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Learning Objectives

e Understand team diversity as a resource for well-being and performance

e Recognize how diversity influences communication, trust, and relationships
e |dentify common challenges in diverse teams

e Apply strategies to build inclusive working relationships

e Reflect on personal attitudes and behaviors in diverse team settings

Introduction: Why Diversity and
Relationships Matter for Well-being

Workplaces today are more diverse than ever before. Teams often bring together people of
different ages, cultural backgrounds, genders, abilities, educational paths, working styles, and
life experiences. This diversity is a natural result of social change, globalization, digital work,
and longer working lives. While diversity offers great potential, it also shapes how people
relate to one another on a daily basis—and these relationships are a central determinant of
workplace well-being.

From a personal well-being perspective, work is not
only a set of tasks but a social environment. The
quality of everyday interactions—how people
communicate, cooperate, disagree, and support
each other—has a direct impact on stress levels,
motivation, sense of belonging, and psychological
safety. Positive working relationships can buffer
stress, increase resilience, and foster engagement.
Poor or strained relationships, on the other hand, are
among the most common sources of workplace
stress and dissatisfaction.

Team diversity becomes particularly relevant in this context. Differences in perspectives,
communication styles, values, or expectations can enrich collaboration, creativity, and
problem-solving. At the same time, if diversity is not well understood or supported, it can lead
to misunderstandings, tension, exclusion, or conflict. These challenges do not arise because
diversity is “problematic,” but because working across differences requires awareness,
skills, and intentional effort.

Good working relationships do not mean the absence of disagreement or difference. Rather,
they are characterized by mutual respect, trust, openness, and the ability to handle
differences constructively. In inclusive teams, people feel safe to express ideas, ask
questions, make mistakes, and be themselves without fear of ridicule or marginalization. This
sense of psychological safety is strongly linked to individual well-being, learning, and
sustainable performance.
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Importantly, diversity and relationships are not only organizational or managerial topics—they
are lived experiences shaped by everyday behavior. Each team member contributes to the
social climate through how they listen, speak, give feedback, react to differences, and respond
to conflict. Well-being in diverse teams therefore depends not only on policies or structures,
but also on individual attitudes, habits, and interpersonal skills.

This unit explores team diversity and working relationships from a well-being-centered
perspective. Rather than focusing on legal definitions or abstract concepts, it emphasizes
practical understanding, self-reflection, and everyday actions that support inclusion and
healthy collaboration. Learners will gain insight into how diversity influences team dynamics,
why relationships matter for well-being, and how individuals and teams can build respectful,
supportive, and productive working environments.

By strengthening awareness and relational skills, diversity becomes not a source of stress, but
a resource for collective resilience, learning, and well-being at work.

Description of the Challenge: Diversity in
Everyday Team Life

Diversity in teams is often discussed in positive terms, yet in everyday work life it can also
present real and sometimes uncomfortable challenges. These challenges rarely arise from
diversity itself, but from how differences are perceived, interpreted, and managed in daily
interactions. When left unaddressed, small misunderstandings can accumulate and affect
trust, cooperation, and well-being.

One of the most common challenges in diverse teams is difference in communication

styles. People vary in how directly they speak, how they give feedback, how comfortable they
are with silence or debate, and how they express disagreement. What one team member
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experiences as honest and efficient communication may feel abrupt or disrespectful to
another. Without shared understanding, these differences can lead to frustration or
withdrawal.

Another challenge lies in different expectations
and norms. Team members may hold diverse

(< I | 8¢ assumptions about punctuality, hierarchy,

— r : decision-making, work-life boundaries, or
e responsibility. For example, some may expect clear
instructions and structured processes, while
Ji others value autonomy and flexibility. When

expectations are not openly discussed,

- .4 misunderstandings are often interpreted as lack of
commitment, competence, or respect.

Unconscious bias and stereotypes also influence everyday team life. People naturally rely on
mental shortcuts to make sense of complex social environments. However, these shortcuts
can result in unfair assumptions about colleagues based on age, gender, cultural background,
accent, personality, or working style. Such biases may show up subtly—through who is
listened to, whose ideas are taken seriously, or who is given opportunities—yet their impact on
well-being can be significant.

