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Introduction 
Integrating refugees into the workforce requires not only practical hiring and training measures, but 
also an emotion-focused approach that addresses the human side of inclusion. These guidelines 
provide HR professionals and employers with a comprehensive framework to create refugee-
inclusive workplaces, emphasizing both structural support and emotional well-being. The benefits 
are manifold – from business gains (lower turnover, higher engagement) to social and 
humanitarian impacts. For example, studies show that refugees often have higher retention rates 
than other employees (e.g. 4% annual turnover vs 11% for the average employee in 
manufacturing). Fostering a psychologically safe and supportive environment can dramatically 
improve employee motivation and happiness – one global survey found that when employees feel 
safe to be themselves at work, they are over 2 times more motivated and nearly 3 times 
happier. In short, refugee workforce inclusion is not just the “right thing to do,” it also boosts 
workplace productivity, innovation, and loyalty. 

Purpose of these Guidelines: To equip employers and HR managers with actionable strategies, 
tools, and best practices for recruiting, onboarding, and retaining refugee talent in a manner that 
promotes dignity, respect, and emotional well-being for all. By integrating principles from Emotion-
Focused Therapy (EFT) and trauma-informed care, the guidelines ensure that workplace 
integration is handled with empathy, cultural sensitivity, and an emphasis on building trust. 

Target Audience: HR professionals, hiring managers, team leaders, and executives interested in 
improving diversity and inclusion practices. While focused on refugees, the approaches are 
generalizable to all staff, fostering an inclusive culture that benefits everyone. The guidance 
applies across industries, as creating an emotionally healthy workplace is a universal goal. 

Business, Social, and Humanitarian Case: Embracing refugee employees enriches the talent 
pool and brings new perspectives. Companies with inclusive policies often see improved team 
versatility and broader skills, as managers learn to adapt to a diverse workforce. Moreover, 
empathetic leadership has a direct ROI – organizations perceived as unempathetic have 1.5× 
higher employee turnover risk, potentially costing billions in attrition. In contrast, companies that 
“operationalize empathy” enjoy stronger retention and performance. Socially, supporting refugees 
fulfils a humanitarian responsibility and can enhance a company’s reputation and employee pride. 
These guidelines align business strategy with compassion, showing that inclusive workplaces 
where people feel understood and safe are more productive and innovative. 
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Integrating Emotion-Focused Principles into Refugee Workplace Integration 
To successfully integrate refugees, employers should weave emotion-focused principles into 
every stage of the employee lifecycle. This means recognizing that refugees may have unique 
emotional needs due to their experiences, and ensuring the workplace is prepared to meet those 
needs with empathy and support. Key emotion-focused (EFT-based) principles used in these 
guidelines include: 

• Trauma-Informed Approach & Emotional Awareness: Acknowledge that many refugees 
have faced trauma or loss. All leaders and HR staff should be trauma-informed, 
understanding how trauma can affect behaviour and work performance. This involves 
training managers to recognize signs of stress or distress and respond supportively rather 
than punitively. HR can provide “emotion coaching” resources so managers know how to 
listen and validate employees’ feelings. An organization committed to psychological safety 
makes it clear that it’s okay to speak up about challenges without fear. Example: During 
interviews or performance reviews, managers practice patience and empathy, being 
mindful that anxiety or silence might stem from cultural differences or trauma, not lack of 
ability. 
 
 

• Empathy and Reflective Listening in Communication: Effective integration relies on 
open, compassionate communication. HR should train supervisors and teams in 
reflective listening techniques – restating and confirming understanding of what the refugee 
employee shares – to ensure mutual understanding. By encouraging questions and 
feedback, employers show that every voice is valued. Example: If a refugee hire expresses 
discomfort or confusion about a task, managers listen carefully, acknowledge their feelings 
(“I understand this might be overwhelming”), and work together on a solution. This 
approach prevents misunderstandings and builds trust. 
 
 

• Cultivating Belonging and Safe Spaces: Belonging is a core emotional need for any 
employee, and especially for refugees who are adapting to a new environment. Each 
section of the guidelines emphasizes creating a psychologically safe space where 
refugee staff feel they truly belong. This can mean having peer buddy systems, mentorship 
programs, or employee resource groups that connect refugees with others (including allies) 
for support. It also means organizational policies explicitly validate and normalize 
emotional experiences – for instance, acknowledging that feeling overwhelmed in a new 
job is normal and that seeking help is encouraged, not stigmatized. Example: A company 
can dedicate a quiet room for prayer or meditation and encourage its use, signalling that 
employees’ cultural and emotional needs are respected. Such gestures help refugees (and 
other staff) feel safe bringing their “whole selves” to work. 
 
 

• Emotional Growth Mindset: Rather than viewing emotional challenges as problems, an 
EFT-integrated approach reframes them as opportunities for growth and connection. If a 
refugee employee faces a setback (e.g. a communication mix-up due to language), 
managers use it as a learning moment for the team – reinforcing that mistakes are part of 
learning and can lead to improved processes or training. Coaching and feedback focus on 
encouragement and skill development, helping employees transform feelings of frustration 
or shame into constructive action. Example: HR might implement a feedback tool where 
employees can reflect on challenges they faced and how they overcame them, reinforcing 
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resilience and continuous improvement. 
 
 

• Well-being and Self-Regulation Support: The guidelines incorporate tools for self-
regulation and stress management, recognizing that adjusting to a new country and job 
can be emotionally taxing. Employers are encouraged to provide resources like counseling 
services, stress reduction workshops, or mindfulness programs accessible to refugee 
employees and their teams. Teaching simple self-soothing techniques (deep breathing, 
short breaks, peer support) can empower refugees to manage anxiety or emotional 
triggers. This is beneficial to all staff: workplaces that promote mindfulness and emotional 
well-being tend to see reduced stress and improved focus among employees. Example: 
An HR department might offer optional weekly meditation sessions or provide access to an 
Employee Assistance Program (EAP) where refugees can confidentially discuss any 
personal difficulties. Over time, these practices build a more resilient workforce and a 
harmonious work environment. 
 

By integrating these emotion-focused principles into each part of the process – from hiring to daily 
team interactions – employers create an environment where refugee employees can thrive both 
functionally and emotionally. In the sections below, these principles are woven into concrete 
strategies, tools, and best practices, ensuring that empathy and human connection underpin the 
technical aspects of workforce integration. 

 

1. Understanding the Refugee Context 
Before implementing any integration program, employers and HR professionals must build a solid 
understanding of who refugees are and the context they come from. This section lays the 
foundation by covering both the legal definition and the human experience of being a refugee, 
ensuring that policy and empathy go hand in hand. 

• Who is a Refugee (Legal and Social Definition): A refugee is someone who has fled their 
home country due to a well-founded fear of persecution (for example, because of war, 
violence, or oppression). They have legal rights to protection under international and local 
laws. HR should recognize that refugees have been through formal processes to attain this 
status, which may involve work authorization or resettlement services. Understanding the 
legal framework (right to work, visa/permit requirements) is crucial for compliance. 
However, beyond the legal label, think of a refugee as a new neighbour and potential 
colleague who is rebuilding their life. This mindset shift – from seeing refugees as solely 
“victims” to seeing them as talented individuals with ambitions – is important for respectful 
integration. 
 
 

• Common Challenges Refugees Face: Refugee employees may encounter language 
barriers, cultural differences, and administrative hurdles unfamiliar to local hires. Many 
will be adapting to a new culture and might be working in their second (or third) language. 
There may also be logistical challenges (e.g. no local references or interrupted 
education/work histories). Critically, some refugees have survived trauma or loss, which 
can result in stress or health issues (like PTSD or anxiety). HR and managers should be 
aware that behaviours like quietness, hesitation, or strong emotional responses could be 
linked to these experiences. Adopting a trauma-informed lens means avoiding assumptions 
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and instead providing a supportive onboarding that accounts for these challenges. For 
instance, if a refugee employee seems withdrawn during team social events, a manager 
might gently check in privately to see if they are feeling comfortable, rather than assuming 
lack of interest. 
 
