilled by emailing an information letter (see 

Appendix 2) to all interview participants. This letter outlined the purpose of the study, how the 

interview would be conducted, and how all collected materials would be handled, stored, and 

finally destroyed. The consent requirement was met orally through recorded approval. At this 

stage, participants gave their consent to participate in the study and were informed that they 

could withdraw at any time without providing a reason. The oral consent also included permis-

sion to record and transcribe the interview. The confidentiality requirement refers to ensuring 

that information and data will not be shared with unauthorised parties (Vetenskapsrådet, 2024). 

Confidentiality was maintained by coding the interview material to preserve anonymity. The 

name of the global company has also been anonymised in accordance with its internal policy 

on confidentiality. Participants are therefore referred to as R1–R7. However, demographic de-

tails such as nationality, country of operation, and background information (e.g., gender, edu-

cational background, and years of experience as a recruiter) was included. This information was 

presented in the information letter and repeated orally at the beginning of the interview. The 

usage requirement was communicated to participants through the information letter and con-

cerns the collection, processing, and handling of data. Participants were informed that the ma-

terial will be used exclusively for research purposes (Vetenskapsrådet, 2024). 

 

Before data collection, the responsible author completed a form regarding the processing of 

personal data for the Research Ethics Council (Forskningsetiska rådet or FER) at Dalarna Uni-

versity, in order to ensure that the study was conducted in an ethically acceptable manner (Da-

larna University, 2025).  
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4. Findings and Analysis of Key Themes 

This chapter presents the findings of the study and provides an analysis of the key themes that 

emerged from the empirical data. The analysis is organised into five main themes: (1) The Im-

pact of Semi-Standardised Interviews on the Recruitment Process. (2) Biases and challenges to 

recognising diverse competencies. (3) Diversity strategies and cultural adaptation, focusing on 

organisational practices and recruiter responsibilities. (4) Barriers to effective cross-cultural 

communication. (5) Awareness, knowledge, and adaptation as key elements for cultural com-

petence. The analysis is guided by the conceptual framework introduced in section 2 and is 

further informed by previous research on, for example, competency-based recruitment, cultural 

competence, and communication styles. 

 

4.1. The Impact of Semi-Standardised Interviews on the Recruitment 

Process 

The global company follows a standardised HR recruitment practice applied at both local and 

global levels. When a vacancy arises, the hiring manager must submit a request to the recruit-

ment system for approval by the Human Resource Business Partner (HRBP) before the recruit-

ment process can begin. Once approval to fill the role has been granted, the HRBP, the hiring 

manager, and the Talent Acquisition Partner arrange a kick-off meeting to define the job spec-

ification required by the hiring manager. During this meeting, the key competencies required 

by the hiring manager are identified. These may include technical competencies, language pro-

ficiency and desirable behavioural traits. R1 notes that the recruiter may pose the question: “Is 

it something you’re missing in your team today that we could add with this recruitment?” This 

approach aligns with the principles outlined in the internal policy document, which promotes 

greater diversity and the creation of balanced teams to better reflect the organisation’s global 

business objectives. The templates developed during the kick-off meeting provide a structured 

framework for the job advertisement and the interview questions, serving as a reference point 

for recruiters when comparing candidates against the core criteria in an objective and consistent 

manner. They also discuss whether additional assessment methods are needed, such as person-

ality tests, competency tests, or case studies, in addition to the interview process which is re-

quired in the company’s internal policy. However, this study focuses exclusively on the inter-

view process, as it reflects recruiters’ experiences in evaluating cultural competence; an attrib-

ute that is not easily interpreted through standardised testing. As such, other evaluation methods 

are not considered in this empirical study. 

 

The global company employs a competency-based recruitment strategy in which candidates’ 

competences are the primary focus. All recruiters report that they use semi-structured questions 

following the STAR method, with certain predetermined questions based on the competency 

requirements specified by the hiring manager. These predetermined questions may subse-

quently lead to flexible follow-up questions depending on the candidate’s responses. The global 
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company’s internal recruitment policy confirms that recruiters are expected to apply a compe-

tency-based interview technique; however, the use of the STAR method is not mandatory. The 

STAR method described by the recruiters aligns with Lindelöw’s (2016) description of a com-

petency-based recruitment strategy utilising the STAR method as an operational tool aimed at 

achieving bias-free recruitment. According to R1 and R6, the purpose is to focus on past be-

haviours, as these provide the best indicator of future behaviour within the company. Their 

statements are consistent with the findings of Peregrin (2014), who similarly emphasises the 

value of past behaviour in recruitment interviews. For instance, if innovation capability is a 

competence required by the recruiter, a question might be phrased as follows: 

  

Let’s say we want to see how innovative a person is… then we use questions where the 

candidate has to answer based on previous experiences or provide a specific example or 

situation where they have shown innovation. Because the easiest way for us to predict 

a future behaviour is to look at how someone has acted in the past – R1. 

 

The findings indicate that the competencies currently prioritised by the recruiters include col-

laboration skills, innovation capability, communication skills, proficiency in the English lan-

guage, knowledge sharing, flexibility, adaptability, attention to detail, and cultural awareness. 

Several recruiters argue that they can identify cultural awareness by asking interview questions 

related to international experience and the candidate’s motivation to learn about other cultures 

and ways of working. R4 mentions that recruiters must determine whether the candidate has 

any experience with different cultures, which is particularly important as the global company 

hires individuals from all over the world, each from diverse cultural backgrounds. In some 

cases, candidates have demonstrated experience by living in different parts of the world and 

engaging with various cultures or nations. For candidates without such a history, some recruit-

ers construct scenarios and ask how the candidate would respond in specific situations, includ-

ing discussions about potential cultural misunderstandings. 