Diversity-related challenges are particularly visible in multigenerational teams. Differences
in digital habits, communication preferences, career expectations, and attitudes toward
authority can create tension. Older employees may feel overlooked or pressured to adapt,
while younger employees may feel misunderstood or not taken seriously. Without dialogue,
these dynamics can increase stress and reduce cooperation.

Remote and hybrid work environments add another layer of complexity. Reduced informal
contact can amplify misunderstandings and make inclusion more difficult. Team members
working across locations, time zones, or cultural contexts may feel isolated or excluded from
decision-making. Lack of visual cues and spontaneous interaction can intensify
misinterpretation and weaken relationships.

A further challenge involves fear of conflict or
discomfort. In diverse teams, people may avoid
difficult conversations to prevent appearing
insensitive or causing offense. While well-
intentioned, avoidance often leads to unresolved
tension, passive behavior, or silent
disengagement. Over time, this undermines
psychological safety and increases emotional
strain.
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Importantly, many diversity-related challenges are not openly acknowledged. People may
hesitate to name them due to fear of blame, stigma, or conflict. As a result, stress related to
team dynamics often remains invisible until it manifests as burnout, reduced engagement, or
interpersonal conflict.

From a well-being perspective, these challenges matter because relationships are a major
source of both stress and support at work. When diversity is poorly managed, it can increase
emotional effort, vigilance, and exhaustion. When diversity is approached with awareness,
openness, and mutual respect, it becomes a powerful resource for learning, creativity, and
resilience.

Understanding these everyday challenges is the first step toward building healthier, more
inclusive working relationships. The following sections will explore how diversity can be better
understood, communicated, and supported to enhance well-being for individuals and teams
alike.

Understanding Team Diversity: Key Dimensions

When people think about diversity in teams, they often focus only on visible differences such
as age, gender, or nationality. While these aspects are important, team diversity is much
broader and more complex. Understanding its key dimensions helps individuals move
beyond stereotypes and develop more respectful, effective working relationships.

Diversity can be understood as the variety of characteristics, experiences, and
perspectives that people bring into a team. These differences shape how individuals think,
communicate, solve problems, and relate to others. From a well-being perspective,
recognizing this variety reduces misunderstanding and supports inclusion and psychological
safety.

Demographic Diversity

Demographic diversity refers to
characteristics that are often visible or
formally recognized, such as:

Age and generation

Gender and gender identity

Cultural or ethnic background

Disability or health conditions

Family status or life stage
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These aspects can influence communication styles, energy levels, work-life needs, and
expectations. For example, multigenerational teams may differ in digital habits or career
priorities, while employees with caregiving responsibilities may need flexibility. Awareness of
demographic diversity helps teams avoid assumptions and support fairness rather than
sameness.

Cognitive Diversity

Cognitive diversity describes differences in how people think, process information, and
approach problems. Itincludes:

e Analytical vs. intuitive thinking

e Detail-oriented vs. big-picture focus

e Preference for structure vs. flexibility

e Risk-averse vs. experimental approaches

Cognitive diversity is a major source of creativity and innovation, but it can also cause
frustration when people misunderstand each other’s reasoning or pace. From a well-being
perspective, valuing different thinking styles reduces pressure to “fit in” and allows individuals
to contribute authentically.

Experiential Diversity

Experiential diversity relates to people’s backgrounds and life experiences, such as:

e Education and professional training

e Career paths and sectors

e Socioeconomic background

e [nternational or cross-cultural experience
e Personal life experiences

These experiences shape values, communication habits, and expectations. For example,
someone with experience in highly hierarchical organizations may approach authority
differently than someone from a flat organizational culture. Recognizing experiential diversity
helps explain why people react differently to the same situation.