 

• Diversity Within Refugee Populations: It’s important not to stereotype – refugees are a 
highly diverse group. They vary by nationality, ethnicity, gender, age, education, skills and 
professional background. Some may be highly educated professionals (engineers, doctors) 
whose credentials might not immediately transfer; others may have years of work 
experience but in different contexts; some might be entering formal employment for the first 
time. Recognize individual strengths: a one-size-fits-all approach won’t work. Instead, 
get to know each refugee employee’s unique profile – what languages they speak, what 
training they have, and what support they might need. Culturally, norms can differ (for 
example, attitudes toward authority, directness in communication, or gender roles). 
Providing basic cultural orientation for staff and refugees on each other’s customs can 
build mutual understanding. Emphasize that diversity is an asset: different perspectives can 
lead to creativity and innovation in problem-solving. 

By grounding the guidelines in an understanding of refugees’ contexts, HR and employers can 
approach the following strategies with cultural sensitivity and empathy. This understanding fosters 
patience and flexibility – key qualities when helping new refugee hires adjust and feel welcome. 

 

2. Core Integration Strategies (Quantitative & Qualitative) 
The following core strategies combine quantitative targets with qualitative best practices to drive 
refugee workforce inclusion. Each strategy is enriched with emotion-focused measures to ensure 
integration is effective and human-centred. 

2.1 Strategy 1: Inclusive Hiring Practices 

Goal: Open pathways for refugees to join the organization by removing biases and lowering 
barriers. Back this with a measurable target to hold the company accountable (e.g. “Aim for at least 
5% of new hires (or a set number of roles) to be filled by candidates from refugee backgrounds 
within the next 12 months.”) Setting a target creates urgency and allows progress tracking. In fact, 
some companies have publicly committed to specific hiring goals – for example, Menzies Aviation 
set a global target for refugees to comprise 1% of its workforce by 2026. Your organization 
can choose an ambitious yet achievable figure appropriate to its size and industry. 

Tactics to implement inclusive hiring: 

• Partner with Refugee Support Organizations: Collaborate with local NGOs, resettlement 
agencies, or job placement programs that work with refugees. These partners can pre-
screen candidates, provide language interpretation for interviews if needed, and offer 
cultural insights. They may also alert you to job fairs or talent pools that include refugees. 
Building these partnerships signals your commitment and helps you reach qualified refugee 
talent more easily. 
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• Bias-Free Recruitment Processes: Review your hiring practices for unintended biases 
that might disadvantage refugees. This could include: 
 
 

o Anonymized CVs/Application: Remove names or country-of-origin from initial 
applications to reduce conscious or unconscious bias. Focus on skills and 
experience first. 
 
 

o Flexible Criteria: Consider equivalent experience rather than rigid credential 
requirements. A refugee might not have a formal degree documented but could 
have done on-the-job training or has demonstrable skills. 
 
 

o Training Recruiters and Hiring Managers: Conduct training on cultural sensitivity 
and implicit bias. Ensure interviewers understand that things like gaps in 
employment or foreign certifications are common for refugees and not necessarily 
negatives. Moreover, train them in empathetic interviewing – for instance, 
avoiding overly aggressive questioning, and being patient if the candidate’s first 
language isn’t English. Interviewers should approach the conversation as a two-way 
street: making the candidate comfortable to share their story. This might include 
providing questions in advance or allowing a support person to accompany the 
candidate if appropriate. 
 
 

• Inclusive Job Descriptions and Outreach: Write job postings in simple, clear language 
and avoid jargon that might confuse non-native speakers. Explicitly encourage applications 
from refugees or immigrants and highlight that the company values diversity. Use 
community job boards, refugee job portals, and social media to advertise. When possible, 
offer information sessions about the company for refugee communities – this helps 
candidates feel more confident and reduces the mystery of the hiring process. 
 
 

• Emotional Support during Hiring: Recognize that the interview process can be stressful 
for anyone, especially someone rebuilding their life. Small gestures can set a supportive 
tone: offer to have a bilingual staff member or interpreter present; let candidates know they 
can take a moment if they need to collect their thoughts; be transparent about each step of 
the hiring process to reduce anxiety. Such practices demonstrate empathy and can help 
bring out the candidate’s best. If a candidate shares part of their personal journey, listen 
respectfully and validate their experiences – this builds a positive impression of your 
workplace’s culture. 

Measuring Success: Track the number of refugee applicants, interviews, and hires. Measure 
progress toward your target (e.g. % of refugee hires). Also collect qualitative feedback – for 
example, ask interviewees (hired or not) about their experience to learn if they felt the process was 
fair and welcoming. This data will help refine your approach continuously. 
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2.2 Strategy 2: Onboarding and Retention Programs 

Goal: Ensure that once hired, refugee employees are set up for success and choose to stay with 
the organization. A structured, culturally sensitive onboarding program and ongoing retention 
efforts are key. Aim for metrics like “At least 70% of refugee hires are still employed with us after 
12 months.” In practice, many companies find refugee employees are highly loyal – one study 
found refugee turnover was half or less that of other employees in various sectors, indicating 
that well-supported refugees will stay and grow with the company. The following practices combine 
practical orientation with emotional and social support: 

• Personalized Onboarding Plan: Design an onboarding that goes beyond the standard 
paperwork. In the first few weeks, HR should have an enhanced presence with the new 
refugee hire. This means more frequent check-ins and guidance to help them acclimate. 
Provide a welcome kit that includes not just company info, but also local information (maps, 
public transport guides, perhaps details on nearby community centres or language 
classes). Ensure at least one HR representative or mentor is easily reachable for any 
questions during the initial days. A one-on-one meeting in the first week between the 
refugee employee and an HR lead or supervisor can establish trust and clarify 
expectations. Use this meeting to also share workplace norms (for example, if calling 
managers by first name is okay, break times, how to ask for help, etc.) which might not be 
obvious to someone from a different work culture. 
 
 

• Buddy or Mentorship System: Pair the new hire with a “buddy” – a friendly volunteer 
colleague, ideally someone who has some shared language or cultural background, or at 
least someone trained in or experienced with cultural sensitivity. A buddy provides day-to-
day guidance: they can show the new hire around, have lunch together, introduce them to 
others, and be there to answer small questions that a new employee might be hesitant to 
ask formally. This buddy system offers informal psychological and social support, 
easing the newcomer's social integration and helping them build relationships. Buddies 
should be briefed to be patient, proactive in outreach, and to alert HR if they sense the new 
hire is struggling silently. In addition to or instead of buddies, a formal mentorship 
program can be established where a more experienced employee (or manager) mentors 
the refugee hire over several months regarding career development, performance 
expectations, and networking in the company. 
 