 

By asking questions about flexibility and collaboration, recruiters assess the candidate’s ability 

to communicate and work effectively with others. The recruiters believe that strong communi-

cation skills and adaptability are fundamental to cultural competence, which in turn can foster 

innovation. R3 states: “Even physicians who are highly technical and very focused on technical 

requirements possess this element of communication, and this is something we pay attention to 

during the recruitment process.” This aligns with Ma and Lucietto (2024) who demonstrate that 

cross-cultural knowledge is essential, not only for engineers, but also for other high-educated 

specialists working in a global context as different cultures have varying communication ap-

proaches. R5 explains that an interview question related to cultural differences might be: “De-

scribe a situation where you faced challenges communicating with a person from a different 

background.” According to R5, by listening to the responses, recruiters can evaluate how the 

candidate is likely to act in similar situations in the future. This supports the conclusions drawn 
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by Lindelöw (2016) and Peregrin (2014), who argue that a competency-based recruitment strat-

egy allows a focus on behavioural skills such as communication ability and cultural awareness. 

 

In the global company’s internal policy document, it is stated that the recruitment process shall 

focus on competencies and capabilities that are work-related. However, if two or more candi-

dates have equal suitability, the hiring manager should actively consider the diversity of their 

team. These internal guidelines could potentially lead to improved productivity, enhanced col-

laboration, and improved business outcomes, provided that the hiring manager actively pro-

motes diversity and inclusion within the recruitment process (cf. Ang et al., 2024; Bannikova 

& Mykhaylyova, 2023; Hannah et al., 2022; Presbitero, 2021; Presbitero & Toledano, 2018; 

Ryan & Derous, 2024; Shirish et al., 2023; Wengel, 2023).  

 

R6 and R7 mention that they do not ask specific or in-depth questions regarding culture, family, 

or religion. R1 and R6 explain that recruiters must recognise that candidates may sometimes 

perceive an interview question differently. For instance, if a candidate is asked to describe a 

situation in which they made a mistake and what lessons they learned from it, the response may 

vary depending on cultural background. R1 explains that a candidate from Sweden would typ-

ically share such an experience transparently and openly discuss the lessons learned, whereas a 

candidate from an Asian country, such as India, Japan or China, might find it difficult to dis-

close such a situation. In some cultural contexts, particularly in parts of Asia, failure is seen as 

a risk that could lead to dismissal. This observation is in line with Hall’s (1981) theory of high-

context versus low-context cultures, which suggests that individuals interpret and understand 

communication styles differently depending on their cultural background. Unlike Hofstede’s 

framework, which operates at a macro level by analysing societal norms, Hall’s theory focuses 

on the micro level, emphasising individual communication practices. These insights suggest 

that communication styles and the interpretation of information may affect individuals differ-

ently, depending on their cultural context (Hall, 1981; Hofstede, 2010, Lamino & Diaz, 2024; 

Yen et al., 2016). As a result, individuals may find it challenging to be transparent about weak-

nesses, as doing so could hinder their chances of securing a job. R4 also explains that it is 

important to determine whether the candidate possesses cultural awareness and cultural 

knowledge, which serves as evidence that the candidate can work effectively in a diversified 

company. This underlines the need for recruiters to possess cultural awareness and knowledge 

of how a question may be perceived and interpreted (Bannikova & Mykhaylvova, 2023; Ryan 

& Derous, 2024). 

 

Nevertheless, the results suggest that some recruiters may perceive cultural awareness in dif-

ferent ways. R4 believes that academic education, even when completed in the same country, 

can influence individuals’ values. In contrast, R2 argues that all engineers, for example, share 

a similar background, as they have been trained for the same profession, and therefore sees no 

significant differences in their competencies to perform the job. These insights illustrate that 
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R4 considers cultural competence as a relevant factor when discussing academic education, 

highlighting how educational background may shape individuals’ values. In contrast, R2 places 

greater emphasis on academic training as a unifying factor, particularly within specific profes-

sions, such as engineering. Although R2 does not explicitly address cultural competence in this 

context, she demonstrates awareness of cultural dynamics elsewhere in the interview with the 

author, indicating that her perspective may be shaped by the professional context under discus-

sion rather than a lack of cultural sensitivity. 

 

However, as technical tasks may not require cultural competence per se, engineers in a global 

company must also collaborate with colleagues from diverse cultural backgrounds, which 

means that they need to understand and navigate potential differences in communication styles. 

Furthermore, to avoid misunderstandings, it is essential that engineers also possess strong 

awareness and knowledge of cultural differences (cf. Ma & Lucietto, 2024). This suggests that 

cultural competence is essential for an engineer to be able to communicate and collaborate ef-

fectively with others in their team. 

 

R2 states that no interview question is necessary to determine whether a candidate with an 

engineering degree possesses cultural adaptability in a workplace context, as it is only necessary 

for the candidate to be culturally aware. Simultaneously, R2 notes that there are differences in 

workplace behaviours, such as working hours and expectations, depending on cultural back-

grounds. She explains: 

 

In Japan, in China, the people work like huge hours. /…/ in Poland, the people start at 

7:00 AM, but at 5:00 PM, there is like no one. In France, you will never see them at 

7:00 AM, they will start at 10:00 AM and they will stay at work until 7:00 PM. So, if 

you want to have interviews or team meetings, you have to take that into consideration 

– R2. 

 

R2 highlights cultural awareness and adaptability in relation to workplace behaviours such as 

working hours, yet she also argues that no adjustments to interview questions are necessary, as 

she perceives no differences in the competencies required. This may appear inconsistent, as 

recognising cultural differences (including awareness, knowledge, and adaptability) might log-

ically imply the need to integrate interview questions addressing cultural competence. 

 

Some of the recruiters interviewed in this study emphasise that interview questions should not 

be adapted based on a desired cultural fit. Instead, it can be implied that inclusion of a stand-

ardised interview question regarding cultural competence may lead to a perceived discrimina-

tory behaviour. This is because they consider it sufficient to interpret candidates’ responses and 

ask follow-up questions to identify cultural competence. On the other hand, some recruiters 

explicitly include such interview questions in order to assess cultural competence more directly. 
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This raises some uncertainty regarding whether the interview questions are fully standardised, 

given that different questions may be asked depending on the job specification, the hiring man-

ager’s preferences, and the nature of the follow-up questions. This approach may also reflect 

an intentional effort to avoid discriminatory or leading questions that might imply that one type 

of culture is more appropriate than another. It can also be implied that a recruiter’s interpreta-

tions and assessments may lead to biased opinions. This suggests that including specific ques-

tions about cultural competence where candidates are asked to describe a situation, could po-

tentially reduce the risk of bias. 

