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[bookmark: _GoBack]The diversity management literature conceptualises the customer as an actor who has a distant influence on diversity management practices in organisations. The bulk of the traditional literature departs from the ‘business case for diversity’ (Robinson & Dechant, 1997: 21), in which the motivation for developing effective diversity management practices is based on the idea that diverse workers assist organisations in achieving their business goals. Within the business case, the customer is perceived as a reason to hire women and ethnic minorities. It is assumed that heterogeneous workers provide organizations the necessary resources to understand the needs of customers who are as diverse as their labour force, and enable them to gain the legitimacy that is required to enlarge their customer base (Cox & Blake, 1991; Ely & Thomas, 2001; Ortlieb & Sieben, 2013; Robinson & Dechant, 1997). Also works which are not based on the business case of diversity assume that the client plays a limited role in the organisational context. They provide insight into the mechanisms in which presumed customer preferences hamper the inclusion of the target group (Harris & Ogbonna, 2016: 63; Noon, 2007; Van Laer & Janssens, 2011), for example by not hiring ethnic minorities based on the assumption that they might ‘scare away’ customers (Van Laer & Janssens, 2017: 207). Thereby, the diversity management literature mainly treats the customer as a remotely involved actor in the employment relationship.
However, this assumption cannot be taken for granted. As Bolton and Houlihan (2005) point out: ‘The growth of service work has introduced the customer as a third party to the employment relationship’ (Bolton & Houlihan, 2005: 685). According to Bélanger and Edwards (2013) ‘it has now become usual to conceive of the employment relationship in services as triangular, or as a ‘service triangle’, instead of as the conventional bilateral relationship between employer and employee’ (Ibid.: 435). The triangular employment relation has severe implications for the power relations between the involved actors (Guerrier & Abid, 2000; Hochschild, 1983; Korczynski & Evans, 2013; Nath, 2011). Clients’ racist and sexist preferences may form a central point of reference in the development of recruitment criteria, employee training and employee evaluations (Mirchandani, 2015; Nath, 2011; Warhurst & Nickson, 2007). Their harassing and discriminatory attitude towards workers might be tolerated for profit-making purposes (Aslan & Kozak, 2012). Furthermore, in contexts in which workers are directly employed by their client, the intimate and long-term nature of their relation might create an ‘emotional hostage effect’ (England, 2005: 390), in which feelings of guilt and duty towards the customer push workers to prioritise their clients’ needs over their own wellbeing (Timonen & Doyle, 2010). Therefore, the client has a more influential role in the employment relationship than is generally assumed by the diversity management literature. By mainly focussing on contexts in which clients play a minor role, this body of literature fails to provide sufficient insight into the way in which the triangular employment relation affects diversity management.  
In order to address this ‘gap’ in the literature, this study aims to investigate the involvement of the customer in the management of ethnic minority employees in a context of close worker-customer relations, and the power dynamics that this context engenders. We draw on a case study of an organization in the service sector that employs cleaners to provide domestic support at families’ homes. Due to difficulties to find workers, this organisation increasingly relies on ethnic minority employees, because they tend to be more willing than local workers to accept low-skilled and low-paid jobs (Hudson, Netto, Noon, Sosenko, de Lima, and Kamenou-Aigbekaen, 2017; MacKenzie & Forde, 2009), such as cleaning work. The following research questions will be addressed: 1) How is the customer involved in the management of ethnic minority workers in the context of the triangular employment relation? 2) How does this context influence the power position of each of the involved actors?
Our findings demonstrate that in the context of the triangular employment relation, the employing organisation attempts to manage its ethnic minority workers through its customers, by developing practices that intend to manage worker-client relations. The organisation attempts to reproduce its diversity management ‘regime’ in the context of the client’s home. The aspect of labour shortage presumably largely inspires these inclusive organisational practices, aimed at retaining minority workers. The lack of alternatives might also push clients to develop an open attitude. This context strengthens the power position of ethnic minority workers, who become a scarce and valuable resource. At the same time, customers maintain a relatively large amount of freedom to develop their own (potentially less inclusive) diversity management ‘regime’. Thereby, the triangular employment relation gives rise to the development of a bundle of diversity management practices, in which workers are subjected to several possibly contradicting power dynamics. 

[bookmark: _Toc8992065]The limited role of the customer in the diversity management literature 
In its search for effective ways in which organisations can manage their workers, a large part of the diversity management literature has been focussed on the so-called ‘business case for diversity’ (Robinson & Dechant, 1997: 21), in which the inclusion of diverse workers is motivated by the assumption that they enable organisations to better realise their business goals (Bendick, Egan and Lanier, 2010; Cox & Blake, 1991; Ely & Thomas, 2001; Herring, 2009; Kochan, Berzukova, Ely, Jackson, Joshi, Jehn, Leonard, Levine and Thomas, 2003; Leonard, Levine and Joshi, 2004; Ortlieb, Sieben, and Sichtmann, 2014; Robinson & Dechant, 1997). The main reasons why the inclusion of ethnic minority workers would benefit organisations are presented in the ‘access-and-legitimacy’ perspective (Ely and Thomas, 2001: 229). It holds that diverse workers increase an organisation’s legitimacy and help it to access new market segments, as it is assumed that diverse customers prefer to be served by workers of their own ethnic minority group (Ibid.: 244). Therefore, the business case for diversity is rooted in an organisation’s recognition of the diverse nature of an organisations’ customer base. This rationale provides the motivation for inclusive hiring practices that might strengthen the position of ethnic minority workers within the organisation. For example, the need of a hospital to provide customer-oriented patient care may enhance its inclusive hiring practices by specifically targeting ethnic minority workers that match patient profiles (Zanoni and Janssens, 2007: 1381). However, ethnic majority customers can also serve as the norm on basis of which work is organised, which might result in the exclusion of ethnic minority workers. Presumed client preferences might form the basis for discriminatory practices that disadvantage ethnic minorities, by providing reasons for not hiring them for positions in which they have direct interaction with their customers (Ashley, 2010; Van Laer and Janssens, 2017; Timming, 2017). The fear that ethnic minority workers might have a negative effect on customer relations can play a role in discriminatory hiring practices. 
Nevertheless, whereas the diversity management literature provides valuable insights into the various ways in which customers can influence the power position of ethnic minority workers, it primarily conceptualises the client as an actor who has a rather limited and distant involvement in the organisational context. It assumes that ethnic diversity management practices are developed by managerial actors, target their ethnic minority workers, and take place in a context in which work is ‘performed at the employer’s place of business under the employer’s direction’ (Kalleberg, 2000: 341). Examples of inclusive managerial practices include introducing mentoring schemes to help ethnic minorities boost their upward career mobility (Robinson & Dechant, 1997), and organising diversity trainings to counter majority employees’ bias and stereotypes (Cox & Blake, 1991). Others are granting ethnic minority employees of Muslim origin ‘priority to take the day off on religious holidays, openly defend[ing] employees’ rights to pray at work and sponsor[ing] an employee barbecue for Eid al-Adha (Feast of the Sacrifice) serving only halal food’ (Van Laer, 2016: 309). A diversity management practice that hampers the inclusion of ethnic minority workers, is the ‘ethnification of hierarchy’ (Holck, 2018: 252) in which ethnic minorities are only accepted in lower positions in the organisation under the presumption that their language competences are not sufficient for higher positions. Another example is the practice of ‘tacit agreement’ (Harris & Ogbonna, 2016: 68), in which managerial actors base their hiring, promotion and job-allocation decisions on the preferences of ethnic majority team members who don’t want to work together with ethnic minority colleagues (Ibid.: 68-69). 
However, these diversity management practices only take into account managers and their workers as relevant actors in the employment relation. By mainly investigating diversity management in the context of standard employment relations, the diversity management literature largely fails to acknowledge the development of triangular employment relations. It needs to be recognised that the customer occupies a central and powerful role as a third actor in certain organisational contexts (Bolton & Houlihan, 2005). This development might have severe consequences for the assumptions about the relevant actors to be included in the analysis of ethnic diversity management practices, as well as for the power position of each of the involved actors. 