 

• Cultural Orientation & Language Support: Early on, provide a basic orientation about 
workplace culture both ways: educate the refugee employee on company culture and 
norms, and educate the existing team about the incoming employee’s culture if 
possible. This mutual exchange fosters empathy. Consider arranging an informal cultural 
awareness session – for instance, the new hire could share about their home country (if 
they are comfortable) and the team can share aspects of local culture or workplace 
customs. This two-way learning builds mutual respect. Language support is often critical: 
if the refugee is not fully fluent in the work language, offer support like language classes, a 
language learning app subscription, or simply encouragement to take time for language 
study. Even assigning a bilingual colleague as a point person for clarification can help. 
Ensure important materials (safety guidelines, HR policies) are translated into the 
employee’s preferred language, or explained verbally with an interpreter if needed. 
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• Emotional and Social Integration: Recognize that starting a new job in a new country is 
an emotional journey. Normalize the challenges: let the new employee know that it’s okay 
to feel overwhelmed and that others have felt the same and succeeded. Encourage 
managers to periodically ask not just about work tasks, but “How are you feeling? How can 
we support you?” This opens the door for the employee to express any concerns. If your 
company has an Employee Assistance Program (EAP) or counselling service, highlight that 
resource confidentially. Also, encourage social inclusion: invite the new hire to team outings 
or coffee breaks, even if language is a barrier – inclusion often happens through small daily 
interactions. HR can facilitate by organizing team-building activities that don’t rely solely on 
language, like shared meals (be mindful of dietary restrictions; ask the new hire if they have 
any). Celebrating the new hire’s cultural holidays in the office or acknowledging them can 
go a long way in making them feel seen. 
 
 

• Building Trust through Consistency: Make sure promises made during hiring (e.g. about 
job role, support, work conditions) are kept. Consistency and reliability of support will build 
the employee’s trust in the organization. For refugees who may have experienced 
instability, knowing that their employer follows through on commitments is reassuring. If 
possible, map out a development plan: show them how they can grow in the role, what 
training is available, and what the path to advancement could be. This future-oriented 
support creates hope and motivation, increasing the likelihood they will stay long-term. 

Measuring Success: Monitor the retention rate of refugee hires (quarterly and at the 1-year 
mark). Track participation in buddy programs and get feedback from both buddies and the new 
hires on the usefulness of the support. Conduct short surveys or informal interviews with refugee 
employees at 30, 90, and 180 days to ask how integrated they feel and what could improve the 
onboarding experience. Use this data to adjust the program (for example, maybe more language 
support is needed, or an extended buddy period). Success is indicated by refugee employees 
reporting a sense of belonging and competence in their roles, and by retention meeting or 
exceeding that 70% first-year goal (many organizations find they can achieve even higher with 
strong support). 

 

3. Tools and Resources for Employers 
This section provides practical tools and reference materials that employers and HR can use to 
implement the strategies. It bridges policy to practice, giving you templates and links to existing 
programs, so you don’t have to start from scratch. 

• Inclusive Job Description Template: A sample job posting that uses welcoming language 
(for example, “Candidates from diverse backgrounds, including refugees, are encouraged 
to apply”). It focuses on essential skills rather than overly strict credentials. The template 
also highlights any relocation support or language support your company offers. Using such 
a template helps standardize inclusive language across all departments. 
 
 

• Onboarding Checklist (Refugee-Inclusive): A step-by-step checklist to ensure nothing is 
overlooked when bringing a refugee employee onboard. This includes standard items 
(equipment, accounts setup) plus additional elements like: scheduling cultural sensitivity 
training for the team, arranging the first meeting with the HR mentor, ensuring the “buddy” 
is assigned and has reached out, setting up language assistance if needed (e.g., enrolling 
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in a class or pairing with a language buddy), touring the neighbourhood around the 
workplace (pointing out nearest clinic, bank, grocery store as noted in Tent’s guidance), 
and checking that the employee knows how to access any emotional support resources 
(like the EAP or wellness room). The checklist acts as a simple but vital tool to make sure 
the onboarding is comprehensive and human centred. 
 
 

• List of Support Programs and Funding Schemes: A compiled directory of government 
and NGO programs that assist with refugee employment. This could include: 
 
 

o National programs: e.g., government wage subsidy or tax credit programs for hiring 
refugees, language training funds, or apprenticeship initiatives. 
 
 

o EU-level programs: if applicable, EU funds or networks that support companies 
integrating refugees (for instance, the EU’s Action Plan on Integration and Inclusion 
resources, or funding for vocational training). 
 
 

o Local community resources: any local job placement agencies, refugee support 
non-profits, or mentorship networks. 
 Having this list readily available helps HR connect refugee employees with external 
resources and tap into any financial incentives or support that can facilitate hiring 
(offsetting costs for training, for example). 
 
 

• Templates for Individual Development Plans and Coaching: Provide a template that HR 
or managers can use to map a refugee employee’s career development plan. It might 
include sections for setting goals (skills to learn, roles to aim for), identifying mentors or 
training courses, and noting any additional support needed (like certification conversion, 
language proficiency goals). This ties into the emotion-focused idea of growth – showing 
the employee a future in the company. A coaching log template could help track regular 
check-ins focused on the employee’s adjustment and growth, prompting managers to 
discuss not just work tasks but how the person is feeling and progressing. 
 
 

• Case Management Tools: If you have a larger program (hiring multiple refugees), a simple 
case management spreadsheet or software can track everyone’s status: their background, 
any accommodation needed (for example, flexible schedule for language classes or prayer 
times), progress notes from managers or mentors, and key dates (like work permit 
renewals). This ensures no one falls through the cracks. It can include a section for “well-
being check” notes, emphasizing again that emotional integration is being monitored 
alongside job performance. 
 
 

• Accessibility and Inclusiveness Checklist: This is a tool to assess your workplace 
environment and policies. It covers physical accessibility (important for any employees with 
disabilities, including those that might stem from injuries or trauma) and cultural inclusivity. 
For example, check if your dress code is flexible enough to allow religious attire, if your 
workplace has a dedicated quiet space for prayer or meditation (if not, consider creating 
one), whether signage is multilingual or easily understandable, and if team events are 
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planned with cultural diversity in mind (e.g., not always centred around alcohol if you have 
employees who don’t drink). The checklist can be used periodically to audit and improve 
the workplace setting. 
 
 

By utilizing these tools and resources, employers can operationalize the guidelines effectively. 
They provide the “how-to” details that complement the broader strategies, making it easier for busy 
HR teams to implement changes systematically. Each tool also serves as a reminder to keep both 
practical and emotional needs in focus – for instance, a checklist that explicitly includes “introduce 
the new hire to the team and ensure they have a lunch buddy for the first week” embeds emotional 
support into routine procedure. 

 

4. Building a Supportive Workplace Culture 
Creating a truly inclusive workplace for refugees (and all employees) hinges on the broader 
culture of the organization. This section addresses how to cultivate a day-to-day work environment 
that embraces diversity, fosters emotional safety, and enables everyone to bring their best 
selves to work. The culture should be one where differences are celebrated and emotional well-
being is treated as a collective responsibility, not an individual burden. 

• Leadership Commitment and Role-Modelling: Change starts from the top. Company 
leaders and managers should openly champion refugee inclusion and model empathy. This 
could mean a senior leader announces the refugee hiring initiative and explains why it 
matters, linking it to company values. Leaders who show vulnerability and compassion set 
the tone – for example, a manager sharing a story in a meeting about a personal cross-
cultural learning experience can signal that it’s okay to talk about emotions and challenges. 
Reflective listening should be a core leadership skill: when employees raise concerns or 
suggestions, leaders actively listen, acknowledge the input, and respond thoughtfully. 
Training in emotional intelligence and reflective listening can be provided to managers 
to build these skills. The payoff is significant: studies have found that managers who lead 
with empathy not only improve team morale but also see gains in performance and 
productivity. 
 
 

• Staff Training on Cultural Sensitivity and Unconscious Bias: Organize regular training 
sessions or workshops for all staff to learn about cultural differences, unconscious biases, 
and inclusive behaviours. This training should include scenarios relevant to refugee 
colleagues – for instance, communicating with someone for whom English is a second 
language, or understanding different norms around giving feedback or eye contact. Include 
emotion-focused modules: e.g., how to practice empathy in daily interactions, and how 
to recognize one’s own emotional responses (like frustration if communication is slow) and 
manage them constructively. By educating employees about trauma and its effects, you 
cultivate patience and support – HR leaders note that being trauma-informed is part of 
fostering psychological safety at work. Emphasize that everyone, not just managers, 
plays a role in creating a welcoming atmosphere. 
 