Personality and Working Style Diversity

Teams also differ in personality traits and working styles, including:

e |ntroversion and extraversion
e Pace of work

e Need for collaboration vs. independence

Project No. 2024-1-CZ01-KA220-ADU-000245951 6



\\z PEACE

Co-funded by
¢ A TWORK

the European Union

e Emotional expressiveness
e Tolerance for ambiguity

Such differences strongly affect daily interactions, meetings, and decision-making. Without
awareness, they can lead to misinterpretation—for instance, quiet team members may be
seen as disengaged, or expressive ones as dominating. Understanding personality diversity
supports mutual respect and reduces interpersonal stress.

Values and Attitudinal Diversity

People bring different values, beliefs, and attitudes into the workplace, influenced by culture,
upbringing, and personal experience. These may relate to:

¢ Work-life balance

e Authority and hierarchy

e Competition vs. cooperation
e Social responsibility

e Feedback and conflict

Value differences are often less visible but can deeply influence

team dynamics. When values clash and are not discussed, tension
and misunderstanding increase. When acknowledged respectfully, value diversity encourages
learning and ethical awareness.

Diversity as a Dynamic and Contextual Process

Importantly, diversity is not fixed. It changes over time as teams evolve, roles shift, and people
move through different life stages. An individual may experience inclusion or exclusion
differently depending on context, team culture, or leadership behavior.

Understanding diversity as dynamic helps teams avoid labeling and instead focus on
relationships, communication, and adaptability. From a well-being perspective, this
approach supports flexibility, empathy, and shared responsibility.

Linking Diversity
Understanding to
Well-being

Recognizing the multiple dimensions of
diversity helps reduce stress caused by
misunderstanding, unfair expectations,

or invisibility. When people feel seen,
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respected, and valued for who they are, they experience greater psychological safety,
engagement, and belonging—key foundations of workplace well-being.

The next sections will explore how these dimensions of diversity influence communication,
relationships, and collaboration in everyday team life, and how teams can turn differences into
strengths rather than sources of strain.

Diversity and Well-being: Psychological
and Social Perspectives

Team diversity influences workplace well-being not only through structures and policies, but
primarily through psychological and social processes. How people experience inclusion,
belonging, fairness, and safety in diverse teams has a directimpact on their mental health,
motivation, and ability to cope with stress. Understanding these perspectives helps explain
why diversity can either enhance well-being or become a source of strain.

Belonging as a Fundamental Human Need

A sense of belonging—the feeling of being accepted, valued, and included—is a basic
psychological need. In the workplace, belonging is shaped through everyday interactions:
being listened to, respected, and recognized as a legitimate member of the team.

In diverse teams, belonging cannot be assumed. Individuals who differ from the majority may
feel pressure to adapt, hide aspects of themselves, or constantly prove their competence.
When belonging is fragile, stress levels increase and energy is diverted from meaningful work to
self-protection.

From a well-being perspective, inclusive teams are those where differences are acknowledged
without being problematized, and where people feel they can be themselves without negative
consequences.

Psychological Safety and Well- &
being

Psychological safety refers to the shared belief that a
team is safe for interpersonal risk-taking. In
psychologically safe teams, people feel able to:

Project No. 2024-1-CZ01-KA220-ADU-000245951 8
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e Ask questions

e Admit mistakes

e Shareideas

e Express concerns

e Disagree respectfully

Psychological safety is especially important in diverse teams, where differences in background
or status can make speaking up feel risky. When safety is low, people may withdraw, remain
silent, or experience chronic stress. When safety is high, diversity becomes a source of
learning rather than fear.

Well-being flourishes when individuals do not have to constantly monitor their behavior to
avoid judgment or exclusion.

Inclusion vs. Assimilation

A key distinction in diverse teams is the difference between inclusion and assimilation.
Assimilation occurs when individuals are expected to fit into existing norms, often at the cost
of their identity or preferences. Inclusion, by contrast, allows people to contribute while
remaining authentic.

Assimilation increases emotional strain, as individuals must suppress differences to be
accepted. Inclusion supports well-being by reducing emotional labor and fostering mutual
respect. From a psychological perspective, inclusion enhances autonomy and self-esteem—
both critical components of mental health.