[bookmark: _Toc8992066]The role of the customer as a third actor in the employment relation in contexts service work
The role of direct worker-customer interaction and the incorporation of customer wishes in the organisation of work
The literature on worker-customer interaction in the service industry treats the customer as a central actor in organisational contexts (f.e. Abid & Guerrier, 2003; Hochschild, 1983; Korczynski & Evans, 2013; Nath, 2011). Bolton and Houlihan (2005) conceptualise the customer as ‘a third party to the employment relationship’ (Bolton & Houlihan, 2005: 685), and Bélanger and Edwards (2013) refer to the concept of the triangular employment relation between customer, worker and employer. This body of literature shows that the close interaction between demanding clients and vulnerable workers whose salary might depend on their satisfaction puts the latter at risk to become the victim of discrimination, (sexual) harassment and violence (Aslan & Kozak, 2012; Boyd, 2002; Guerrir & Adib, 2000; Korczynski & Evans, 2013). Employees in service jobs, such as flight attendants, must be extremely obedient to client demands (Hochschild, 1983). They are expected to respond to their ‘the sexual fantasies’ (Hochschild, 1983: 94) to support their company’s competitive strategies. Moreover, managers’ lack of managerial support to workers who are confronted with blatant racist and sexist attitudes of customers is legitimated by the profit-motivated notion of ‘customers are always right, they are even right when they are not right’ (Aslan & Kozak, 2012: 694). This demonstrates that the direct interaction between clients and workers put the latter in a vulnerable position. 
Furthermore, besides having to face these risks of direct interaction with customers, workers may be negatively affected by the incorporation of customer preferences in the organisation of work. The power of the customer is reflected in the development of selection criteria in recruitment, training and task execution, which might generate modes of organising work in which racist and sexist notions are included on a structural level (Mirchandani, 2015; Nath, 2011; Warhurst & Nickson, 2007). For example, the phenomenon of offshored Indian call centres constitutes a highly stigmatized way of dealing with workers’ Indian identity, by developing practices such as accent training and the use of Western-sounding pseudonyms for workers’ names, justified by the ‘need to ‘appeal’ to customers’ (Nath, 2011: 716). The Westernized ideal type of worker in the Indian call centre industry not only has stigmatizing consequences, but material ones as well. Workers who don’t sufficiently imitate Western modes of behaviour can face unfavourable consequences in the form of negative evaluations and a lower salary (Mirchandani, 2015; Nath, 2011). 

The role of domestic settings
In contexts in which worker-customer interactions involve a domestic setting, the power of the customer might be even more compelling (Anderson, 2007;  Bauer & Österle, 2013; Lovelock & Martin, 2016; Munkejord, 2017; Scrinzi, 2018; Teshuva, Cohen-Mansfield, Iecovichi and Golander, 2018; Timonen & Doyle, 2010). A large part of this body of literature is centred on the highly precarious situation of service workers in domestic settings, of which live-in workers are classified as the most vulnerable form of labour (f.e. Anderson, 2007; Bauer & Österle, 2013; Degiuli, 2007; Österle & Bauer, 2016; Timonen & Doyle, 2010). Workers in domestic settings tend to be migrants, whose precarious position on the labour market and in their host country contribute to their vulnerability within the employment relation (Yeates, 2012). This group of workers might be confronted with the ‘abusive “totalising” relationships’ (Scrinzi, 2018: 2) with their client family, who has control over their source of income, their accommodation, and sometimes even their right to stay in the country (Anderson, 2007; Munkejord, 2017). Moreover, customers may exert emotional pressure on migrant workers in a context in which the boundaries between a formal work relation and an affectionate family-type of relation are blurred (Aronson & Neysmith, 1996). This is well demonstrated by Lovelock and Lovelock’s notion of ‘subjective proximity’, which ‘encapsulates the notion that emotions, relationships, sentiment, recognition and ordinary affects inform the habitual ethical frames which shape decision-making’ (Lovelock & Lovelock, 2014: 222) for both workers and their clients. The intimate nature of the domestic setting might create an ‘emotional hostage effect’ (England, 2005: 390), in which feelings of guilt and duty towards the client push workers to perform tasks that are outside the scope of their normal activities and working hours (Timonen & Doyle, 2010). Additionally, the ‘private’ context of work in combination with highly unequal power relations between the client and worker and the lack of oversight might facilitate abusive behaviour, such as discriminatory comments or even sexual harassment (Meyer, 2015).
A much smaller part of the literature highlights findings of positive relations between customers and workers in domestic settings (Munkejord, 2017; Näre, 2011; Teshuva et al., 2018). ‘Feeling part of the family’ (Näre, 2011: 406) might make workers feel good and appreciated, and can stimulate their job satisfaction. It is precisely the affectionate and proximate nature of the relation with the client that the some workers appreciate, and which might even lead to extra pay or a forgiving attitude towards workers who make mistakes  (Teshuva et al., 2018). However, close emotional ties with customers in long-term worker-customer relations are not without risks, as Munkejord (2017) indicates when describing the experiences of a worker: ‘I can’t bring myself to say no [when they call on her free time]’ (Munkejord, 2017: 241). 
Therefore, it is clear that the dominant presence of the client in the employment relation can have far-reaching consequences for the way in which workers are managed, and for the power positions of the various involved actors. Whereas ethnic minority workers tend to be overrepresented in low-paid and low-status jobs (Hudson, Netto, Noon, Sosenko, de Lima, and Kamenou-Aigbekaen, 2017; MacKenzie & Forde, 2009) such as those in the service sector, in which the customer takes up an active role in the employment relation, the diversity management literature has paid limited attention the involvement of the client in diversity management. This research aims to address this ‘gap’ in the literature.