 

• Peer-to-Peer Mentoring and Buddy Systems: Encourage formation of support networks. 
Beyond the initial onboarding buddy, companies can support Employee Resource Groups 
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(ERGs) or informal networks for refugee employees or immigrants. If there are only a few 
refugee employees, consider a broader ERG like “Newcomers Network” that any foreign-
born employees or allies can join. These groups allow peer mentoring, where those who 
have navigated integration can advise newer hires. They can also host cultural exchange 
events (like a potluck with foods from different countries) to build camaraderie. Such 
networks give refugees a safe space to voice concerns and triumphs to people who may 
relate, reducing isolation. Attachment and belonging grow when people find others who 
share similar stories or who show solidarity. Even a small company can foster belonging by 
pairing up employees from different departments for informal check-ins or coffee chats, to 
break down cliques and silos. 
 
 

• Normalize and Celebrate Diversity: Make diversity and inclusion a visible part of your 
culture. Mark important cultural dates (for example, World Refugee Day, or festivals like 
Eid, Diwali, Lunar New Year, depending on the backgrounds of your staff). You can 
celebrate by sharing a company-wide note, hosting a lunch-and-learn about what the day 
means, or simply acknowledging the contributions of refugee employees. This sends a 
powerful message that all cultures are valued. Also, normalize discussions around 
emotional well-being – for instance, in team meetings, managers can occasionally ask 
“how is everyone doing this week?” or share a mental health tip. When employees see 
leaders and peers openly discussing topics like stress management or the importance of 
work-life balance, it chips away at any stigma around these issues. Validating emotional 
experiences as a natural part of work life (e.g., acknowledging that public speaking can be 
nerve-wracking or that adapting to change is hard) makes it more likely that employees, 
including refugees, will voice their needs before they become crises. 
 
 

• Policies that Ensure Psychological Safety: Ensure your HR policies reinforce a safe 
culture. This includes zero tolerance for harassment or discrimination – and make sure 
refugees know how to report any issues and trust that they will be taken seriously. It also 
includes flexibility: for instance, allowing a flexible schedule for someone who needs to 
attend counseling or language classes demonstrates that you prioritize well-being and 
development. Some companies introduce a concept of “safe circles” or facilitated 
discussions where employees can talk about challenges (work-related or personal) in a 
confidential, supportive setting. HR might host a monthly roundtable (with ground rules of 
respect) for anyone to share suggestions or issues anonymously. Being proactive in these 
ways helps prevent “negative interaction cycles” – if tensions or miscommunications arise 
in a diverse team, address them early through mediated conversation, rather than letting 
them fester. A culture that promptly addresses conflicts with compassion and solutions 
keeps the workplace healthy and trusting. 

In a supportive workplace culture, refugee employees feel genuinely included – not just 
tolerated or singled out as charity cases. The entire staff benefits from the increased empathy 
and communication skills that such a culture fosters. Research shows that when employees feel 
psychologically safe, organizations reap the rewards in engagement and retention. By building a 
culture where everyone, regardless of background, can express themselves, learn from mistakes, 
and lean on each other, you create a workplace where both people and business thrive. 
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5. Monitoring, Evaluation, and Reporting 
To ensure that efforts to integrate refugees are effective, it’s crucial to monitor progress and 
evaluate outcomes over time. This section outlines how to use data and feedback loops to 
continually improve your integration program. It’s about being accountable – both internally and 
externally – for creating an inclusive, emotionally healthy workplace. 

• Key Performance Indicators (KPIs): Define clear metrics at the start of your program. 
These could include: 
 
 

o Percentage of refugee employees in the workforce (and in each level or 
department, to ensure they are not all in entry-level roles, unless by choice). 
 
 

o Retention rate of refugee hires (e.g., the one-year retention target of 70% or higher 
as mentioned). 
 
 

o Promotion or advancement rate for refugees (are they moving up or taking on 
greater responsibilities over time?). 
 
 

o Employee satisfaction and engagement scores for refugee staff (if your company 
conducts regular engagement surveys, cut the data by demographic to see if 
refugee employees score differently on feeling valued, supported, etc.). 
 
 

o Training participation: e.g., % of managers who have completed trauma-informed 
training or cultural competency training. 
 
 

o Mentorship/Buddy uptake: how many refugee employees have an active mentor 
or buddy and for how long. 
 
 

• Having quantitative targets (like the hiring and retention percentages) combined with 
qualitative indicators provides a balanced scorecard. For example, if retention is high but 
satisfaction is low, that’s a sign people stay perhaps due to limited alternatives, but are not 
truly thriving – which you’d want to address. 
 
 

• Regular Feedback from Refugee Employees: Establish a feedback loop where refugees 
can share their experiences and suggestions safely. This might be through anonymous 
surveys, one-on-one stay interviews, or group listening sessions. HR could, for instance, do 
a quarterly anonymous survey specifically focusing on the integration experience, asking 
questions like “Do you feel like you belong in your team?”, “Do you know where to get help 
if you have an issue at work?”, “Have you faced any uncomfortable situations or bias?” etc. 
Ensure anonymity and emphasize that the purpose is to improve the program, not to single 
anyone out. Additionally, encourage managers to have periodic check-in conversations 
focusing on how the employee is feeling (separate from task-related one-on-ones). 
Emotion-focused tip: In these check-ins, managers should practice validation (“It’s 
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understandable you found that meeting challenging, given it was all technical jargon”) and 
then collaborative problem-solving (“Let’s find a way to make those meetings easier to 
follow – maybe we can share an agenda or glossary ahead of time”). Capture any serious 
issues and address them promptly. 
 
 

• Feedback from Managers and Coworkers: It’s also useful to gather input from those 
working closely with refugee hires. This isn’t about scrutinizing the refugees but rather 
checking if managers feel they have the tools to support their team member and if the team 
dynamics are healthy. Ask managers questions like: “Do you feel confident in coaching and 
supporting your refugee team member? If not, what would help?” and “Have you noticed 
any team challenges related to cultural integration that we should work on?” Co-workers 
can be asked (again, likely anonymously or via HR chats) if they feel the workplace is 
inclusive and if they have suggestions to improve team cohesion. This 360-degree 
feedback ensures the program is supporting not just the refugees but the whole team in the 
integration process. 
 
 

• Adjust and Iterate: Use the data collected to identify what’s working and where gaps exist. 
If, say, the satisfaction surveys show refugee employees feel uncomfortable asking 
questions in meetings, that might prompt additional communication training for teams or a 
buddy sitting in on meetings to assist the new hire. If retention of refugees in a particular 
department is low, investigate why – is there a manager issue, or lack of growth 
opportunities, or something else? Treat your integration initiative as you would any 
important project: do quarterly or biannual reviews of the KPIs and feedback and make 
concrete action plans for improvement. Document changes you implement (for instance, 
“Added a monthly cultural diversity roundtable based on feedback for more cross-team 
interaction”) and then later check if those changes led to better outcomes. 
 
 

• Reporting and Accountability: Summarize the progress in an internal report to leadership 
and, if appropriate, in external communications. Internally, report on how the program has 
impacted the company (use those metrics: “we doubled our refugee hires this year, and 
retention is at 80% which is above company average”). Highlight success stories or quotes 
from refugee employees about positive experiences – personal stories are powerful to 
maintain buy-in. Externally, many companies include diversity and inclusion efforts in 
annual reports or CSR (Corporate Social Responsibility) reports. Sharing achievements – 
like “We met our goal of hiring X refugees this year and have seen increased engagement 
scores in those teams” – not only holds the company accountable publicly but also 
encourages other companies and stakeholders by showing what’s possible. Ensure 
confidentiality and dignity in reporting; focus on aggregate outcomes and stories shared 
with permission, rather than singling out individuals without consent. 
 