Equity, Fairness, and Perceived Justice

Well-being in diverse teams is closely linked to perceptions of fairness. People continuously
assess whether they are treated equitably in terms of:

e Access to opportunities

e Recognition and feedback
e Workload and expectations
e Voice in decision-making

Perceived inequity—whether real or perceived—creates stress, frustration, and
disengagement. Importantly, fairness does not always mean treating everyone the same. In
diverse teams, equity often requires different forms of support to ensure comparable
opportunities and outcomes.

Project No. 2024-1-CZ01-KA220-ADU-000245951 9
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Transparent communication and consistent decision-making are essential for maintaining
trust and well-being.

Social Identity and “Us vs. Them” Dynamics

People naturally categorize
themselves and others into c
groups. In diverse teams, this

can lead to subtle “us vs. them” *

dynamics based on role,

i |

background, or perceived
similarity. Such dynamics may
not be intentional, but they can
undermine cooperation and
well-being.

f

When individuals feel excluded
or labeled as “different,” they

may experience social stress,
reduced confidence, or isolation. Conversely, when teams emphasize shared goals and mutual
respect, social identity becomes a source of connection rather than division.

Promoting inclusive identities—such as “we are one team”—supports social cohesion and
emotional safety.

Emotional Labor and Diversity

Emotional labor refers to the effort required to manage emotions in social interactions. In
diverse teams, some individuals may carry a heavier emotional burden, for example:

Project No. 2024-1-CZ01-KA220-ADU-000245951 10
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e Explaining or defending their perspective repeatedly
e Managing stereotypes or bias

e Adjusting communication styles constantly

e Suppressing emotional reactions to avoid conflict

Over time, this invisible effort can reduce well-being and increase exhaustion. Recognizing and
addressing emotional labor is essential for creating truly supportive and sustainable team
environments.

Diversity as a Resource for Collective Well-being

When psychological and social conditions are supportive, diversity enhances collective well-
being. Diverse teams with strong relationships benefit from:

e Broader perspectives and creativity
e Mutual learning and empathy
e Shared problem-solving capacity

Teamwork.
e Greater resilience during change —_

Well-being in this sense is not only individual, but

relational and collective. Teams that value inclusion

create environments where people support one

another, manage stress more effectively, and sustain motivation over time.

Summary

From psychological and social perspectives, diversity deeply influences how people
experience work, relationships, and well-being. Belonging, psychological safety, fairness, and
inclusion are not abstract ideals—they are everyday experiences shaped by interactions and
attitudes. When these conditions are present, diversity strengthens resilience and well-being.
When they are absent, diversity-related stress can emerge. Understanding these dynamicsis a
crucial step toward building healthy, inclusive teams.

Managing Conflict and Tension
Constructively

Conflict and tension are a natural part of working in diverse teams. Whenever people with
different perspectives, values, communication styles, or experiences collaborate,
disagreement is inevitable. From a well-being perspective, the goal is not to eliminate conflict,
but to manage it in ways that protect relationships, reduce stress, and support learning.

Project No. 2024-1-CZ01-KA220-ADU-000245951 11
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Unmanaged or poorly handled conflict is one of the strongest sources of workplace stress. It
increases emotional strain, reduces trust, and can lead to disengagement, absenteeism, or
burnout. Constructively managed conflict, however, can strengthen understanding, improve
collaboration, and enhance psychological safety.

Understanding the Nature of Workplace Conflict

Not all conflictis the same. In diverse teams, it is helpful to distinguish between different types
of conflict:

o Task-related conflict: Differences in opinions, ideas, or approaches to work

e Process-related conflict: Disagreement about roles, responsibilities, or ways of
working

¢ Relationship conflict: Tension driven by emotions, misunderstandings, or personal
friction

Task and process conflict can be productive
when handled respectfully. Relationship
conflict, if left unresolved, is most harmful to
well-being and team climate. Recognizing the
type of conflict helps determine the most
appropriate response.