 

4.2. Biases and Challenges to Recognising Diverse Competencies 

A challenge for recruiters is the risk that candidates may provide fabricated responses. The 

recruiters address this issue by using the STAR method and asking follow-up questions similar 

to the original question. R7 describes a case in which two individuals from India were inter-

viewed. The hiring manager initially favoured candidate A because their CV was perceived as 

stronger, while candidate B appeared to offer a better cultural fit for the team, as they demon-

strated stronger communication skills. However, during the interviews when the hiring manager 

asked questions about technical competencies, R7 observed that candidate A provided three 

different answers when asked how long a particular task would take to complete. This raised 

concerns about whether the candidate had actually performed such tasks before or was simply 

guessing. Ultimately, candidate B was selected.  

 

While this case illustrates how inconsistencies can sometimes be identified during the interview 

process, R3 notes that, despite such efforts, some candidates still manage to provide false re-

sponses without detection. R3 explains: “We cannot know with 100 percent certainty what's 

happening in somebody's head, but there are indicators that the candidate may not be truthful.” 

This confirms the importance of cultural competence in identifying and understanding diverse 

cultural values and perspectives, which can be linked to the interview questions intended to 

assess cultural fit (see Appendix 1). It also suggests the importance of detecting whether can-

didates are faking their responses, in order to avoid hiring individuals who may not, in fact, 

represent a genuine cultural fit for the global company. This reflects research that cross-cultural 

factors indeed influence candidates’ views on faking their competencies (Fell & König, 2016).  

 

The results show that the recruiters are aware of the existence of both conscious and uncon-

scious biases, which are addressed through training programmes provided by the global com-

pany. The RW3 Cultural Wizard (n.d.) platform is an external self-learning tool designed to 

develop individuals’ communication abilities in cross-cultural environments. Employees of the 

global company have access to various tools within the system. For example, they can educate 

themselves on cultural awareness, including topics such as “What is culture?”, its origins, and 

how to identify cultural behaviours. During the interview, R1 shared her screen with the author 

to demonstrate a tool in the system called the Global Teams Tool. She explained step by step 
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how her own cultural preferences regarding views on hierarchy and formality can be compared 

with reference groups such as individuals from India, England, or Poland in order to better 

understand how and why a person may communicate in a certain way. R1 noted:  

 

If we think that just because you are from a specific region you will act in a certain way, 

that is bias. It is important to recognise that it is bias and to know how to address the 

bias we have –R1. 

 

To prevent biases from going unnoticed, the global company provides training sessions for 

hiring managers and recruiters to develop cultural awareness. However, according to R1, cul-

tural awareness trainings should be available to all employees in the global company, which is 

in line with Hannah et al.’s (2022) argument that understanding cultural differences can con-

tribute to creating more inclusive workplaces and improve cross-cultural collaboration. Addi-

tionally, R3 explained that these sessions focus, among other things, on avoiding misunder-

standings related to how a person’s communication style might be interpreted based on charac-

teristics such as gender, nationality, age, or disability. This means that recruiters actively strive 

to understand what a person is communicating, rather than how they express themselves. This 

suggests that recruiters in the global company acknowledge the importance of cultural aware-

ness and actively work to deepen their understanding of this complexity.  

 

Another challenge identified in the empirical material is that recruiters sometimes need to ad-

dress hiring managers’ biases, as managers may struggle to recognise that a person who is not 

like themselves can still be a good fit. R7 argues that individuals from outside their own industry 

bring different perspectives and states: “OK managers, you need to look out of that sort of 

pigeonholes, because they see things differently.” This statement reflects an awareness that re-

cruiters often face challenges when encouraging and persuading hiring managers to include 

candidates from different cultural backgrounds. This is also in parallel with Dahl Andersen’s 

(2025) findings that recruiters sometimes need to broaden hiring managers perspectives towards 

candidates who may not immediately appear to fit the role. Doing so promotes diversity and 

innovation, as also described by R3, who notes that some managers are occasionally reluctant 

to have an international intern in their team, explaining that Poland is a relatively homogenous 

country and that, for some individuals, using the English language can be challenging. R3 fur-

ther states that she has succeeded in persuading managers to recruit an international intern, even 

though it required changing the team’s language of communication from Polish to English. This 

ultimately helped them improve their language skills, and the intern’s work was of high quality. 

As a result, the barrier within the team was broken, making it possible to include international 

individuals. Moreover, this indicates a development within the global company towards a more 

inclusive and diverse team culture. Such behaviour aligns with Cuypers et al.’s (2024) assertion 

that behavioural changes beyond traditional constraints may lead to a departure from social 

limitations, which in turn can foster innovation and generate other advantages. However, it also 
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suggests that challenges remain in fully implementing the internal policy document’s directive 

to promote a greater diversity within teams. One potential reason for this may be related to time 

and financial constraints. R7 explains that there is not always sufficient capacity, time, or fund-

ing to search for and market positions to external candidates. 

 

4.3. Diversity Strategies and Cultural Adaptation: Organisational 

Practices with Recruiter Responsibilities 

According to the internal policy document, diversity is vital for the company’s vision and long-

term business success, as a diverse and inclusive workforce can create competitive advantages. 

The policy document therefore advises that recruiters and hiring managers should consider op-

portunities to include and promote diversity in recruitment decisions by striving for more bal-

anced teams in order to strengthen the company’s competitiveness. According to R7, the job 

advertisements include a general statement about diversity and cultural awareness. This state-

ment is often reduced to a one-liner placed at the bottom of the advertisement. R7 explains that 

space in job advertisements is limited and that there is a need to balance information about the 

global company’s values with details about the role, required skills, and qualifications. How-

ever, R7 also notes that including a clearer statement about the company’s diversity values at 

the top of the advertisement could convey a stronger message. This observation is consistent 

with Phillips et al. (2023), who argue that diversity statements in job advertisements can en-

hance candidates’ perceptions of the company’s values. Such statements may help attract can-

didates whose values align with those of the company (Phillips et al., 2023), which in turn may 

foster cultural fit within the organisation (cf. Bouton, 2015). A diversity strategy is considered 

important because cultural differences are perceived to influence the company’s productivity 

and collaboration, as diverse perspectives and ideas can contribute to the company’s growth. 