 

Monitoring and evaluation might sound technical, but it’s fundamentally about listening and 
responding – which is at the heart of an emotion-focused approach. By listening to the data and 
voices of employees, and responding with adjustments, the company shows it is truly committed to 
learning and improving the refugee integration experience continually. 
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6. Case Studies and Best Practices 
Learning from real examples can illustrate how these guidelines play out in practice. In this section, 
we provide brief case studies of companies (fictional or real) that successfully integrated refugees, 
along with the key takeaways from each scenario. These stories highlight best practices and even 
missteps to avoid, giving life to the concepts discussed. 

• Case Study 1: Manufacturing Company “TechParts Inc.” – Diversifying the Production 
Line 
Scenario: TechParts Inc., a mid-sized manufacturer, partnered with a local refugee 
resettlement agency to fill entry-level assembly jobs amid a labour shortage. Over two 
years, they hired 20 refugees from various countries. 
What They Did: TechParts provided on-site language classes twice a week for an hour, 
which all employees were invited to (not just refugees, fostering a fun, inclusive learning 
environment). They also implemented a cross-training program: each refugee hire was 
paired with a veteran employee to learn different stations, which built one-on-one 
relationships. HR held “cultural lunch” monthly where one of the refugee employees would 
share their cultural food and stories (on a volunteer basis). Crucially, management 
underwent a one-day training on trauma-informed supervision, learning how to recognize 
signs of stress or PTSD and how to respond supportively (for example, if loud noises on the 
factory floor triggered anxiety in someone, they could rotate tasks or use protective gear to 
dull sound). 
Results: Retention of those 20 hires was excellent (90% after one year, with one person 
promoted to line supervisor). The plant manager reported improved overall morale on the 
floor, crediting the program for teaching supervisors’ patience and better communication 
skills. In fact, some of those veteran employees reported they themselves felt more 
engaged at work after becoming buddies and “teachers,” finding purpose in helping 
newcomers. Key Takeaways: Providing language support and cultural exchange 
opportunities not only helps refugee employees acclimate but can enrich the entire 
workforce. Also, don’t underestimate refugees’ potential – one refugee with an engineering 
background was able to suggest a process improvement on the line after a few months, 
showing that given the right support, refugees can contribute skills beyond the entry-level 
role they start in. 
 
 

• Case Study 2: Hospitality Group “Sunrise Hotels” – From Trauma to Talent 
Scenario: Sunrise Hotels committed to hire 50 refugees across their hotel locations. Many 
hires were women who had fled conflict zones, now starting over in a new country. The 
roles ranged from housekeeping to front-desk staff. 
What They Did: Recognizing the potential trauma background, Sunrise worked with a 
psychologist to train their HR and hotel managers on mental health first aid and 
emotional coaching. They set up a peer support circle specifically for the refugee women 
– a monthly meeting (on paid time) where they could talk about how work is going and life 
outside work, facilitated by a bilingual counsellor. For skills, Sunrise implemented a “skills 
ladder” program: refugee employees could shadow roles in other departments (kitchen, 
admin, etc.) to learn and move up. Importantly, Sunrise’s top leadership made frequent site 
visits to personally check in with the refugee employees, which made them feel highly 
valued. One general manager even paired with a refugee housekeeper as her mentor, 
breaking typical hierarchy barriers. 
Results: The emotional support paid off. The refugee employees reported feeling “like 
family” at work. There were instances where personal crises (like a refugee employee’s 
family member falling ill back home) were met with understanding – the hotel gave 
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additional paid leave and held the job until she returned. Such empathy built deep loyalty. 
Sunrise Hotels not only retained the majority of these hires but also gained a reputation in 
the community as a compassionate employer; local press covered their initiative positively, 
boosting their brand. Key Takeaways: Trauma-informed and empathetic management can 
transform a workplace – by meeting vulnerability with support, Sunrise unlocked the 
potential of employees who then went above and beyond in their roles. Also, showing 
genuine care (like leadership taking time to engage) can have outsized effects on morale 
and loyalty. 
 
 

• Case Study 3: Tech Company “CloudSolve” – Inclusive Recruitment and Innovation 
 Scenario: CloudSolve, a software firm, decided to bring in refugee talent to its IT support 
and QA teams. They hired 5 refugees with tech backgrounds (some had degrees, some 
were self-taught) through a refugee coding workshop program. 
What They Did: CloudSolve’s hiring process was adjusted – they used a skills test instead 
of formal credential requirements to identify talent, which benefited the refugees who had 
non-traditional backgrounds. During onboarding, they assigned each refugee hire not just a 
buddy, but also a career coach – an internal senior engineer who met with them monthly to 
talk about career growth and any technical or social challenges. The company’s culture was 
already agile and open, but they took it further by introducing “story sessions” in team 
meetings: over a period of a month, every team member (not just refugees) got 10 minutes 
to share something about their personal journey. This exercise-built empathy across the 
whole team (engineers from the local area learned about their colleagues’ lives in Syria or 
Afghanistan, and likewise, refugees learned about their colleagues’ lives). CloudSolve also 
instituted a flexible holiday policy (floating holidays) to let those who wanted to observe 
different religious days swap out official holidays – a policy that benefited many employees, 
not only refugees. 
Results: The team’s cohesion improved; managers noted that after the “story sessions,” 
collaboration went up because people were interacting more and forming personal bonds. 
In terms of innovation, one refugee employee helped localize CloudSolve’s product for a 
new language market, directly contributing to business growth. All 5 initial hires were 
retained and two were later instrumental in recommending other refugee candidates as the 
program continued. Key Takeaways: Inclusive hiring (focusing on skills) can uncover great 
talent that traditional filters miss. And building empathy among all staff – by creating forums 
for personal storytelling and understanding – fosters a unity that can drive teamwork and 
even business expansion (new ideas, new markets). Flexibility in policies around holidays 
or schedules can make a big difference in making diverse staff feel respected. 

Each of these cases demonstrates that while industries differ, the core principles hold true: 
supportive onboarding, cultural openness, empathy, and opportunities for growth lead to 
successful refugee workforce integration. The best practices showcased – from buddy systems 
and training to leadership engagement and flexible policies – echo the guidelines in this document 
and show they are both practical and effective. Companies can draw inspiration from these 
examples to tailor their own programs, proving that challenges like language or cultural differences 
can be overcome with the right approach, often turning into strengths for the organization. 

 

7. Legal and Policy Considerations 
Employers must navigate the legal landscape surrounding refugee employment to ensure 
compliance and to support refugees in exercising their rights. This section provides an overview of 
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key legal and ethical considerations, especially relevant in an EU/EEA context (adjust as needed 
for local laws), and ties them to the guidelines’ emphasis on fair and respectful treatment. 

• Right to Work and Documentation: Verify the specific work authorization that refugees in 
your country have. Many refugees or those with asylum status have the legal right to work, 
but documentation may vary (e.g., work permit, residence permit, social security number). 
HR should be well-versed in what documents are acceptable for hiring and avoid asking 
for anything beyond what is legally required, so as not to create extra hurdles. For 
example, in many cases a refugee’s state-issued ID and work authorization letter suffice; 
asking for a passport might be unnecessary and problematic if they don’t have one. Ensure 
your hiring managers understand that refugees should be treated like any other candidate 
in terms of what paperwork is requested (to avoid discrimination). It can be helpful to 
proactively communicate with the new hire about any documentation renewal timelines 
(some permits need annual renewal) and offer support or flexibility during those times. 
 