[bookmark: _Toc8992068]Method
Data collection
The empirical part of this research is based on a case study, which allows to examine phenomena in their ‘real-life context’ (Yin, 2003: 1) to find out how and why they occur (Ibid.: 6). This qualitative research method allows to gain a deeper understanding of the subjective experiences of various actors involved in the daily work environment (Bleijenbergh, 2012; Myers, 2010). The main method of data collection is the use of interviews, which  provides insight into the views and perceptions of each actor involved in the triangular employment relation with respect to this specific topic. Additionally, the use of observations and document analysis allows to triangulate the information from the interviews. 
The organisation  under study, which we will call with the pseudonym CareSupport,  employs ethnic minority and majority workers to provide domestic support at families’ homes. Like most organisations in the low-status and low-paid sectors, the work at CareSupport is characterised by a reliance on ethnic minority workers in an attempt to resolve personnel shortages (Hudson, Netto, Noon, Sosenko, de Lima, and Kamenou-Aigbekaen, 2017; MacKenzie & Forde, 2009). Moreover, workers are confronted with high levels of customer proximity during their daily work in a domestic setting. CareSupport is a large organisation, employing over 12.000 workers to assist around 80.000 clients, that struggles to attract ethnic minority workers and to adapt its expansive bureaucratic functioning to these relatively new changes in its workforce. These aspects enhance the necessity of the development of effective diversity management practices. The scope of this research is mostly limited to the part of the organisation that provides domestic help to families with the use of service cheques, which we will call with the pseudonym ChequeCare, because it has the largest percentage of ethnic minority workers of all departments in the organisation (over 50% of service cheque workers in the regions of Brussels and Antwerp). The system of service cheques, which enables clients to buy care services at a reduced rate with government support, is not unique to ChequeCare, but is used by many organisations in Belgium. The Belgian government has introduced the system in 2004 with the goal to diminish the provision of illegal untaxed domestic support by workers who are not socially protected, to create jobs for low-skilled workers, and to facilitate the work-life balance of families to encourage both partners to enter the labour market (Gerard, Valsamis en De Coen, 2015). Any adult living in Belgium can buy the first 400 service cheques at a rate of 9 Euro per cheque, and an additional 100 cheques for €10 per cheque per year[footnoteRef:1]. Furthermore, the first 163 cheques are eligible for tax reduction of € 2,70 per cheque, resulting in an amount of €6,30 per hour of domestic support. This enables a broad range of families to request domestic support at an attractive rate, while workers are legally employed by an overarching organisation.  [1: http://www.dienstencheques-vlaanderen.be/#wat-is-een-dienstencheque] 

In ChequeSupport 68 interviews have been conducted in the period between April 2018 and March 2019 with clients, coaches, directors, HR personnel, managers, a project leader, a planner, service cheque workers of various backgrounds, and trainers. An overview of the interviewees can be found in table 1. Interviewees were mainly selected on basis of their position, in order to guarantee an evenly distributed representation of the most important roles executed in the organisational context, but also geographical elements were taken into account to make sure that all areas were represented in the sample. Since the goal is to illuminate the role of the customer in the development of diversity management practices, clients amount about half of the interviewees. Besides the usual actors such as coaches and ethnic minority cleaners, also HR personnel and trainers were included, because their activities involve (indirect) interaction with customers as well as with ethnic minority workers. In order to get an overall sense of the establishment of high-level policies on ethnic diversity management and of the general challenges that the organisation faces, interviews were conducted with directors and managers. 
Interviews with employees of CareSupport focused on their daily activities, work-related challenges, the way in which ethnic diversity is managed in the organisation, and the management of relationships with clients. Employees would be asked questions such as What are the most important challenges in your job with respect to ethnic diversity?, How would you describe your relation with customers? and How do you handle customer complaints?. Interviews with clients mainly focused on the way in which they deal with service cheque workers of diverse backgrounds and on their interactions with the organisation of CareSupport. They would be asked questions such as How would you describe  your relation with your service cheque worker?, What do you find the most challenging part of this relationship? How do you handle problems with your service cheque worker? and Can you provide examples of situations in which you contacted CareSupport?. All interviewees were briefed before the interview on matters of confidentiality and anonymity connected to their participation, and signed an informed consent document. With the exception of four interviews during which handwritten notes were taken, all interviewees agreed that their interviews were recorded and transcribed. 4 observations were conducted, including 2 workshops for managers around the theme of ethnic diversity, one regular meeting of a team of service cheque providers, and one training for service cheque providers. Documents of CareSupport and clients were gathered that contained information on the relation of these actors with service cheque workers. 
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Table 1 -  Characteristics of interviewees
	Position
	Ethnic background
	Sex
	Age
	Geographical area

	Client: 32 
Coach: 7 
HR employee: 5
Manager / policy maker:  9
Service Cheque Worker: 11 
Trainer: 4
	Ethnic majority: 55 
Ethnic minority: 13

	Female: 51 
Male: 17 
	20-29: 4 
30-39: 16 
40-49: 15 
50-59: 5 
60-69: 13 
70-79: 8 
80-89: 4 
(of 3 persons no data available)
	Antwerp: 11 
Brussels: 1 
East Flanders: 16 
Flanders and Brussels: 11 
Flemish Brabant: 8 
Limburg: 8 
West Flanders: 13 





Data analysis
Taking a rather inductive approach in the data analysis process (Saunders, Lewis, Thornhill and Verckens, 2011: 311), the transcribed interviews were read in detail to select excerpts that referred to the involvement of the customer in the development of ethnic diversity management practices. These excerpts either referred to practices conducted by CareSupport’s managerial actors that were oriented towards customers, or to managerial practices conducted by clients oriented towards ethnic minority workers. Parts of the interviews that referred to ethnic diversity management practices that don’t involve customers were left out, because these are considered to be outside the scope of this research. In a process of open or initial coding (Saldaña, 2009: 42), first order themes were derived, which were then classified into higher order themes in a process of axial coding (Ibid.: 159). This resulted in the scheme outlined in table 2. Additionally, information from organisational documents and observations was analysed to verify whether it matched the information provided by respondents during the interviews. The insights gained during the data analysis process will be further elaborated in the findings section, after providing more details on the organisational context of CareSupport.

Table 2 - Data analysing structure	
	Selecting fragments 
	Managerial actor
	Target
	Identifying different types of practices
	Managerial practice title

	Fragments on client management by CareSupport and on ethnic diversity management by clients (151)
	CareSupport (61)

	Clients
	Not serving discriminating clients (20)
	Not ‘hiring’ and ‘firing’ discriminating clients
	CareSupport’s practices to manage client-worker relations

	
	
	
	Emphasizing workers’ talents instead of their social identities in communication with clients (7)
	Providing clients ‘diversity training’ to avoid bias and prejudice
	

	
	
	
	Asking clients to adapt themselves (11)
	Delegating diversity management tasks to clients
	

	
	
	
	Managing miscommunication between workers and clients (9)
	Mentoring clients to improve communication with ethnic minority workers
	

	
	
	
	Verifying whether the client is racist or if the worker is incompetent (14)
	Evaluating if clients subtly discriminate
	

	
	Clients (90)
	Ethnic minority workers
	Indicating that sending workers from different origins is not a problem (5)
	Proactively ‘hiring’ ethnic minority workers
	Clients’ inclusive diversity management practices 

	
	
	
	Adapting modes of communication (30)
	Adapting management styles to ethnic minority workers
	

	
	
	
	Supporting the worker in learning the Dutch language (12)
	Training ethnic minority workers
	

	
	
	
	Helping the worker inside and outside the work context (13)
	Managing work and life spheres of ethnic minority workers
	

	
	
	
	Mistrusting the worker (f.e. suspecting of stealing) (19)
	Micro-managing ethnic minority workers 
	Clients’ non-inclusive diversity management practices 

	
	
	
	Refusing to invest time and energy in the worker (6)
	Not managing ethnic minority workers
	

	
	
	
	Doubting workers’ competence on the basis of their social identities (5)
	Developing biased management styles towards ethnic minority workers
	