(e.g. Hannah et al., 2022; Ryan & Derous, 2024). 

 

The recruiters seek candidates who demonstrate flexibility and a growth mindset, since every-

thing is constantly evolving and roles that exists today may look different in a few months or a 

year from now. This suggests that adaptability has become increasingly important in recruit-

ment as employees collaborate across multicultural contexts. R1 states: “Cultural differences 

are important and have an impact on the company’s productivity. It is important to have differ-

ent people working in our company so we can have different views on ideas so the company 

can grow.” This is in agreement with Ryan and Derous (2024), who argue that it is important 

to develop cultural competence, as it can impact productivity and business success. The findings 

indicate that it is essential to have managers who show interest in their employees, aim to 

achieve goals, encourage collaboration and connection, and promote performance. At the same 

time, it is equally important that employees take the time to listen to colleagues with different 

approaches and ideas. R6 explains that an open mindset can foster innovation and creative be-

haviour within the team (cf. Ma & Lucietto, 2024). 
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Another important responsibility for both recruiters and hiring managers is to ensure that the 

onboarding process is effective, so that productivity and collaboration can be achieved. R4 ex-

plains that recruiters are responsible for assessing whether a candidate is prepared to relocate 

to another country, and for ensuring that they receive the necessary support to become inte-

grated into the society. This may include providing support with temporary housing and assist-

ing accompanying family members in finding schools and employment. This initiative to sup-

port new employees and their accompanying families is rooted in the global company’s view 

of diversity as a core element of its vision, which confirms that a diversity strategy is embedded 

throughout the global company. R4 provides a strong example of cultural fit in the case of an 

employee who relocated from India to Sweden. The employee expressed a desire to learn more 

about Swedish life in order to integrate and contribute to the local community. The employee 

contacted a local bandy association and is now actively participating in the sport. This action 

may contribute to a stronger sense of belonging within the Swedish society. 

 

4.4. Barriers to Effective Cross-Cultural Communication 

The global company uses English as its corporate language. The results shows that linguistic 

ability in English is assessed differently depending on cultural background. For example, R6 

points out that in Poland it is not as natural to have a high level of English proficiency as it is 

in Sweden. R6 states: 

 

English is the basic language, and I think it's maybe a surprise in other countries, but in 

Poland, for example, we do it for every single position because it's not like in some 

countries you use English and it's like you know, natural for you. /…/ I would say in 

Poland, is quite different. Not everyone are fluent in English, so we need to check it, of 

course – R6. 

 

R5 explains that individuals from countries such as Sweden must be able to communicate ap-

propriately with people from countries from, for example, Italy. This, as individuals from these 

countries may have different communication styles. R5 further argues that it is not sufficient to 

merely translate from Swedish into English; individuals must also understand the underlying 

meanings of words and phrases in order to communicate clearly and effectively. Additionally, 

individuals must therefore be able to understand how the other person perceives and interprets 

information to avoid misunderstandings.  

 

The ability to understand the underlying meanings of communicated words can be compared to 

previous research that highlights cultural differences, such as high-context and low-context cul-

tures (Hall, 1981; Ma & Lucietto, 2024; Stan & Jongboom, 2023). These differences, which are 

linked to varying cultural norms, may lead to misunderstandings if individuals are not familiar 

with the meaning of idiomatic expressions (Leotescu, 2023). The results also indicate that R5 

possesses cultural competence, due to her background in both a high-context culture (Greece) 
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and a low-context culture (Sweden), which enables her to act as a bridge between two different 

sets of cultural norms and values. R1 also appears to demonstrate cultural competence through 

experience. Although R1 is from a Swedish background, her ten years of experience in recruit-

ment seem to have contributed to a nuanced understanding of how people from different cul-

tures communicate and value aspects such as hierarchy and formality. This, in turn, extends the 

importance of being aware of these differences. R1 explains that, in Spain or Italy, a person 

would typically not address a conflict directly with a colleague, but instead report it to their 

manager, who would then speak with the colleague’s manager. In contrast, in Sweden, it is 

common to handle such conflicts directly between colleagues. 

 

Another recruiter who appears to demonstrate not only cultural awareness and cultural 

knowledge but also the importance of adaptability in cross-cultural contexts is R2, who has a 

Polish background but operates in France. R2 highlights that individuals must understand cul-

tural differences such as social protocols in greetings (cf. Schauer, 2024). For example, if a 

person from France travels to Japan, it would be inappropriate to greet others by kissing them 

on the cheek. Additionally, R2 discusses differences in national legislation, such as the length 

of parental leave. In France, parental leave is three months, whereas in Poland, it can be up to 

two years. This serves as a clear example of a cultural clash that may occur if one is not in-

formed, aware, and prepared to adapt.  

 

4.5. Awareness, Knowledge and Adaptation as Key Elements for 

Cultural Competence 

The recruiters highlighted the importance of cultural awareness, including the understanding of 

one’s own biases, awareness of different working practices, and the capacity for self-reflection. 

As R4 noted: “One huge part is of course to be aware of our own biases and what kind of biases 

I think I can be influenced by.” Cultural knowledge was particularly emphasised by R4, R6, 

and R7, who underlined the importance of understanding employees’ diverse cultural back-

grounds, values, and work styles. R4 stated: “We have 100 nationalities working in Sweden. 

All have different views on collaboration according to their background, both academic back-

grounds, values and early shaping from their upbringing.”  