 

• Employment Rights and Protections: Refugee employees are protected by the same 
labor laws as others – minimum wage, working hours, anti-discrimination laws, etc. 
Emphasize internally that refugees should get equal treatment in pay and 
opportunities. If your jurisdiction has specific non-discrimination clauses covering 
nationality or refugee status, make sure those are reflected in your company policy. Also 
consider privacy: a person’s refugee status is part of their private life; beyond necessary 
HR documentation, it should be their choice if they want to disclose their background to 
colleagues. Encourage a culture of consent and respect – for example, managers can ask 
a refugee employee if they are comfortable being highlighted in a company diversity story; if 
not, that preference must be respected. 
 
 

• Avoiding Exploitation: Unfortunately, there can be a power imbalance when someone is 
desperate for work or security. Make it clear in your ethical guidelines that the company will 
not tolerate any form of exploitation or harassment. This means no underpaying refugees, 
no unsafe assignments that others wouldn’t be asked to do and actively ensuring a 
workplace free from bullying or bias. If a refugee employee is having performance issues, 
handle it through the normal HR process – do not assume it’s because of their background, 
and do not single them out. It’s important that they’re held to standards in a fair way, with 
the same patience and coaching any employee would receive. Also, be mindful of trauma 
triggers: for example, if your workplace has loud noises, intense interactions, or other 
elements that might trigger someone with PTSD, try to have accommodations or warnings 
in place. Legally, severe trauma could be considered a disability in some contexts, requiring 
reasonable accommodation – so consult legal counsel on applying disability 
accommodation laws if needed (e.g., allowing noise-cancelling headphones or breaks away 
from stressful environments). 
 
 

• Confidentiality and Emotional Safety: An emotion-focused approach in HR means 
treating any personal disclosures (such as a refugee sharing about their mental health or 
family situation) with strict confidentiality, as you would any sensitive HR matter. Create 
policies that encourage employees to come forward if they need help, with assurance that 
their privacy will be protected. For example, if an employee confides in HR about having 
nightmares due to past trauma and requests not to work the night shift, HR can make that 
schedule change without broadcasting the reason. It’s both a legal and ethical duty to 
protect employees’ personal information and to create an environment of trust. In a trauma-
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informed workplace, survivors have control over their own story – they share what they 
want, on their own terms. Never pressure a refugee employee to recount their story for 
marketing or team building purposes if they’re not willing; even well-meaning curiosity from 
colleagues needs to be managed respectfully. 
 
 

• Diversity, Equity & Inclusion (DEI) Policies: Incorporate refugee inclusion into your 
company’s broader DEI strategy. Many countries, including those in the EU, have national 
action plans or incentives for companies that diversify their workforce. Align with these 
where possible. For instance, if there are government programs that certify “refugee-
inclusive employers” or provide training on this topic, engage with them. Ensure your non-
discrimination policy explicitly mentions national origin and refugee/asylee status as 
protected categories. Also, if applicable, remain aware of laws around language in the 
workplace (some places might require that employees can speak a certain language for 
safety reasons, etc., but beyond those, there should be no rule against employees 
speaking another language amongst themselves during breaks, for example – that can be 
seen as harassment or discrimination if imposed). 
 
 

• Health and Safety Regulations: Consider if any health/safety information needs special 
attention. For example, safety training should be delivered in a language the refugee 
employee understands (legally you must ensure employees know safety procedures). If 
literacy is an issue, use visual aids or hands-on demonstration. This is both a legal 
requirement (to provide a safe workplace) and a moral one to ensure no one is at risk 
because they didn’t fully comprehend instructions. Additionally, mental health falls under 
wellbeing – some jurisdictions require certain support or benefits. While not law, it’s a best 
practice to treat mental well-being as part of your safety program. As noted, psychological 
safety is increasingly recognized as vital; some countries even discuss workplace 
harassment/bullying in terms of health & safety law. Staying ahead of the curve by making 
emotional well-being part of your policy not only helps employees but also ensures you’re in 
line with evolving norms and regulations. 

Staying informed about the legal landscape is crucial. It protects the company and the employees. 
When in doubt, consult legal experts or resources specifically about refugee employment (many 
NGOs publish guides on the legal aspects). But overarching all specifics, the guiding principle 
should be equity and respect: treat refugee employees fairly, as you would others; while providing 
any additional support they might need to have truly equal opportunity to succeed. 

 

8. Conclusion and Call to Action 
In conclusion, integrating refugees into the workplace is a journey that combines practical 
strategy with human empathy. By following these guidelines, employers and HR professionals 
can create a work environment where refugee employees are not just present but are truly 
included and able to flourish. The key principles we’ve highlighted – from inclusive hiring and 
tailored onboarding to emotional support, cultural competency, and continuous improvement – all 
interlock to form a robust framework for inclusion. 

It’s important to remember that these efforts benefit everyone, not only refugees. When you 
cultivate empathy, safety, and diversity in your organization, you create a culture where all 
employees feel more engaged and supported. As we saw, companies that have embraced these 
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principles often witness higher loyalty and performance across the board. The data and cases 
shared here reinforce that investing in people’s well-being is investing in the organization’s 
success. An emotionally healthy workplace is a productive workplace. 

Call to Action: We encourage you – as leaders, HR practitioners, or colleagues – to take the next 
steps in applying these guidelines. Start small if needed: perhaps begin by setting up a buddy 
program or hosting a cultural awareness lunch or training managers in trauma-informed practices. 
Every action, even modest, can ripple outward. Make a commitment (why not publicly?) to hire 
and support refugees and rally your team around this mission. Track your progress, celebrate wins 
(like that first refugee hire’s one-year work anniversary, or first promotion), and be transparent 
about the lessons learned. 

Refugee workforce integration is not always easy – there will be challenges and learning moments. 
But the rewards are profound: you’re not only gaining potentially excellent employees; you’re also 
contributing to rebuilding lives and demonstrating leadership in social responsibility. In a world 
where over 100 million people have been displaced, businesses have a crucial role to play in 
providing stability and hope. By adopting these guidelines, you become part of a global solution, 
showing that our workplaces can be spaces of growth, understanding, and second chances. 

Let this document be a starting point. Adapt it, enrich it with your own experience, and share your 
outcomes so others can learn. Together, we can create workplaces that are as humane as they 
are high-performing – where the value of a person is never lost in the process of work. 
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Emotion-Focused HR Principles and Thematic Focus Areas 
In developing an HR strategy that prioritizes mental health and emotional well-being (informed by 
Emotion-Focused Therapy principles), we can group initiatives into key thematic focus areas. 
These focus areas apply to all staff – not just refugees – underscoring that a healthy emotional 
culture is essential company-wide. Below is an overview of each thematic group, its goals, and 
how it can be implemented in a general HR strategy: 

1. Emotional Awareness & Coaching 

Goal: Foster a workplace where emotions are recognized, respected, and used constructively. 
This means helping both managers and employees develop a high level of emotional intelligence, 
so they can navigate their own feelings and support others. 

• Supporting Emotion Coaching: HR can train managers to become coaches in the 
emotional realm, not just task supervisors. This involves workshops on identifying and 
naming emotions (for example, learning to distinguish when an employee is stressed vs. 
disengaged vs. fearful) and appropriate responses. Managers should learn how to have 
conversations that validate an employee’s feelings first before moving to problem solving. 
Implementation: Incorporate modules on active listening and empathy into leadership 
training. Provide managers with cheat-sheets or frameworks (like the 5 steps of emotion 
coaching: 1) Be aware of emotions, 2) Recognize emotion as opportunity for connection or 
coaching, 3) Listen with empathy, 4) Help the person label the emotion, 5) Set limits and 
problem-solve if needed). Encourage managers to practice these in one-on-ones. 
 