Why Conflict Feels More
Stressful in Diverse Teams

Conflictin diverse teams can feel more intense because:

e Communication styles differ (direct vs. indirect, emotional vs. reserved)
e Cultural or personal norms around disagreement vary

e Power dynamics or minority status increase sensitivity

e Fear of being misunderstood or stereotyped is higher

As a result, people may react defensively, withdraw, or avoid speaking up. These reactions are
understandable but often increase tension over time. Constructive conflict management
begins with acknowledging that discomfort does not equal danger, and that difference does
not equal disrespect.

Project No. 2024-1-CZ01-KA220-ADU-000245951 12
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Early Signs of Unhealthy Conflict

Conflict rarely escalates suddenly. Early warning signs include:

e Growing irritation or sarcasm

e Avoidance of certain colleagues

e Repeated misunderstandings

e Passive-aggressive behavior

e Reduced communication or collaboration

Recognizing these signals early allows for timely intervention and prevents escalation into
chronic stress or open confrontation.

Principles of Constructive Conflict Management

Managing conflict constructively requires intention and skill. Key principles include:

¢ Respect first: Focus on behavior and impact, not personality or identity

Curiosity over judgment: Seek to understand before responding

Focus on the issue, not the person

Shared responsibility: Conflictis a team issue, not an individual failure

Well-being awareness: Emotional safety matters as much as task outcomes

These principles create a foundation for productive dialogue and stress reduction.

Practical Steps for Handling Conflict Constructively

1. Pause and regulate emotions
Before addressing conflict, individuals should calm their stress response using self-regulation
techniques (breathing, grounding, short breaks). This prevents escalation.

2. Clarify the issue
Separate facts from interpretations. Ask: What exactly is the disagreement about?

3. Express perspectives respectfully
Use “I” statements (e.g. “l experience...”, “I need...”) instead of blame.

4. Listen actively
Listening reduces defensiveness and helps uncover underlying needs or concerns.

Project No. 2024-1-CZ01-KA220-ADU-000245951 13
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5. Look for shared goals
Emphasizing common objectives helps shift focus
from opposition to collaboration.

6. Agree on next steps
Small, practical agreements restore trust and

forward movement.

The Role of Teams and Leaders

Co-funded by
the European Union

While individuals play a key role, teams and leaders strongly influence how conflict is handled.

Supportive practices include:

e Clear norms for respectful disagreement
e Regularteam check-ins

e Leaders modeling calm and openness

e Early mediation when needed

e Treating conflict as learning, not failure

When leaders respond constructively, they reduce fear and normalize healthy dialogue.

When to Seek Support

Not all conflicts can or should be handled alone. It is appropriate to seek support when:

e Conflict becomes emotionally overwhelming

e Powerimbalances are involved

e Communication breaks down
repeatedly

¢ Well-being or safety is at risk

e Seeking supportis a sign of
responsibility, not weakness.

Project No. 2024-1-CZ01-KA220-ADU-000245951
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Learning Activities and Reflection
Exercises

Activity 1 - Conflict Reflection:
Think of a recent team conflict. What type of conflict was it (task, process, relationship)?

Activity 2 - Emotional Awareness:
How do you usually react to conflict? What helps you stay calm?

Activity 3 - Perspective-Taking:
Describe a conflict from the other person’s point of view.

Activity 4 — Action Planning:
Identify one behavior you can practice to handle conflict more constructively.

Summary

Conflictis unavoidable in diverse teams, but it does not have to undermine well-being. When
handled constructively, conflict becomes an opportunity for understanding, growth, and
stronger relationships. By recognizing early signs, regulating emotions, communicating
respectfully, and seeking support when needed, individuals and teams can reduce stress and
create healthier, more inclusive working environments.

Practical Tools and Practices

Tool 1: Personal Diversity Awareness Map

Purpose: Increase self-awareness and reduce unconscious assumptions
Supports: Understanding diversity dimensions, inclusion, well-being

Instructions for learners:

1. Reflect on your own diversity across different dimensions:
o Background and experiences
o Thinking and working style

o Communication preferences

Project No. 2024-1-CZ01-KA220-ADU-000245951 15
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o Values and needs at work
2. Write short notes for each area.
3. Reflect on how these influence your behavior in teams.
Reflection questions:
e Which aspects of myself are most visible at work?
e Which aspects are often invisible to others?

e How might my differences be misunderstood?