 

R6 highlighted the importance of investing time to listen and understand different approaches, 

while R7 argued that: “If we are from different backgrounds, then we can give different opin-

ions, input and different experiences as well.” This understanding aligns with definitions from 

previous research (e.g. Campinha-Bacote, 2002), where cultural awareness refers to acknowl-

edging one’s own cultural background and assumptions about others, while cultural knowledge 

involves understanding the values and worldviews of others. These concepts are also closely 

related to intercultural competence, which includes cultural self-awareness, sociolinguistic sen-

sitivity, an open attitude, and the ability to observe and engage with others (Deardorff, 2006; 

Luo & Chan, 2022).  
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Cultural adaptability was discussed by R2, R3, and R5, who emphasised the importance of 

behavioural adjustment and collaboration skills. R3 described it as: “Ability to identify and 

understand the work culture, communication style, and adjust some aspects of your own presen-

tation and behaviour.” These elements interact to shape an individual’s cultural competence. 

This interpretation corresponds with previous definitions of cultural competence, which high-

light the importance of using contextually appropriate language and effective communication 

with individuals from diverse cultural backgrounds (Deardorff, 2006; Luo & Chan, 2022; 

Schauer, 2024). Understanding cultural differences can thus help foster inclusive workplaces 

and improve collaboration among people from different cultural backgrounds (Hannah et al., 

2022), which in turn supports productivity, creativity and trust building through effective com-

munication (e.g. Ang et al., 2024; Presbitero, 2021; Presbitero & Toledano, 2018; Shirish et al., 

2023; Wengel, 2023).  

 

Accordingly, it becomes evident that cultural awareness, cultural knowledge, and cultural 

adaptability can lead to enhanced communication skills and trust, which may contribute to in-

creased productivity. This can be interpreted as a form of cultural fit, as recruiters suggested 

that candidates who possess these abilities are more likely to work effectively in diverse teams. 

According to Bouton (2015), cultural fit involves a person aligning with or adapting to an or-

ganisation’s ways of working and values, while also being able to collaborate and communicate 

effectively in multicultural contexts. Although the concept of cultural fit was not explicitly 

mentioned by the interviewees as part of cultural competence, their responses implied that in-

dividuals must be able to align with the team’s and the company’s values and practices to be 

considered successful candidates. This suggests that cultural fit may be seen as an outcome of 

cultural competence. Several recruiters described cultural fit as the result of candidates being 

able to communicate, collaborate, and demonstrate flexibility in multicultural settings. For ex-

ample, R3 described a shared understanding within the global company regarding communica-

tion norms, where informal communication styles are generally preferred, such as using first 

names and adopting a lower degree of formality in internal communications. Nevertheless, 

worth noting is that these interpretations are within the cultural context of Northern Europe. 

 

Based on the empirical material presented and interpreted through thematic analysis (cf. Braun 

& Clarke, 2006), a model has been developed by the author to illustrate how cultural compe-

tence is understood and assessed in recruitment processes within the global company. This 

model has been further developed from the original conceptual framework presented in figure 

1. The development of the model (see figure 3) is grounded in the argument that cultural fit 

should be seen as an outcome, emerging when both the individual and the organisation possess 

cultural competence. Furthermore, these elements may, in turn, influence productivity, collab-

oration, and overall business success. 
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Figure 3. The Author’s Model of Cultural Competence and Cultural Fit based on the Empirical Analysis. 

 

This model presents an overview of how cultural competence can be understood within the 

context of recruitment. It further clarifies that cultural fit is better regarded as an outcome rather 

than a component of cultural competence, as there is no single correct way for an individual to 

“fit” culturally. What is essential is that individuals demonstrate cultural awareness, cultural 

knowledge, and cultural adaptability, qualities that in turn may enable them to become part of 

an organisation where collaboration and adaptability contribute to both productivity and col-

laboration.  
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5. Discussion 

The aim of this master’s thesis was to understand how recruiters in a globally operating com-

pany identify and assess candidates within a competency-based recruitment strategy and their 

actions in identifying cultural competence among candidates. The research questions were: (1) 

How do the recruiters identify and assess cultural competence among candidates within a com-

petency-based recruitment strategy? (2) How do the recruiters understand and apply cultural 

competence within the global company? In this section, the research questions will be addressed 

through the key findings presented below. 

 

How do the recruiters identify and assess cultural competence among candidates within a 

competency-based recruitment strategy?  

The three dimensions of cultural competence (figure 3) as presented by the author, cultural 

awareness, cultural knowledge, and cultural adaptability, are actively obtained by recruiters in 

addition to the technical competencies outlined in the job specification. As presented previously 

in section 4.5, cultural awareness refers to the understanding of one’s own biases, awareness of 

different working practices, and the capacity for self-reflection, while cultural knowledge con-

siders an understanding of employees’ diverse cultural backgrounds, values, and work styles. 

This corresponds with definitions in previous research (Campinha-Bacote, 2002; Deardorff, 

2006; Luo & Chan, 2022). Cultural adaptability involves collaboration and flexibility skills, 

and the ability to adjust behaviour and communication styles (cf. Deardorff, 2006; Luo & Chan, 

2022; Schauer, 2024).  

 

Semi-structured interview questions allow for flexible follow-up questions based on the candi-

date’s responses, enabling recruiters to better identify and assess cultural competence compared 

to using Structured Behavioural Selection (SBS) interview questions (cf. Lim et al., 2014), 

which are less flexible and more suited to individualistic (Hofstede, 2010) or low-context cul-

tures (Hall, 1981). Thus, using semi-structured interview questions aligned with the STAR 

method appears to be an appropriate recruitment strategy, as such questions help recruiters to 

identify and assess candidates’ cultural competence. However, the inclusion of an additional 

question directly related to cultural competence could further enhance the ability to identify and 

assess such competence and reduce the risk of bias and over-reliance on recruiters and hiring 

managers possessing equivalent levels of knowledge regarding cultural differences. Strong 

communication skills and cultural awareness are nevertheless essential recruiter competencies 

for identifying and assessing cultural competence, an ability that can foster innovation, produc-

tivity, and collaboration.  