 

• Empathy and Accessing Core Emotions: Host training sessions or team-building 
exercises that encourage employees to connect with deeper emotions in a safe way. This 
could include storytelling sessions (like the case study example) or guided discussions 
where employees can share challenges and successes. The idea is to build empathy 
across the team by letting people see the human side of each other. For example, a 
workshop might use scenario role-plays to illustrate vulnerability – perhaps an exercise 
where people pair up and share a work-related challenge and how it made them feel. 
Teaching that emotions like vulnerability or even shame can be discussed openly (with 
appropriate boundaries) helps build trust. Over time, employees become more comfortable 
saying “I’m feeling a bit overwhelmed” or “I was nervous to speak up in that meeting,” which 
allows the team to address issues before they escalate. This cultural shift can lead to teams 
that are more cohesive and supportive. 
 
 

• Validating and Normalizing Emotional Experiences: HR policies and communications 
should explicitly state that it’s normal to have emotions at work – whether it’s frustration 
over a project, excitement about a success, or sadness about personal issues. Normalize 
by example: leaders thanking someone for sharing how they feel, or HR including 
reminders in newsletters that it’s okay to take a mental health day if needed. Consider 
introducing concepts like “emotional check-ins” at the start of some meetings (e.g., 
everyone shares one word for how they’re feeling). This reinforces that emotions are a 
natural part of life and work. When employees do express feelings, train all staff (again, 
especially managers) to respond in a validating way: no one should be shamed or 
penalized for showing emotion appropriately. For instance, if a team member gets teary 
from stress, a validating response is “I know we have a lot going on, it’s understandable to 
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feel this way – let’s see how we can make it more manageable,” rather than an awkward 
silence or a joke to “toughen up.” Over time, such an environment leads to employees who 
are more authentic and engaged, as they don’t have to hide their true feelings. 
 

Why it Matters: Emotional awareness and coaching strengthen the organization’s resilience. 
When people feel understood by their bosses and peers, they experience greater job satisfaction 
and loyalty. Indeed, research shows that empathetic management correlates with higher retention 
and performance. By embedding emotion coaching and empathy into your HR strategy, you create 
leaders who can harness emotions as a positive force – turning what could be conflicts or 
disengagement into opportunities for connection and motivation. 

2. Communication & Relationship Skills 

Goal: Enhance the quality of communication in the workplace and build healthier relationships, so 
that teams can navigate conflicts or challenges without falling into negative cycles. This focus area 
is about giving employees and leaders the skills to communicate openly, listen deeply, and resolve 
interpersonal issues constructively. 

• Embedding Reflective Listening in Leadership: As mentioned earlier, reflective listening 
is a cornerstone of good communication. For HR, this means establishing training and 
norms for managers to practice this skill. Tactics include workshops where managers role-
play difficult conversations (like giving feedback or handling an upset employee) and must 
practice using phrases like “What I hear you saying is…” or “It sounds like you’re feeling X 
about Y, is that right?”. HR can also share success stories in internal communications 
about leaders who solved a problem by listening rather than reacting. To encourage it daily, 
you might implement a simple rule: in meetings, after a complex or emotionally charged 
point is made, the next person who speaks first summarizes what was said before adding 
their input. This ensures people feel heard. When leadership consistently demonstrates 
reflective listening, it trickles down to the whole organization – communication becomes 
less about waiting for your turn to talk and more about understanding each other. 
 
 

• Breaking Negative Interaction Cycles: Teams can sometimes get into toxic patterns (for 
example, a blame game between two departments, or a senior-junior dynamic where the 
junior never speaks out). HR can address this by facilitating team interventions. This could 
involve bringing in an external facilitator or training internal HR business partners in 
mediation and group dynamics. They can observe meetings or gather feedback and then 
help the team identify the pattern (“We’ve noticed in project debriefs; the same two people 
end up arguing while others stay silent. What can we do differently?”). Using EFT 
principles, focus on underlying emotions driving the cycle – maybe the argument stems 
from one person feeling unappreciated and the other feeling insecure. Once identified, 
teams can be coached to acknowledge those feelings and reframe their interactions. 
Perhaps they establish new rules: e.g., “We attack the problem, not the person” or “If a 
discussion gets heated, we’ll pause, and each person will say what they need rather than 
what others did wrong.” HR might introduce communication charters for teams – 
essentially agreements on how to communicate (listening fully, no interrupting, assuming 
positive intent, etc.). Regular follow-ups ensure the negative patterns are truly shifting. 
 
 

• Team building Focused on Trust: In addition to conflict resolution, proactive relationship 
building is key. HR can plan team-building activities that aren’t just fun but are intentionally 
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designed to build trust. For example, guided workshops (sometimes called “trust circles” or 
“clearing sessions”) where team members finish sentences like “One thing I appreciate 
about you is…” and “One thing I’d like to improve in our communication is…”. These need 
skilled facilitation to ensure psychological safety, but when done, they can clear the air and 
deepen relationships. Thematic workshops on topics like “Giving and Receiving Feedback” 
can also help – teaching people how to express concerns without blaming and how to 
receive criticism without defensiveness. The outcome is a culture where issues are 
addressed early and kindly, rather than avoided or explosively confronted. 
 

Why it Matters: Communication breakdowns and unresolved conflicts are major causes of stress 
and productivity loss in companies. By investing in communication and relationship skills, HR helps 
prevent minor issues from becoming major crises. Teams that communicate well tend to be more 
innovative and agile because they can debate ideas constructively and adapt quickly. Plus, an 
environment with good communication is more attractive to employees – people stay where they 
feel their voice is heard and where disagreements can be handled with respect. Ultimately, this 
focus area contributes to a positive employee experience, reduces turnover, and builds a strong 
organizational reputation for being a great place to work. 

 

3. Growth-Oriented Emotional Development 

Goal: Leverage emotional experiences as fuel for personal and professional growth. Instead of 
avoiding or suppressing difficult emotions, this focus area encourages reframing challenges and 
failures as learning opportunities and using the energy of emotions to drive positive change. 

• Reframing Emotional Challenges as Growth Opportunities: HR can introduce coaching 
programs or training that specifically teach a “growth mindset” toward setbacks and stress. 
This could involve workshops on resilience where employees practice reframing 
techniques. For example, an exercise might involve writing down a recent work challenge 
and how it made you feel – then working in pairs to reframe the experience (e.g., “missing 
the deadline was very stressful, but it taught me how to better coordinate with my team – 
now I know we need progress check-ins well before the due date”). Leaders should also 
model this: sharing their own stories of a failure that later became a success through 
lessons learned sends a powerful message. Performance reviews can include discussions 
not only of achievements but also of struggles and what was learned from them. By 
formally acknowledging growth-through-struggle, the company destigmatizes imperfection. 
It says: it’s okay to not be okay at times, as long as we learn and support each other going 
forward. 
 
 

• Transforming Core Emotions into Action: Emotions like anger, fear, or shame – often 
seen as “negative” – can be channelled into constructive outcomes if handled well. HR 
could implement training on emotional regulation strategies: e.g., when angry, take a pause 
and use that energy to identify what value or boundary was violated that made you angry, 
then assertively (not aggressively) communicate the needed change. For instance, if 
employees are frustrated about a process, HR can facilitate a solution-finding workshop 
(“anger as passion for change”). If someone feels shame about a mistake, a manager could 
help them turn that into a personal improvement plan (“what can we put in place, so you 
have the info/support to not feel that way again?”). One strategy is to have coaching 
questions embedded in one-on-ones like: “Is there anything that has been bothering you 
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that we can address?” and “What’s one thing you would want to improve about our team, 
and how can I help with that?”. Encourage team retrospectives after projects where people 
can express frustrations or disappointments freely, and then immediately pivot to “so what 
can we do with this insight?” For example, an IT team might say “We’re frustrated that we 
get last-minute requests (emotion: irritation), so action: let’s create a request calendar and 
communicate deadlines to other departments.” Thus, the emotion spurs a positive change. 
 