= Qutcome: Greater self-understanding and empathy for others.

Co-funded by
the European Union

Tool 2: Team Difference Lens (Reframing Exercise)

Purpose: Reduce tension caused by misinterpretation
Supports: Psychological safety, conflict prevention

How to use:
When a colleague’s behavior frustrates you, pause and ask:

o What might explain this behavior besides “bad intention”?
e Which diversity dimension could be influencing it?
e What strength might this difference bring?

Example reframes:

e “They are too quiet” » “They may process internally”

e “They are too direct” » “They may value clarity”

= Qutcome: Less emotional reactivity, more constructive interpretation.

Tool 3: Inclusion Check-In (Self & Team)

Purpose: Strengthen belonging and psychological safety
Supports: Well-being, inclusion, trust

Self-check questions:

e Do lfeel heardin thisteam?

Project No. 2024-1-CZ01-KA220-ADU-000245951
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e Canlexpress disagreement safely?
e Do lfeel pressure to adapt or hide parts of myself?

Team use (optional):

e Short check-in during meetings:
“What helps you feelincluded in this team?”

= Qutcome: Early detection of exclusion and relational stress.

Tool 4: Communication Preference Snapshot

Purpose: Improve everyday communication in diverse teams
Supports: Reduced misunderstanding, smoother collaboration

Learners complete individually:
o | prefer feedback thatis: O direct [ gentle O written [ verbal
e | communicate best when: 1 have time [ | can discuss openly
e In meetings, | prefer: LI speaking (1 writing [ listening first

Practice:
Share preferences voluntarily within the team.

= Qutcome: Fewer assumptions, more respectful communication.

Tool 5: Conflict Pause & Clarify Tool

Purpose: Manage tension before escalation
Supports: Conflict regulation, emotional well-being

Step 1 -Pause

¢ Breathe, slow down, regulate emotion

Step 2 - Clarify
Ask yourself:

¢ Isthis abouttask, process, or relationship?

¢ Whatdo | actually need right now?

Project No. 2024-1-CZ01-KA220-ADU-000245951 17
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Step 3 - Respond
Use:

“l experience... and | need...”

— Qutcome: Reduced stress and healthier conflict conversations.

Tool 6: Perspective-Taking Worksheet

Purpose: Build empathy and reduce “us vs. them” thinking
Supports: Relationship quality, inclusion

Learners reflect on a difficult interaction:

¢ Howdid | experience the situation?
¢ How mightthe other person have experienced it?

e What pressures or values might they have?

Co-funded by
the European Union

— Outcome: Emotional distance from conflict and increased understanding.

Tool 7: Team Relationship Agreement (Light Version)

Purpose: Create shared norms without heavy rules
Supports: Psychological safety, trust

Learners co-create simple agreements, such as:

¢ How we disagree respectfully
¢ How we give feedback
¢ How we include quieter voices

¢ How we handle misunderstandings

= Qutcome: Clear expectations and reduced relational stress.

Tool 8: Personal Inclusion Action Plan

Purpose: Turn awareness into behavior
Supports: Individual responsibility, well-being

Project No. 2024-1-CZ01-KA220-ADU-000245951
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Learners choose one action:

e Listen more actively
e Askinstead of assume
¢ Invite diverse perspectives
e Address tension early
e Supportinclusion of others
Commitment statement:
“One behavior | will practice to supportinclusionis...”

= Qutcome: Practical, behavior-based learning.

Practice Tips for Learners (Simple Rules)

« Differences are information, not threats

Discomfort is part of learning, not failure

Inclusion is built in small daily actions

e Conflict handled early protects well-being

Everyone contributes to the team climate

Summary

Practical tools help learners translate diversity awareness into everyday behavior. By
reflecting on differences, communicating intentionally, and addressing tension early,
individuals can reduce stress, strengthen relationships, and support well-being in diverse
teams. These practices do not require perfection—only awareness, curiosity, and consistency.