 

Cultural competence is essential for highly technical roles within STEM fields (Ma & Lucietto, 

2024). This suggests that interview questions related to cultural competence should not be lim-

ited to the assessment of candidates for management positions but should also be included when 
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recruiting for engineering roles. Recruiters need to understand and navigate potential differ-

ences in communication styles. To avoid misunderstandings, it is crucial that candidates also 

possess strong awareness and knowledge of cultural differences. This aligns with Lamino and 

Diaz (2024) and Yen et al. (2016), who highlight the importance of understanding different 

communication styles within high-context and low-context cultures. This understanding is im-

portant in order to effectively identify and assess cultural competence among candidates. Un-

derstanding such differences is vital for effective communication in a modern, diverse, and 

globalised world. This suggests that recruitment is a shared communicative process between 

candidates and recruiters, underscoring the need for context-oriented communication strategies 

when interviewing candidates from both high-context and low context cultures (cf. Yen et al., 

2016). 

 

In order for recruiters to effectively identify and assess cultural competence in candidates; in-

terview questions may need to cover aspects such as cultural awareness, knowledge and under-

standing, as well as the candidate’s adaptability to different cultural norms. A question found 

in the empirical data that can be used in recruitment processes is: “Describe a situation where 

you faced challenges communicating with a person from a different background.” However, it 

is worth noting that research in this area remains relatively limited (e.g. Bannikova & 

Mykhalylyova, 2023; Cascio & Collings, 2024; Ma & Allen, 2009; Ryan & Derous, 2024), 

which makes it difficult to determine whether such questions would make a significant differ-

ence in practice. Moreover, there are indicators that recruiters may view these questions as 

sensitive and/or potentially discriminatory, which further complicates their practical application 

in recruitment processes.   

 

How do the recruiters understand and apply cultural competence within the global com-

pany? 

The dimensions of cultural competence are described by the recruiters using alternative terms, 

such as collaboration skills, communication ability, flexibility, and adaptability. These terms 

are not explicitly linked to cultural differences; however, the recruiters appear to understand 

that cultural competence can be inferred through questions related to these softer skills. Fur-

thermore, cultural differences may, for instance, influence perceptions of how actions should 

be rewarded or punished, as well as shape expectations regarding the degree to which individ-

uals are encouraged to take initiatives in conversations. This means that power dynamics are 

interpreted differently depending on social rank, which is itself influenced by cultural back-

ground (Hofstede, 2010; Markus & Kitayama, 2010). This highlights the importance for re-

cruiters to possess cultural awareness and knowledge regarding how questions may be per-

ceived and interpreted (cf. Bannikova & Mykhalylyova, 2023; Cascio & Collings, 2024; Ma & 

Allen, 2009; Ryan & Derous, 2024). This presents a valuable opportunity to understand and 

apply cultural competence when assessing candidates, as this is essential for selecting individ-

uals who can function effectively in a diverse organisational environment. Such competence 
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includes understanding social protocols in greetings (e.g., Schauer, 2024), adapting communi-

cation styles to enhance collaboration (Ryan & Derous, 2024; Stan & Jongboom, 2023), and 

interpreting idiomatic expressions within different cultural contexts (Hall, 1981; Leotescu, 

2023; Ma & Lucietto, 2024).  These competencies may further prevent misunderstandings. 

 

Yet, it is important to mention that the findings reveal a lack of conceptual clarity regarding the 

recruiter’s understanding of cultural competence, as interpretations among recruiters appear to 

differ to some extent. The recruiters consistently mention cultural awareness, which, according 

to the author, is one of the core elements of cultural competence. It should be taken into con-

sideration that this study concerns the participants’ varying interpretations of the concept of 

cultural competence. Although the interview questions were designed to obtain reflections on 

cultural awareness, cultural knowledge, cultural adaptability, and cultural fit, it is evident that 

the concept was not consistently understood among all recruiters. While no participants explic-

itly defined cultural competence as solely related to diversity or discrimination, several re-

sponses implicitly suggested such associations. This variation in understanding may have in-

fluenced how some participants interpreted and answered the interview questions. This poten-

tial variation in responses affects the credibility of the findings, as differing interpretations may 

limit the trustworthiness of the data and its alignment with the intended conceptual framework. 

 

Although the global company has a diversity strategy and aims to promote inclusion and col-

laboration as part of its overall vision, it does not have standardised interview questions specif-

ically linked to cultural competence; questions that could support the goal of recruiting individ-

uals capable of collaborating and communicating across cultural backgrounds. At the same 

time, several recruiters appear to consider cultural competence informally during the recruit-

ment process. By asking semi-standardised behavioural questions based on the STAR method 

(Lindelöw, 2016), and focusing on key competencies such as flexibility and collaboration, re-

cruiters aim to assess a candidate’s ability to communicate and work effectively with others. 

Recruiters place great emphasis on asking questions that reveal how candidates have previously 

addressed challenges, as they believe that past behaviour is the best predictor of future perfor-

mance (Peregrin, 2014).  

 

Beyond using interview questions to identify and assess cultural competence, the global com-

pany appears to be at the forefront in promoting cultural awareness through the digital tool 

RW3 Cultural Wizard (n.d.) and other training programmes offered to employees. This tool 

supports employees to understand and apply cultural competence in practice. Understanding 

cultural differences can contribute to creating more inclusive workplaces and improving col-

laboration among individuals from different cultural backgrounds (Hannah et al, 2022). More-

over, the global company also seems to be in the process of increasingly integrating elements 

of cultural knowledge and cultural adaptability by emphasising flexibility, adaptability, and 
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communication skills. This further supports the author’s conceptualisation of cultural compe-

tence that was presented in figure 3 in section 4.5, but also figure 1 as presented in section 2.2. 

The results underscores the need for a high level of cultural understanding from both recruiters 

and hiring managers during the recruitment process. Furthermore, candidates should be given 

the opportunity to reflect on and discuss cultural differences to determine whether the organi-

sation represents a good cultural fit for them (cf. Bouton, 2015). This is particularly important 

given that, according to the findings and the internal policy document, diversity is considered 

fundamental to the company’s productivity, collaboration, and business success. The results 

presented in section 4.2 also show that recruiters are aware of their own biases, but they 

acknowledge the challenges involved in addressing and influencing the biases of hiring man-

agers. In some cases, they must actively persuade managers and promote diversity to ensure 

more inclusive hiring decisions. The empirical data indicate that it is essential to have managers 

who show genuine interest in their employees, strive to achieve goals, encourage collaboration 

and connection, and promote performance. At the same time, it is also important that employees 

take the time to listen to colleagues with different approaches and ideas. An open mindset can, 

in turn, foster innovation and creative behaviour within the team (cf. Ma & Lucietto, 2024). 