[bookmark: _Toc8992069]CareSupport	
CareSupport provides a broad variety of domestic care services to families in Flanders and Brussels. While traditionally the organisation of CareSupport has strong Flemish roots, employing Flemish workers to support Flemish families, over the past year it has been confronted with the diversification of its staff base. Furthermore, the organisation has also been subjected to governmental monitoring, to verify whether it complies with legal anti-discrimination requirements. Especially the department of ChequeCare has been adapting its HR strategies to an increasingly diverse workforce, among others due to developments related to the system of service cheques on which it relies. With the introduction of the system in 2004, ChequeCare could easily find workers who used to work in the informal circuit to legally employ them as domestic workers. However, now the system has been in place for almost 15 years, this pool of available workers has dried up, while the demand for service cheque workers still increases. Furthermore, the introduction of the service cheque system has boosted a boom in service cheque organisations that all aim to attract the same type of employees as ChequeCare. This context necessitates the organisation to develop strategies to attract new employees, including ethnic minority workers, who tend to be overrepresented in low-skilled jobs and might have little alternative options on the labour market (Hudson, Netto, Noon, Sosenko, de Lima, and Kamenou-Aigbekaen, 2017; MacKenzie & Forde, 2009). As one of the coaches described: 

‘We have to find employees who don’t have the classic profile of the autochthone Flemish housewife who wants to take up a cleaning job next to her household activities. Times have changed. […] We are forced at ChequeCare […] to look for people who are still willing to do the job. And we notice that, often, these are allochthone people’(Coach 1). 
One of the recent changes that has been implemented in the organisation is loosening Dutch language proficiency requirements in the selection process, to attract more ethnic minority workers. 
While the HR department and the department of ChequeCare closely interact with each other, they constitute different parts of the organization. ChequeCare has a clear hierarchical structure, with a director on top who is responsible for high-level strategic matters. Below the director, there are 4 managers who are responsible for managing the coaches and for the development of organisational policies. These coaches (around 25 in total) are each responsible for managing up to 100 service cheque workers, depending on whether they work fulltime or part-time. Their tasks include familiarizing workers with their job, helping them with their paperwork, introducing new workers to their clients, examining client satisfaction, solving problems that service cheque workers or clients might encounter, and organizing regular team meetings for service workers. During these meetings workers are updated on the latest organisational developments. Service cheque workers themselves provide household support to families, including mostly cleaning services, but occasionally also cooking and ironing. Furthermore, besides participating in regular team meetings, they are also obliged to conduct a certain number of hours of training provided by CareSupport. 
Overall, the managerial staff of CareSupport has no detailed knowledge of what happens at the customer’s house when their service cheque workers are providing household support. They are (usually) not physically present, and they mainly rely on indirect information transmitted by workers or clients who contact the organisation. Like in most organisations, ethnic minority workers are highly underrepresented in the upper layers of the organisational hierarchy. The presence of ethnic minority workers within ChequeCare varies, depending on the hierarchical position of the worker and on the geographical area. Cities such as Antwerp and Brussels have much higher percentages of ethnic minority employees, going above 50% in some service cheque teams, while more rural areas have much lower representation of this type of workers, with only up to 1 or 2 ethnic minority workers in a team of 10-15 workers. 
In this context of a need for effective ethnic diversity management practices in the physical absence of managerial actors of the employing organisation in the daily work environment, the triangular power dynamics between ethnic minority workers, organisational actors and customers are explored. 
[bookmark: _Toc8992070]Findings
Our findings indicate that, in contrast to the binary relation between managerial actors and ethnic minority workers that dominates the diversity management literature, the nature of work at the department of ChequeCare engenders a context in which the client gains a prominent role in the development of ethnic diversity management practices. The proximity of the worker and client in the daily work environment, as well as the physical distance of ChequeCare as an employing organisation, imply that both the employing organisation as well as its clients act as managers. Therefore, this findings section is structured according to the two main developers of managerial practices: CareSupport’s managerial actors, who manage the relation between service cheque workers and clients, and clients themselves, whose managerial attitudes towards ethnic minority workers will be presented.

CareSupport practices
(Not) ‘hiring’ and ‘firing’ discriminating clients
The first type of practice that signals that CareSupport manages the relationship between clients and ethnic minority service cheque workers, concerns the organisation’s refusal to serve discriminating clients. Organisational actors are not only selective when hiring new employees, for example when they tell potential candidates who ‘are not allowed by their husband […] to clean the house of an unmarried man’  that this type of behaviour is considered to be problematic (HR 1). They also apply this principle to their clients, as is indicated in the client contract: 

‘Article 9 – Combatting discrimination and racism. […] With respect to the worker, the client will make no distinction on the basis of gender, ethnic origin, ability, sexual orientation, philosophy or religious conviction or age’ (ChequeCare client contract).
	
Interviewees from various positions, including coaches, HR personnel, and managerial actors in the highest levels of the organisational hierarchy, explicitly mentioned that CareSupport does not serve clients with blatant discriminatory attitudes. Blatant discrimination can be defined as ‘forms of discrimination that are overt, intentional and relatively easy to recognize as discrimination, but that are less accepted and less frequently encountered in society’ (Van Laer and Janssens, 2011). Interviewees referred to incidents of blatant client racism such as the ones described in the excerpts below: 

‘If someone bluntly says: “If it’s someone who is black, then I don’t want her!”, then our answer will be: “If you don’t want her, sir, then we cannot help you” (Managerial actor / policy maker 1) 

‘I have a black lady […] who was threatened. […] [The client] was like: “Don’t stand against that wall, because you might leave black marks.” In such situation, CareSupport clearly says: “Ok, we won’t come back here!”’ (Trainer 3). 

These citations show that CareSupport can terminate the professional relation with its discriminating clients at various stages. Sometimes, potential new clients are rejected before the contract between the different parties is signed, when they explicitly mention that they refuse to accept ethnic minority workers. In other situations, the professional relation between the parties is terminated when clients’ discriminatory attitudes surface upon interaction with the cleaner. These practices demonstrate that CareSupport develops managerial practices to influence the relation between its customers and its service cheque workers. The organisation subjects it clients to ‘hiring’ and ‘firing’ practices, in order to make sure that those who don’t comply with the specified mode of interaction as described in the contract are filtered out. Furthermore, they also show that CareSupport attempts to exert influence over the way in which ethnic minority workers are treated by clients in their daily work environment. The organisation aims to manage its ethnic minority employees through its clients by adopting managerial practices that affect worker-customer interaction.                                                                                                                                                                                                                                                                                                                               

Providing clients ‘diversity training’ to avoid bias and prejudice 
A second practice conducted by CareSupport’s managerial actors includes providing clients ‘diversity training’ to avoid bias and prejudice. Clients are expected to take over the dominant organisational culture, in which workers are hired on basis of their competences irrespective of their social identities. Several coaches mentioned that they attempt to teach clients the ‘right attitude’ towards ethnic minority workers if they sense that they might not be fully aligned with CareSupport’s ‘philosophy’. For example, Coach 1 mentioned:

‘We always have to sell them [ethnic minority workers], but I notice that our clients are more and more educated in that, uhm…that we have been able to raise their awareness, of the fact that the most important factor at CareSupport is not that someone is fluent in Dutch, or what he or she looks like, or if it’s a man or a woman, or young or old. The most important factor is that he or she is competent to properly clean your house, and that’s how we select our people. […] I remember that I called uh…to someone who uh…who said: “It’s a Flemish person, right?”, and the name of the service-cheque workers was […], and I said: “Yes, her name is […], that sounds Flemish, right?”, but I didn’t give her more details. And I said: “But it shouldn’t matter where she comes from anyway”, because actually, she was Romanian’ (Coach 1). 