Summary

Team diversity is an everyday reality of modern working life. Differences in background, age,
thinking styles, communication preferences, values, and experiences shape how people
collaborate and relate to one another. From a well-being perspective, these differences can be
either a source of stress or a resource for resilience and learning, depending on how they
are understood and managed.

Project No. 2024-1-CZ01-KA220-ADU-000245951 19
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This unit has shown that workplace well-being is
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— w - psychologically safe reduces stress and supports
8= : = B motivation, engagement, and mental health. Poor
@ -. & ,,zi-,llf 7“;.{ : relationships, unresolved tension, and exclusion, on the

other hand, are among the most common causes of
workplace strain.

Understanding the key dimensions of diversity helps move beyond stereotypes and
assumptions. Diversity is not limited to visible characteristics; it also includes invisible aspects
such as personality, values, working styles, and life experiences. Recognizing this complexity
supports empathy and reduces misunderstanding.

From psychological and social perspectives, concepts such as belonging, psychological
safety, inclusion, equity, and emotional labor are central to well-being in diverse teams.
When people feel safe to express themselves and contribute authentically, diversity
strengthens collaboration rather than undermines it.

Conflict and tension are natural in diverse teams. This unit emphasized that the goal is not to
avoid conflict, but to manage it constructively. Early recognition of tension, emotional self-
regulation, respectful communication, and shared responsibility help prevent conflict from
escalating into chronic stress.

Finally, the unit highlighted that diversity and good relationships are built through daily
actions, not only policies. Practical tools and practices—such as reflection, perspective-
taking, communication awareness, and inclusion-oriented behaviors—enable learners to
actively contribute to healthier team climates.

In conclusion, team diversity becomes a well-being resource when individuals and teams
approach differences with curiosity, respect, and responsibility. By strengthening relational
skills and inclusive habits, workplaces can reduce stress, enhance cooperation, and create
environments where people feel valued and able to thrive together.

Further Resources

The following resources provide additional insights into team diversity, inclusion,
communication, and healthy working relationships. They are suitable for self-study, training
preparation, or group discussion.

1. European Agency for Safety and Health at Work (EU-OSHA)
Diversity and Inclusion in the Workplace

Project No. 2024-1-CZ01-KA220-ADU-000245951 20
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Website: https://osha.europa.eu
Practical guidance on psychosocial risks, inclusion, and well-being in diverse
workplaces across Europe.

2. Harvard Business Review
How to Build Trust on Diverse Teams
Website: https://hbr.org
Evidence-based articles exploring psychological safety, communication, and
collaboration in diverse teams.

3. Mind Tools
Managing Diversity at Work
Website: https://www.mindtools.com
Accessible tools and explanations on managing differences, communication styles,
and conflict constructively.
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When Differences Turn into Distance: A
Diverse Project Team Under Strain

Brief Description

A projectteam in a medium-sized international
organization was formed to develop a new service for
clients across several European countries. The team
consisted of members from different cultural

backgrounds, age groups, and professional experiences.
While technically competent, the team quickly began to
experience tension. Meetings felt unproductive, misunderstandings increased, and informal
communication declined.

Some team members preferred direct and fast-paced discussions, while others valued
reflection and consensus. Feedback styles varied, with some employees feeling criticized and
others feeling ignored. Over time, collaboration became strained. Certain team members
withdrew from discussions, while others became more dominant. Although deadlines were
met, the atmosphere was tense and trust eroded.

No major conflict was openly addressed, but frustration grew beneath the surface. Several
team members reported feeling stressed, unheard, and emotionally exhausted. The team
leader noticed declining engagement and increasing irritability but initially attributed it to
workload rather than team dynamics.

Problem Description

The centralissue was unmanaged diversity in communication styles, expectations, and
working approaches, leading to relationship tension, reduced psychological safety, and
increased stress.