This finding aligns with previous research suggesting that recruiters often need to broaden hir-

ing manager’s perspectives to consider candidates who may not initially seem like a perfect fit. 

Recruiters who succeed in challenging these biases can help reduce homogeneity and contribute 

to the development of a more inclusive workplace (Dahl Andersen, 2025). 

 

As the recruiters are responsible for the onboarding process, they have observed cases where 

employees successfully became part of the local community by taking initiatives to learn about 

different cultures. This observation resonates with previous research, which argues that cross-

cultural adjustment affects motivation, organisational culture, and work satisfaction, which ul-

timately influences work performance (Stan & Jongboom, 2023). By ensuring that candidates 

are prepared and willing to relocate to a different cultural context, and by expecting new em-

ployees to take personal initiative to integrate into the local culture (without having to change 

their entire personality), recruiters may facilitate smoother societal integration and increase the 

likelihood of employee retention within the company. This, in turn, can positively impact both 

productivity and collaboration within the global company. 

 

Another key finding is that recruiters’ own experiences of communicating with individuals from 

diverse cultural backgrounds increase their understanding of how a person’s communication 

style may be interpreted in relation to characteristics such as gender, nationality, age, or disa-

bility. Recruiters who actively strive to understand what a person is communicating, rather than 

how they express themselves, can avoid misunderstandings between individuals from different 

cultural backgrounds, such as those from high-context and low-context cultures (cf. Hall, 1981; 

Lamino & Diaz, 2024; Ma & Lucietto, 2024; Stan & Jongboom, 2023; Yen et al., 2016). 
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The internal policy document and the empirical findings from the recruiters highlight the im-

portance of inclusion and collaboration within the global company. This aligns with previous 

research suggesting that diversity and inclusion are central to business success, competitive 

advantages, and the company’s growth. Taking cultural differences and diversity into account 

during the recruitment process constitutes a key component of International Human Resource 

Management (IHRM) strategies (cf. Cascio & Collings, 2024), as it can enhance team perfor-

mance, communication, and trust (e.g. Ang et al., 2024), which, in turn, influence organisational 

culture, productivity, and collaboration. 

 

Recruiters do not have substantial insight into the day-to-day operational activities within the 

global company, as their primary focus lies on recruitment and onboarding. Nevertheless, the 

company’s view of diversity as a core element of its vision makes it evident that integrating 

new employees and accompanying families into the society is fundamental for the company’s 

success.  

 

5.1. Practical Implications and Recommendations for Future Re-

search 

Recruiters should recognise the complexity involved in identifying and assessing cultural com-

petence. Individuals display different communication styles and preferences based on their cul-

tural backgrounds, and their own biases may also influence how they assess others. The global 

company already utilises external tools such as Cultural Wizard (n.d.) and other training initia-

tives to raise awareness of cultural differences. This is an approach that effectively highlights 

the complexities of working with people from diverse cultural backgrounds.  

 

The developed model (figure 3) presented by the author in section 4.5, visualises the elements 

of cultural competence and can serve as a guideline for identifying cultural competence in can-

didates. Furthermore, the model represents a theoretical contribution for future research in 

IHRM fields. One suggestion for future studies is to incorporate the concept of cultural compe-

tence as illustrated in figure 3. This model is developed from definitions of cultural competence, 

derived from the empirical material, and compared with previous research that serves as a con-

ceptual framework that may inform both theoretical and practical applications in the context of 

recruitment. At the same time, the developed model offers practical value for recruiters by il-

lustrating that cultural fit should not be actively requested as a separate selection criterion, but 

rather understood as an outcome that may emerge when candidates demonstrate cultural com-

petence.  

 

However, it is noteworthy that the understandings of cultural competence is context-dependent 

and not a universally accepted concept within the recruitment field. Therefore, the transferabil-

ity of the findings to other settings or populations may be limited. It is important to note that 

these findings are based on interviews with recruiters located in Northern Europe, which may 
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limit their credibility and generalisability across the global company. If participants from other 

cultural contexts, such as Japan, had been included, different perspectives on communication 

norms and expectations within the company might have emerged.  

 

Future research conducted in different organisational or cultural contexts, for example, outside 

of Northern Europe may generate varying results depending on how cultural competence is 

perceived in those environments. Based on the discussion above, future research is recom-

mended to incorporate Hall’s (1981) theory and the concept of cultural competence as analytical 

tools to gain a deeper understanding of how cultural competence is identified and assessed in 

recruitment processes, as well as how communication is interpreted through the lens of high-

context and low-context cultures, given its focus on implicit versus explicit communication 

styles in intercultural interactions (cf. Hall, 1981). Further research may also use an ethno-

graphic approach to provide insights into the actual effects of including interview questions 

related to cultural competence, based on the model (figure 3) that was presented in section 4.5, 

and whether such inclusion leads to positive or negative outcomes in terms of cultural fit, 

productivity, collaboration, and business success. 