Whereas ChequeCare ‘expect[s] that our people can speak […] at least a basic level of Dutch’ (Coach 6), and holds that a lack of language proficiency is not a discriminating factor, it attempt to train clients in adopting an open mind-set towards all workers, irrespective of their background. These types of interactions reveal that CareSupport exerts influence over worker-customer relations by developing managerial practices that target clients. The practice of ‘training’ clients to reduce their bias and to familiarize them with CareSupport’s preferred attitude towards ethnic minority workers is a way in which the organisation attempts to manage its ethnic minority employees through its customers. Moreover, this practice absorbs clients into the organisational sphere of CareSupport and shapes them to take over its dominant mentality towards ethnic minority workers, just like ‘normal’ employees might receive training to get acquainted with the prevailing norms and values in their organisation. 

Delegating diversity management tasks to clients 
A third type of practice that is adopted by CareSupport’s managerial actors to manage the organisation’s clients, is the delegation of tasks to customers. The nature of the work, in which clients may spend more time in the physical proximity of workers than their actual employer, who is largely absent from the day-to-day work environment, implicitly entails the delegation of certain managerial activities. Customers act as if they were line managers by communicating their wishes and needs to the worker, and by correcting them if they make a mistake. However, on top of this ‘implicit’ delegation of managerial tasks, several coaches mentioned that they sometimes explicitly ask clients to adapt themselves to the capacities of a specific worker. Examples of situations in which CareSupport’s managerial actors delegate tasks to clients are provided by Coach 1 and Coach 7:

‘How do you manage someone who can barely read or write [Dutch]? Clients write notes. How to handle that? That’s not easy. Uh, I often write a note back myself, if I see it, but that’s not always the case. It’s not possible to go everywhere. But if I notice it, that a client has written a note, and it’s a worker who has difficulties [with reading Dutch], then I ask if [the client] could maybe type it out’ (Coach 7). 

‘Recently I had…uh…in a short period of time three Bulgarian ladies were hired, who only have a very basic understanding of Dutch. […] I join them in the morning to introduce them [to the client]. “This is Katy, she is from Bulgaria, and she is already a bit familiar with her job. And what do you want her to do exactly? Would you be willing to explain that by using body language?” (Coach 1). 

These findings indicate that CareSupport develops managerial practices towards its customer, in order to manage their relation with the organisations’ ethnic minority service cheque workers. Customers are delegated tasks that cannot be executed by ‘regular’ organisational actors, and thereby take up an active role in the employment relation, as if they were line managers. These practices also show how CareSupport attempts to extend its ethnic diversity management approach to the environment of the customers’ home, by managing worker-customer relations in that setting.

Mentoring clients to improve communication with ethnic minority workers 
Another practice that coaches often mentioned concerns activities in which they are ‘mentoring’ clients to facilitate their interaction with an ethnic minority employee. Often these type of mentoring activities involve cases of miscommunication, like the following case described by Coach 5: 

‘Clients who don’t speak English, yes, then uh…if the worker does not execute the tasks the way the client wants, then there is a problem. And then you can conduct a home visit, because maybe it can be easily solved, and then they [the ethnic minority workers] understand the task [if you explain it] in another language’ (Coach 5). 

These support activities show how CareSupport involves clients in the management of their ethnic minority workers, and treats them as if they were line managers. While they are expected to resolve most of the problems themselves, due to the absence of organisational managerial actors in the daily work environment, CareSupport still aims to mentor its customers to facilitate worker-customer interaction. 

Evaluating if clients subtly discriminate 
A fifth type of management practice executed by CareSupport’s managerial actors towards clients, encompasses activities in which coaches evaluate their clients to verify whether they commit acts of subtle discrimination. Subtle discrimination can be defined as: ‘forms of discrimination that pervade society, are less visible, often very ambiguous for those experiencing it, not easily recognized as discrimination and often not punishable under anti-discrimination legislation’ (Van Laer & Janssens, 2011: 1205). Suspected subtle discrimination may arise in cases in which clients with an ethnic minority cleaner often complain about their worker. The cleaner might indeed not accurately execute his or her job, but sometimes coaches suspect clients of using complaints as a means to cover up underlying racist motivations. These clients expect that this approach might increase the chance that they are assigned an ethnic majority worker. Several coaches mentioned that they use specific evaluation strategies, such as comparing client satisfaction of a complaining customer with the feedback of other clients of the same worker, and discussing the situation with the worker him or herself to hear his or her part of the story. Examples of these approaches are described by Coach 2 and 6:

‘Uh, sometimes we notice, that there are difficult clients, who know that they can’t say it [that they reject workers on the basis of their ethnicity], so they let them come once, and then they immediately call to say: “Yes, she does not clean as I expected, and I don’t want her.” And very often, yes, we first ask: “Ok, what is it exactly that dissatisfies you?” and then we also listen to the worker: “How did you experience it? Which tasks did you do? Did it go well?”’ (Coach 2). 

‘Uh, but I had someone [a client] who had had two, three different cleaners, uh, of another nationality, and every time he was complaining. Yes, and then you start to ask questions, is everything ok? What exactly is the problem? Because then you need to check, is it because of the cleaning skills? In some cases they [the complaints] are legitimate. […] But sometimes the client is the problem’ (Coach 6).

By evaluating whether client complaints are justified, CareSupport actors attempt to protect their workers from discriminatory client behaviour. Furthermore, the organisation aims to reproduce its diversity management approach in the context of customers’ homes, by developing management practices that target customers and customer-worker relations. 

Client practices
The second main developer of managerial practices we identified in the context of CareSupport, are clients. Clients are a highly diverse group of actors whose heterogeneity needs to be recognised. Therefore, this part of the findings section is structured according to seven sometimes self-contradictory managerial practices conducted by various clients. Whereas the first four management practices can be interpreted as inclusive management styles, the other three management practices could be considered non-inclusive diversity management practices. It needs to be noted that despite the inconsistent character of the seven management practices, they are not mutually exclusive. Clients might change the type of practices they conduct over time. For example, several clients mentioned that, while they initially had difficulties to trust their ethnic minority worker, which is a characteristic of a non-trusting type of micro-management practice, they eventually managed to build a constructive relationship with their worker and adapted their modes of communication to facilitate interaction, which is a characteristic of the adaptive management practice. This part of the findings section aims to stress the relative autonomy that clients have to develop their own ethnic diversity management ‘regime’, due to the absence of managerial actors of the employing organisation in the daily work environment. While the previous part has illuminated the ways in which CareSupport uses customers as intermediaries through which they manage their ethnic minority workers, the second part of the findings section shows the self-initiated practices that clients develop.

Proactively ‘hiring’ ethnic minority workers
Like the way in which employers might include a statement in their vacancy that specifies that they are an inclusive organisation that welcomes candidates with various backgrounds, several clients mentioned that they would be open to receive workers from various backgrounds and origins. Some of them proactively communicated to CareSupport that they would warmly welcome any worker irrespective of their ethnicity or religion.