Emotional / Physical Effects

¢ Increased stress and emotional fatigue
¢ Feelings of exclusion and frustration

¢ Withdrawal from participation

e Irritability and reduced motivation

¢ Lower sense of belonging and trust

Project No. 2024-1-CZ01-KA220-ADU-000245951 22



\'e PEACE
WORK

Co-funded by
the European Union

Response / Intervention

The team leader initiated a facilitated
team session focused on
communication preferences and
inclusion. Team members shared how

i

1%’

L _J

they prefer to communicate, receive ‘
feedback, and make decisions. Simple ( .
team agreements were established,
including meeting norms and respectful
conflict handling. Regular check-ins
were introduced to address tension

early. Over time, understanding improved, stress levels decreased, and collaboration became
more balanced.

Reflection Questions

1. Which diversity-related challenges can you identify in this case?
2. How did lack of psychological safety affect team well-being?

3. Whatindividual actions could team members have taken earlier to reduce tension?
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Tension in a Multigenerational Team

Brief Description

A public service organization employed a multigenerational team consisting of experienced
employees nearing retirement and younger colleagues at the beginning of their careers. The
team worked together on daily customer requests and internal coordination tasks. While all
team members were committed to their work, tensions gradually emerged.

Older employees preferred structured routines, face-to-face communication, and careful
documentation. Younger employees favored digital tools, quick messaging, and flexible task
organization. Misunderstandings became frequent. Senior staff felt that younger colleagues
were impatient and lacked respect for experience, while younger employees felt constrained
and not taken seriously.

Team meetings became increasingly tense. Some older employees withdrew from discussions,
while younger team members expressed frustration informally. Although no open conflict
occurred, stress levels increased and cooperation weakened. Several employees reported
feeling undervalued, leading to emotional strain and reduced motivation.

Problem Description

The central issue was a lack of mutual understanding
and dialogue between generations, resulting in
stereotypes, communication breakdowns, and
relationship tension.

Emotional / Physical Effects

Frustration and emotional fatigue

Feelings of being misunderstood or ignored

Reduced motivation and engagement

Increased stress during teamwork

Lower sense of mutual respect
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Response / Intervention

Management organized a facilitated workshop on generational
diversity. Team members shared their working preferences,
strengths, and expectations. Mixed-age task pairs were
introduced to encourage knowledge exchange. Team norms
were agreed upon, balancing structure with flexibility. Over
time, trust improved and stress levels decreased.

Reflection Questions

1. What assumptions did different generations make about
each other in this case?

2. How did communication styles contribute to tension and
stress?

3. What practical actions could support better collaboration in
multigenerational teams?
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Inclusion in a Hybrid Team

Brief Description: L

A hybrid project team worked across T~L _J":

two locations, with some members

Employees working on-site often exchanged information informally and made quick decisions

regularly present in the office and
others working mostly remotely. While
tasks were clearly defined and
performance targets were met,
differences in visibility and
participation gradually affected team
relationships.

in spontaneous conversations. Remote team members relied on scheduled online meetings
and written communication. Over time, remote employees began to feel excluded from
discussions and decision-making. They noticed that their ideas were sometimes overlooked or
introduced later by others.

Although no open conflict occurred, subtle tension developed. Remote workers reported
feeling disconnected and less valued, while on-site employees felt frustrated by what they
perceived as lower engagement from their remote colleagues. Stress increased on both sides,
and trust within the team weakened.

Problem Description:

Unequal access to information and informal interaction in a hybrid setting led to feelings of
exclusion, misunderstanding, and relational strain.

Emotional / Physical Effects:

¢ Feelings of isolation and reduced belonging
e Frustration and emotional tension

¢ Decreased motivation and engagement

¢ Increased stress related to teamwork

Project No. 2024-1-CZ01-KA220-ADU-000245951 26



Co-funded by
the European Union

\llz. PEACE
\g WORK

Response / Intervention:

The team agreed on inclusive communication practices, such as documenting decisions,
rotating meeting facilitation, and ensuring equal speaking time in meetings. Regular virtual
check-ins were introduced to strengthen connection and psychological safety.

Reflection Questions:

1. How did hybrid work influence inclusion and well-being in this team?
2. What behaviors unintentionally contributed to exclusion?

3. What practical steps can teams take to ensure inclusion in hybrid settings?
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