 

In summary, the aim of the study and the research questions have been addressed through a 

thematic analysis of how the recruiters identify and assess candidates within a competency-

based recruitment strategy and their actions in identifying cultural competence among candi-

dates. The findings highlight how cultural competence is understood as a dynamic, context-

dependent capability, and how it influences recruitment practices in a global context. 
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6. Conclusions 

In conclusion, the recruiters identify and assess preferred competencies using a competency-

based recruitment strategy, guided by semi-structured questions aligned with the STAR 

method. It is evident that the recruiters identify and assess cultural competence through the 

elements of cultural awareness, cultural knowledge, and cultural adaptability by asking inter-

view questions related to frequently sought competencies such as collaboration skills, commu-

nication ability, flexibility, and adaptability. Although these terms are not explicitly linked to 

cultural competence, they can be assessed through questions targeting these behavioural com-

petencies. Cultural fit emerges as a natural outcome when both organisations and individuals 

demonstrate cultural competence, which may, in turn, lead to increased productivity, enhanced 

collaboration, and overall business success. Moreover, cultural diversity is not solely perceived 

as a challenge but also as a strategic resource for organisational development in terms of an 

open mindset, creativity and innovation. The growing importance of adaptability in global com-

panies indicates that cultural competence is becoming increasingly critical in recruitment pro-

cesses. Therefore, it is recommended that recruiters include interview questions aimed at iden-

tifying and assessing candidates’ cultural competence, as cultural competence appears to influ-

ence both productivity and collaboration. The study offers a theoretical contribution to IHRM 

research by presenting a model developed by the author to illustrate how recruiters identify and 

assess cultural competence in candidates. In this model, cultural fit, productivity, and collabo-

ration are viewed as outcomes that may contribute to business success. The author therefore 

argues that the study provides both an empirically grounded and a theoretically informed con-

tribution to future research. 
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Appendices 

Interview guide 

Background information 

• Can you tell me your, gender, nationality, and the country you are based in? 

• What is your educational background? 

• Can you briefly describe your role and responsibilities within the organisation? 

• How long have you been working in recruitment? 

o What types of positions do you recruit for? 

o Is there a difference in how you recruit for different types of positions? 

The recruitment process 

1. What tools and methods do you think provide a good picture of a candidate? For ex-

ample, interview questions, screening, or tests. 

o When conducting screening, what specific criteria do you look for, and how do 

you assess the most suitable candidates? 

o Are there specific competencies that you see becoming increasingly important 

in today’s job market? 

Cultural competence in the recruitment process 

2. How would you define cultural competence in a work-related context? 

o How important is cultural competence? 

o What challenges can you identify by considering cultural competence in recruit-

ment processes? 

3. How do you assess if a candidate is aware of cultural differences during the recruit-

ment process? Are there specific questions, tests, or scenarios you use to evaluate their 

awareness of cultural differences? 

4. How do you manage your own biases and assumptions of other individuals when as-

sessing candidates? 

o Do you use any tools or methods to navigate these challenges? 

5. How do you identify a candidate’s knowledge and understanding of different norms, 

values, and ways of working in various cultural contexts?  

o To what extent is this an important factor in your selection process? 

6. How do you assess a candidate’s ability to adapt to new cultural environments or 

workplace settings?  

o Are there specific behavioural indicators or test results you look for in the 

screening or/and interview process? 

o What do you believe are the typical challenges in evaluating cultural adaptabil-

ity in candidates? 

7. How do you determine whether a candidate is a good cultural fit for the organisation?  

o Do you use any structured methods, such as interview questions or personality 

tests, to ensure the candidate aligns with the organisation’s values and work cul-

ture? 



 

 

 

8. How do you interpret whether a candidate is faking their responses just to get the job, 

even if their values do not align with the organisation’s values? 

9. Are there specific roles or departments where cultural competence is considered more 

important than in others? 

o Is this something that is clear in the job advertisement? 

Possible outcomes of recruitment decisions 

10. Can you provide any examples of situations where new employees with cultural com-

petence have influenced team collaboration within the company?  

o In what ways did this impact the company’s overall efficiency, productivity, 

competitiveness, or profitability? 

11. Have you ever, by mistake, recruited someone who lacked cultural competence? 

o If so, how did this affect team collaboration, and eventually the company’s effi-

ciency, productivity, competitiveness, or profitability? 

o What lessons have you learned from recruiting someone who lacked cultural 

competence? How has this influenced your approach to assessing candidates in 

future recruitment processes? 

Closing questions 

12. Is there anything you would like to add about how cultural competence affects recruit-

ment, organisational productivity or collaboration? 

  



 

 

 

Information letter 

Dear participant, 

I am a student at Dalarna University in the final semester of the Master’s programme in Busi-

ness Administration with an international focus. The purpose of this thesis is to explore how 

recruiters from a global company consider cultural competence in the recruitment process and 

how it is perceived to impact productivity and collaboration within the company. While there is 

existing research on cultural competence among employees, there is limited research focusing 

on how recruiters assess cultural competence during the recruitment process. This makes it rel-

evant to explore the phenomenon at the very stage where recruitment decisions are made. 

You are hereby invited to participate in this study. Participation is entirely voluntary, and you 

may withdraw at any point during the interview without providing a reason. Should you choose 

to withdraw, any recorded material will not be considered and will be deleted. By agreeing to 

participate in the study, you consent to your statements being included in the final thesis. The 

thesis will be presented both in written and oral form. 

Further information about the study 

The interview is expected to last approximately 45–60 minutes and will be conducted via 

Teams. With your consent, the interview will be recorded and transcribed. The collected data 

will be securely stored on a password-protected personal computer. The only individuals with 

access to the collected material will be the responsible student, the thesis supervisor, and the 

examiner. 

To maintain your anonymity, the company will be anonymised and referred to as a global com-

pany in the thesis. The respondents will only be referred to as recruiters, although background 

information such as nationality, country of operation, and background information (e.g., gen-

der, educational background, and years of experience as a recruiter) will be included. All col-

lected material will be used exclusively for research purposes. Once the thesis has been ap-

proved and published, all interview data (audio recordings and transcriptions), and the com-

pany’s internal policy document will be permanently deleted. 

Dalarna University is responsible for the processing of personal data in connection with the 

thesis. As participant, you have the right, under the General Data Protection Regulation 

(GDPR), to obtain information on how your personal data will be handled. You also have the 

right to request a record of the stored data and to have any inaccuracies corrected. If you have 

any questions regarding the handling of personal data, you may contact the university’s Data 

Protection Officer. The study will be reviewed by the Ethical Review Council (Forsknings-

etiska rådet FER) at Dalarna University. 

Thank you for your willingness to participate in my study! If you have any further questions, 

please feel free to contact me or my supervisor. 

Kind regards, 

Josefin Gustafsson, student   Mårten Hugosson, supervisor 

h21josgu@du.se   mhu@du.se  
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