‘At the end of the day, all that matters is that they do a good job. No, I told the people of CareSupport from the start that, uh, that if she would be Moroccan, or Catholic, or Hindu, that that was not important’ (Client 18). 

This welcoming management practice might be based on a specific interest in ethnic minority workers themselves, for example because interacting with someone from another background could be experienced as ‘a very enriching experience’ (Client 7), or on social justice reasons to provide ethnic minorities ‘the opportunity to show their capacities’ (Client 21). This approach reveals similarities with organisations that aim to attract diverse workers on basis of certain inherent characteristics that cannot be found in local workers (Cox & Blake, 1991; Janssens & Zanoni, 2005; Ortlieb & Sieben, 2013; Robinson & Dechant, 1997). 
However, proactively communicating to CareSupport that any worker will be accepted might also encompass a less altruistic client strategy to increase the chances of receiving household support at all. Since workers are usually active in areas not far from their own living environment, and not all of them own a car, CareSupport faces big difficulties to meet the demands in provision of household support in areas where few workers live and which are difficult to reach by public transport. Client 21 accurately described the situations in which many clients find themselves: ‘If I would have said “no”, I wouldn’t have had anyone. […] It’s take it or leave it. […] We cannot be picky’. Like the way in which employers might be interested to hire ethnic minority employees simply because they think they are the only available workers who are willing to do certain low-paid and low-status jobs (Catanzarite, 2000; Baxter-Reid, 2016; MacKenzie & Forde, 2009; Hopkins, 2017), clients might adopt an open and anticipating management style because they have few alternatives. Nevertheless, irrespective of the motivation behind this managerial practice, it encompasses an accepting attitude towards ethnic minority workers and an inclusive diversity management approach. 

Adapting management styles to ethnic minority workers
A second ethnic diversity management practice that clients adopt is the practice of the adaptive manager, in which clients adjust their modes of communication when explaining their wishes and needs to their ethnic minority worker. Adaptive communication styles encompass a broad variety of practices, ranging from ‘talking slowly, or using very simple words’ (Client 15), to ‘[speaking] English, because sometimes it’s easier to communicate in English than in Dutch’ (Client 11), to providing highly detailed instructions in the worker’s own language, like in the case of Client 12: 

‘This happens with pieces of paper, [I translated instructions] myself with Google translate, with Polish words. […] I have this list with instructions’ (Client 12). 

The table below shows the instructions in Polish (on the left) with the translation in English (on the right):

	Witam 
Dziękujemy za sprzątanie domu!
Chcę, żebyś najpierw kurzu z mebli i podłogi na piętrze (prochowiec, swiffer) schody (swiffer) i na dole (szczeciny).
Już próżni czyszczenie dywanów.Wyrwać trochę dywany (przez maty).
Woda na dole można wziąć w zlewie. 
Uwaga: ciepłej wody!Możesz wylać go w kanalizacji w ulicy.
Na piętrze: zmyć meble sypialnia/biura z czystą wodą (nie używaj detergentów) i różowe szmatki. Łazienka: prysznic (na zewnątrz), ściany, lustra.
Czysty windows po prostu na zewnątrz z gąbki i wash-leather (użyć instancja: tylko kreska trochę wiadro/nr detergentu do mycia skóry spłukać).
Myć podłogi (używam fioletowy podłogi szmatką i "Terra") (jeden środek/pół wiadra) wszystkie pomieszczenia.
(Nie masz do czyszczenia zlewu w pod prysznicem; toalety odbywa się).
Schody: czystej wody i żółte tkaniny.
Na dole: Czysty windows: tylko na zewnątrz.
Kuchnia: lodówka, kuchenka i szafki (na zewnątrz) z tkaniny różowy i "Froggy" (używać tylko trochę kreska w pół wiadra z wodą).
Piętro: Terra. Nareszcie courtyard? Jeśli masz trochę wolnego czasu, możesz zrobić prasowania. Dziękuję bardzo!
	Hello
Thank you for cleaning the house!
I want you to first dust the furniture and floors on the first floor (duster, swiffer), the stairs (swiffer) and the ground floor (bristles).
Vacuum the carpets (some call them mats).
Water downstairs can be taken in the sink.
Note: hot water! You can pour it in the sewers in the street.
Upstairs: clean the bedroom / office furniture with clean water (do not use detergents) and pink cloths. Bathroom: shower (outside), walls, mirrors.
Clean the windows just outside with a sponge and wash-leather (instruction: only use a little  bucket of water / no detergent).
Clean the floor (I use a purple floor cloth and "Terra") (one measure / half bucket) in all rooms.
(You do not have to clean the sink in the shower, the toilet is done).
Stairs: use clean water and yellow fabrics.
Ground floor: Clean the windows: only outside.
Kitchen: fridge, stove and cabinets (outside) with pink and "Froggy" product (use only a little amount in half a bucket of water).
Floor: use “Terra”. Finally the courtyard? If you have some free time, you can do ironing. Thank you very much!



Whereas the most commonly applied practices were speaking loud and slowly and switching to another language (mainly French or English), the example of the Polish translation shows that clients can invest a considerable amount of time and energy in facilitating communication with their worker. This demonstrates that clients can adopt flexible management practices, rather than demanding cleaners to fully comply with the image of the ‘ideal worker’ who is fluent in Dutch. Whereas these practices are self-initiated, they are inclusive and therefore compliant with CareSupport’s overall diversity management approach. 

Training ethnic minority workers
A third type of management practice that was identified, is the practice of training ethnic minority workers, in which clients actively help them to learn Dutch. Just like employees might receive training to improve skills they need to better execute their job, clients who teach their workers Dutch also train them to facilitate work-related interaction. Some of the clients indicated that they installed a routine in which they would chat with their worker during their coffee break and explain words their worker didn’t understand, like in the case of Client 23.

‘At 10 o’clock we drink coffee, or if I have soup, I give her some soup, or a piece of cake. She is always very interested and asks for the recipe. But we also speak about yesterday, tomorrow, or the day after tomorrow, and then it becomes difficult, the vocabulary, and then I take a piece of paper and I write the words down in capital letters’ (Client 23). 

However, while Client 23 seemed to enjoy this type of ‘bonding’-activity with her worker, other clients rather perceived the management of their ethnic minority worker as a burden. The citation below reveals the frustrations of Client 3.

‘And she told me something like: “No, no, no”. There was something she could not do, and I didn’t understand what she meant. And she continued like that for two, three hours and pointed at the toilet. But I didn’t understand her. And eventually I understood that she was allergic for a certain type of product. Ah, ok, yeah. And then I thought, the irritation and discomfort [in an agitated voice] of her and me about the lack of understanding…that could have been easily resolved if the word allergy and the product would have been written on a note! But nobody had thought about that. So I wrote it down for her, so she could show is to other clients as well’ (Client 3). 

This quote clearly shows how the nature of the work, in which actors of the employing organisation are largely absent in the day-to-day work context, forces clients to become managerial actors by having to resolve ethnic diversity issues themselves. CareSupport provides some of their ethnic minority workers the opportunity to receive the support of a language coach, who joins them for a few working hours to familiarize them with the most important work-related vocabulary, and actively encourages non-natives to learn Dutch by ‘listening Dutch on the radio, or, uh, to put subtitles’ (Coach 5). However, the organisation also relies on clients to carry out some ethnic diversity management practices autonomously. This autonomous form of diversity management results in the development of client’s own diversity management ‘regime’. 

Managing work and life spheres of ethnic minority workers
The last inclusive client management practice is that of the practice of managing work and life spheres of ethnic minority workers. This type of client doesn’t limit him or herself to managerial practices that concern job-related matters, but also provides managerial support to the worker outside the workplace. The anecdote below, provided by Client 26,  is exemplary for this type of managerial practice.

‘She has two kids in Nigeria and she wanted to apply for their visa, and she showed me a message in English a couple of times. She had to tell them where her kids would live, and she said: “I will take a picture of my house and write down the address”. And I said: “That is not an official document. The embassy won’t approve that. I think you need to go to the municipality”. And then I checked the opening hours and where exactly she needed to go to pick up the documents’ (Client 26). 

Another client even took his ‘job’ of managing his worker’s private life so seriously, that he drove her around in his hometown during working hours to familiarize her with the most important sites. 

‘She was here only for fourteen days when she started working. So she knew nothing. And my husband said: “Stop working, I will drive you around”. [He showed her] where the municipality is, and the library. And then she registered her daughter at the swimming association. And she swims every two weeks. And they go to the library’ (Client 23). 

A milder version of this type of management style is commonly applied by CareSupport’s coaches, for whom the border between their workers’ public and private sphere is quite blurry. They ‘ask when their child would start going to school, [if] that would be feasible  in combination with their job, if they have thought about leave requirements during school holidays’ or ‘check if their residence permit would need to be renewed’ (Coach 1). However, while coaches still attempt to guard the border of the public and private sphere and strive to keep work and private matters separated, the above quotes show that clients who adopt work and life sphere managerial practices help their workers with matters that bare no relation to their work at all. 
These findings indicate that clients have a relatively large space for manoeuvre to autonomously adopt ethnic diversity management practices of their own preference. They can accept their role as ‘diversity-friendly’ manager to various degrees, ranging from small managerial activities such as talking slowly when providing instructions to time and energy-consuming tasks such as teaching Dutch and helping the worker with private activities. However, clients can also adopt practices that are not inclusive, as will be demonstrated in the next part of the findings section.

Micro-managing ethnic minority workers
A fifth management practice that was adopted by some clients is the practice of micro-managing ethnic minority workers, which is characterised by the lack of trust in this specific group. Like the way in which micro-managers don’t like to delegate tasks to workers and have a tendency to control everything, in the same way clients conduct activities that reflect their lack of trust in their cleaner. One way in which they do this, is by suspecting workers of stealing. This is a common phenomenon that was not only mentioned by clients themselves, but also by workers and coaches. 

‘The worker was cleaning the house, and the client asked me: “She wouldn’t steal anything, would she?” Uh, and I was flabbergasted, like, did she really say that?’ (Coach 3). 

Furthermore, respondents also discussed other types of mistrusting behaviour, such as not leaving money on the table, not leaving the cleaner alone in (certain areas of) the house out of sight of the client, and installing camera’s to verify whether the worker would behave well. 

‘Yes, previous [ethnic majority] cleaners went to pick up the material themselves, but for him I put it in the living room, so he didn’t need to go to the basement. I would never have left on a Thursday morning and leave him alone. I don’t know why. […] There was less trust than with my previous cleaners’ (Client 28).

‘Yeah I have one client who put a camera there. The day I started working there, there was one camera in the kitchen. Then […] after a few months, […] the second camera. I never understood why [she installed] the second camera. Maybe she thinks I didn't clean well, or I didn't use enough water’ (Service Cheque Worker 9).

These managerial practices clearly show that not all clients are willing to develop an open and trusting attitude towards their ethnic minority cleaner, and that they have the possibility develop control-based managerial practices that can undermine worker wellbeing. Despite the efforts of CareSupport to manage worker-clients relations, they have the opportunity to autonomously develop practices independent of the employing organisation. 

Not managing ethnic minority workers
A sixth type of management practice that was identified is the practice of not managing ethnic minority workers, referring to clients who did not want to invest time and energy in developing a constructive relation with their cleaner. Whereas some absent managers did not want to drink coffee with their worker during their coffee break, because they thought that they could not communicate, others also gave up to provide accurate instructions to their worker as a result of ineffective communication efforts: 

‘That Bulgarian lady, she was friendly. […] She spoke Dutch, but only a few words. […] And she said “Yes”, but she didn’t understand me. So, well, after a few times you give up, even though you are not completely satisfied, and you shrug your shoulders, and become indifferent, because you don’t feel like investing more time and energy’ (Client 1). 

Clients frequently mentioned feelings of frustration and disenchantment about the extent to which their cleaner could take away their burden of having to spend time and energy on household tasks. They noted that managing their service cheque worker demanded quite a lot of effort, while not all of them were willing to invest in the relation with their cleaner. The non-inclusive practice of non-managing their workers sharply contrasts the diversity management ‘regime’ of CareSupport, which shows that they have the freedom to develop their own types of practices.

Developing biased management styles towards ethnic minority workers
The final management practice that was identified, is the practice of the biased manager. In contrast to CareSupport’s dominant ‘philosophy’, clients with this managerial style judge ethnic minority workers on basis of their social identities instead of their actual performance. In some cases, workers were not only disadvantaged on basis of their ethnicity, but also on basis of other intersecting social identities (Crenshaw, 1991: 207), such as their gender or age. An example of this type of practice is provided by client 25. 

‘He rang the doorbell in the morning, and he was black. I was scared! A black man as a cleaner, that is not very common. […]  I thought it would be a good idea to go and have a look, in the bathroom. I have a shower with a lot of glass. I went upstairs, and I asked: “Is everything ok?” “Yes, I know what I am doing”, he said, like he wanted to say that I should not be worried. So he felt that I was mistrusting him’ (Client 25). 

Instead of taking over CareSupport’s organisational value of trusting that every worker does a good job and is hired because of his or her competences, irrespective of his or her social identities, this managerial practice implies the exact opposite attitude. These findings demonstrate that in the triangular employment relation in the context of the absence of managerial actors of the employing organisation in the daily work environment, customers have a relatively large space for manoeuvre to develop their own attitudes towards workers. Even though CareSupport tries to influence worker-customer interactions, they are unable to exert control over everything that happens in the customer’s home.

[bookmark: _Toc8992071]Discussion
The aim of this article was to examine the involvement of the customer in the development of ethnic diversity management practices, to answer the following research questions: 1) How is the customer involved in the management of ethnic minority workers in the context of the triangular employment relation? 2) How does this context influence the power position of each of the involved actors? Revealing the managerial practices that were developed by both CareSupport’s managerial actors and clients in our findings section, our contribution to the extant literature is twofold: First, in contrast to the literature on worker-customer relations in the service sector (f.e. Abid & Guerrier, 2003; Anderson, 2007; Bauer & Österle, 2013; Degiuli, 2007; Hochschild, 1985; Korczynski & Evans, 2013; Nath, 2011; Timonen & Doyle, 2010), we show that the power position of ethnic minority workers might be strengthened in a context of severe labour shortage. Second, whereas the extant diversity management literature mainly focuses on the development of ethnic diversity management practices in standard employment contexts (f.e. Cox & Blake, 1991; Harris & Ogbonna, 2016; Holck, 2018; Robinson & Dechant, 1997; Van Laer, 2016), our findings indicate that the development of the triangular employment relation undermines prevailing assumptions about how ethnic diversity management practices are developed, and by who. 

Limiting customer power in a context of labour shortage
The literature on worker-customer interaction in the service industry provides a predominantly gloomy perspective on the power position of (ethnic minority) workers who regularly interact with customers, in which they are left with little means to protect themselves against abusive and discriminatory client behaviour (f.e. Abid & Guerrier, 2003; Anderson, 2007; Bauer & Österle, 2013; Degiuli, 2007; Hochschild, 1985; Korczynski & Evans, 2013; Timonen & Doyle, 2010). This body of literature not only shows how the vulnerability of employees who regularly interact with customers is increased by managerial attitudes that favour profit-making goals over worker wellbeing (Aslan & Kozak, 2012), or enhanced by relations of dependency and family-like affection in which workers find it hard to resist customer demands (Aronson & Neysmith, 1996; England, 2005; Scrinzi, 2018). It also reveals how the power of the customer is structurally embedded in the organisation of work, by incorporating (presumed) client demands in hiring, evaluation and promotion procedures (Mirchandani, 2015; Nath, 2011; Warhurst & Nickson, 2007). 
However, these findings are not confirmed by our case study. Even though frequent customer-worker interaction forms a central aspect of work at CareSupport, its organisational practices are primarily aimed at managing worker-customer relations, rather than at living up to customer demands at any cost. The organisation structurally attempts to recreate the organisational diversity management ‘philosophy’ in the context of customers’ homes. Practices such as training clients to treat workers as competent employees irrespective of their social identities, and terminating the contract with clients who blatantly discriminate, show that CareSupport is not willing to accept discriminatory client attitudes. Other than asking workers to completely surrender themselves to the demands of customers, for example by training them to get rid of their non-Western accent (Nath, 2011: 716), or by requiring them to lose weight (Hochschild, 1983: 101), CareSupport asks customers to adapt themselves to the competences and specificities of its ethnic minority workers. Thereby, customers are treated as if they were line managers of their service cheque workers.  
This ethnic diversity management policy might be heavily influenced by the context of labour shortage. The dependency of the organisation on ethnic minority employees to conduct its core business turns these workers into a scarce resource, which provides them power within the employment relation. This is in line with the resource dependence theory (Ortlieb & Sieben, 2013; Salancik and Pfeffer, 1974), that holds that the extent to which an organisational actor provides essential resources that are scarce and difficult to obtain forms a decisive factor in the development of organisational strategies (Ortlieb & Sieben, 2013: 482). This grants this specific actor a powerful role within the organisation (Salancik and Pfeffer, 1974: 453). At CareSupport, the need to retain ethnic minority workers forms a central matter of concern in the way in which the organisation develops ethnic diversity management practices. CareSupport’s managerial actors spend a considerable amount of time and energy on creating a working culture in which ethnic minority workers feel comfortable. This also entails that the power of the customer is reduced within the triangular employment relations, because CareSupport’s client base is sufficiently large. 
However, the work context in which the customer is more proximate to the employee in the daily work environment than actors of the employing organisation, implies that clients nevertheless maintain a relatively large amount of freedom to develop their own diversity management practices. The lack of direct control of CareSupport in the daily work environment of the customer’s home diminishes the power of the employing organisation in favour of that of the client. It structurally undermines the organisation’s monopoly position in the development of a specific diversity management approach. Whereas CareSupport aims to exert influence over client-worker relations, the non-inclusive practices that clients develop reveal that clients have the power to conduct activities that might destabilize the wellbeing of this specific target group. Yet, the difference between these findings and a large part of the literature on worker-customer relations in the service sector, is that discriminatory attitudes are not supported by the employing organisation (Alexis, Vydelingum and Robbins, 2007; Likupe, 2006; Withers & Snowball, 2003). Building on the work of Anderson (2007), Doyle and Timonen (2009) and Lovelock and Martin (2016), we show that the institutional context in the triangular employment relation can provide workers a certain degree of protection against discriminatory client behaviour. Moreover, the shortage of available workers also implies that clients might find themselves forced to choose between the options of accepting an ethnic minority cleaner, or having no cleaner at all. This might stimulate them to develop more accepting attitudes towards ethnic minority workers. Overall, our findings undermine some of the prevailing assumptions about ethnic diversity management, as will be demonstrated in the next paragraph.

Revising the assumptions of the diversity management literature
Another significant insight provided by our findings, is the recognition that the triangular employment relation gives rise to the reconfiguration of the roles and responsibilities of the actors that are usually included in diversity management research. The extant diversity management literature predominantly focuses on the development of diversity management practices in the context of ‘standard’ employment relations, in which managers of the employing organisation and their workers are considered to be the main actors. In practices such as the implementation of diversity trainings to counter stereotypical thinking and behaviour (Cox & Blake, 1991), and the ‘ethnification of hierarchy’ (Holck, 2018: 252), in which ethnic minorities are structurally excluded by managers from higher positions in the organisation, managers are conceptualised as the developers of ethnic diversity managers who target diverse workers. The customer is granted a limited role in the diversity management literature, for example as a motivational basis on which ethnic minority workers are hired (Zanoni and Janssens, 2007) or excluded (Ashley, 2010; Timming, 2017; Van Laer and Janssens, 2017). 
	However, our findings indicate that the triangular employment relation introduces additional actors in the development of diversity management practices. In the context of CareSupport, customers become active diversity managers, who develop practices such as adapting their communication style, or installing cameras to verify whether their workers don’t misbehave. Furthermore, they also become targets of diversity management practices developed by CareSupport’s managerial actors, who aim to manage their workers through their customers. The organisation intends to manage the relation between their workers and their clients, by developing practices such as training customers to respect workers as competent employees irrespective of their background. These practices are fundamentally different from the types of practices that are usually described in the literature, because they intend to influence customers in their interactions with ethnic minority employees, rather than directly targeting ethnic minority workers. Moreover, our findings also reveal how the triangular employment relation gives rise to the development of several possibly contradictory diversity management approaches to which workers are subjected: those of the employing organisation, and those of the clients for whom they work. Thereby, we build on the work of Yang and Konrad (2011), who point out the need to examine the development of bundles of diversity management practices, instead of solely focussing on single types of practices (Ibid.: 20). Overall, our research indicates that the assumptions of the extant diversity management literature about which actors to include in diversity management analysis, the roles they play, and the various types of practices to be analysed, need to be revised in the context of the triangular employment relation. 

[bookmark: _Toc8992072]Conclusion
This research has elaborated on the involvement of the customer in the management of ethnic minority employees in a context of close worker-customer relations. A limitation of this research concerns the fact that only organisational practices were included that specifically focused on the involvement of the customer. Practices by the employing organisation that directly target ethnic minority workers were not included in the analysis. Therefore, future research might expand its scope to include all types of ethnic diversity management practices in the triangular employment relation. Additionally, we suggest that diversity management authors recognize the development of the triangular employment relation as a significant reality in the contemporary world of work, which undermines prevailing assumptions about diversity management. They are encouraged to investigate non-standard types of work and to widen their scope of analysis to include other actors than the usual suspects in their research. 
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