 

• Identifying and Addressing Negative Emotional Patterns: Sometimes individuals (or 
even teams) can get stuck in loops – like a person who constantly feels inadequate, or a 
team that habitually procrastinates because they fear failure. HR can offer tools like self-
assessment surveys or reflection journals for employees to identify such patterns. Partner 
with any employee development or assistance programs to perhaps offer coaching or 
counselling that specifically helps break these cycles. For example, an employee who 
notices a pattern of burnout every quarter might work with a coach to adjust workload 
management and assert boundaries. On a team level, if there’s a pattern of blame after 
each project, HR can step in to facilitate a new approach (like a blameless post-mortem 
process). Data can help too: engagement surveys might show a team that consistently 
reports lower psychological safety or higher stress – that’s a red flag of a negative cycle, 
prompting HR to investigate and intervene. The company might also use pulse surveys 
asking questions like “Do you feel you often repeat the same stressful experiences at 
work?” to surface these patterns. 
 

Why it Matters: Embracing a growth-oriented emotional development approach turns the 
inevitability of workplace stress and setbacks into a powerful engine for continuous improvement. 
Employees who see their own growth in emotional terms – not just skill and title – are likely to feel 
more motivated and empowered. It builds resilience: when the next challenge comes, they are 
better prepared to handle it positively. For the organization, this focus area cultivates a learning 
culture where change is less feared and more welcomed. Instead of hiding problems, employees 
will bring them up with an eye toward fixing and learning, which means issues get resolved faster 
and fewer “surprises” blow up later. It’s essentially the emotional equivalent of an agile mindset – 
iterate, learn, and get better each time. Companies that excel in industries with fast change often 
have this kind of culture. Moreover, employees who feel the company invests in their personal 
growth (including emotional skills) are more likely to stay and to become high performers, because 
they’re growing not just professionally but as individuals. 

 

4. Belonging, Safety & Expression 

Goal: Create an environment where every employee feels secure, connected, and free to 
express themselves. This focus area is about building a sense of community and trust within the 
workplace, ensuring that people feel they truly belong and can voice their ideas or concerns 
without fear. 

• Building Attachment and Belonging at Work: HR can drive initiatives that help 
employees form genuine connections (attachments) with each other and with the 
organization. One approach is to establish mentorship programs (not just for new joiners 
like refugees, but company-wide, including peer mentorship across departments). Another 
is encouraging the formation of interest groups or clubs (like a sports team, book club, 
hobby group) which creates cross-team friendships and a support network beyond just 
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work tasks. Regular team off-sites or retreats focused on relationship-building can 
strengthen bonds. Importantly, show that the company cares about employees as people: 
celebrate personal milestones (birthdays, work anniversaries, even things like new home or 
new baby if the employee is open to sharing). During tough times (like illness, 
bereavement, or external crises), offer support – whether through extra leave, sending a 
care package, or just checking in. These gestures build an emotional attachment to the 
workplace, as employees see it as a community that cares. If conflicts or “fractured 
relationships” occur (maybe two team members had a fallout), HR or managers can step in 
with mediation swiftly to mend the relationship – demonstrating that maintaining a cohesive 
“work family” is a priority. 
 
 

• Creating Safe Spaces for Emotional Expression: Psychological safety has come up 
repeatedly, and here it’s front and centre. HR should ensure there are both formal and 
informal channels for employees to express themselves. Formally, this could mean having 
a well-communicated open-door policy (and following up when someone walks through the 
door with an issue). It also might involve listening sessions or town halls where 
employees can share thoughts on company culture without repercussion. Some companies 
set up anonymous suggestion boxes (physical or digital) to capture concerns that people 
are not ready to voice openly – but these must be taken seriously and addressed 
transparently to build trust. On an everyday level, encourage teams to have norms like “in 
meetings, no idea is stupid,” or “it’s okay to disagree respectfully.” Managers should be 
trained to respond with empathy and solutions when employees express emotions or 
problems, as highlighted before. If an employee says, “I’m stressed because I don’t 
understand this task,” the response should be supportive (“Thank you for telling me, let’s 
figure it out together”), rather than dismissive. By consistently handling such moments well, 
employees learn that the workplace is a safe space for honesty. 
 
 

• Policy and Culture Alignment: Put in place policies that protect this safe environment. 
Anti-harassment and anti-bullying policies are fundamental – and they should explicitly 
mention that ridiculing or belittling someone for showing emotion is not acceptable. 
Tolerance of diverse expression is key: for example, some cultures or personalities are 
more emotional or expressive than others. The culture should not favour only one style (like 
the always-stoic professional) but make room for different authentic styles. Celebrating 
cultural diversity (as mentioned in the refugee guidelines) also falls here – acknowledging 
different cultural expressions of emotion (some cultures may be very direct, others more 
deferential, etc.) and finding a middle ground of respect. A practical policy might be: if 
discussions get heated, any team member can call a timeout with no judgment, to cool off 
and resume later. That’s a tool to ensure safety even when conflict arises. 
 
 

Why it Matters: When employees feel a strong sense of belonging, their engagement and loyalty 
skyrocket. People are social creatures; if they feel connected and safe in their work community, 
they are more likely to stay through challenges, more likely to go above and beyond, and more 
likely to collaborate effectively. A Google study (Project Aristotle) famously found psychological 
safety to be the top factor in high-performing teams – members feel safe to take risks and be 
vulnerable in front of each other, which leads to greater innovation and problem-solving. For the 
company, this focus area reduces harmful outcomes like workplace conflicts escalating to HR 
disputes or talented people quitting because they felt alienated. Instead, you build a positive 
reputation as an employer where people feel like they matter. In essence, it’s about meeting a 
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fundamental human need at work: the need to belong. And when that need is met, it frees people 
to focus on doing their best work together. 

 

5. Self-Regulation & Wellbeing Tools 

Goal: Provide employees with practical strategies and resources to manage stress, regulate their 
emotions, and maintain overall well-being. This focus area acknowledges that work can be 
demanding, and without tools to cope, employees may burn out or underperform. By proactively 
supporting self-regulation and wellness, HR helps employees sustain their energy and mental 
health. 

• Teaching Self-Regulation and Soothing Techniques: Integrate training on personal 
stress management into your learning and development programs. This could take the form 
of short seminars on techniques like deep breathing exercises, progressive muscle 
relaxation, or quick mindfulness practices that can be done at one’s desk. You might invite 
experts for webinars on topics like “Managing Work Stress” or “Techniques to Stay Calm in 
High-Pressure Situations.” Some companies create a short booklet or internal site with 
“pause strategies” – for example, the 4-7-8 breathing method, or taking a 5-minute walk, or 
even a guide to desk stretches. Encourage managers to allow micro-breaks: a culture 
where it’s okay to say “I need five minutes to clear my head” can prevent overwhelm. 
Additionally, consider resilience workshops that cover recognizing one’s triggers and 
developing healthy responses. A concrete tool could be a personal stress log where 
employees learn to identify early signs of stress and act (like noticing “when I get a 
headache and start snapping at emails, I need to step away for a moment”). Make these 
tools widely available and make their use seen as responsible behaviour (not a weakness). 
When employees have these in their toolkit, they can self-calm when emotions run high, 
leading to more stable and thoughtful actions. 
 
 

• Incorporating Visualization and Focusing Techniques: These are slightly more 
advanced mindfulness techniques that can be incredibly powerful. Visualization could be 
taught via guided imagery sessions – for instance, imagining a safe relaxing place when 
anxiety is high, or visualizing a successful outcome before a big presentation to boost 
confidence. Focusing techniques (in the therapeutic sense) involve paying attention to 
bodily sensations to understand emotions better, which could be taught in a stress 
management context. HR could test the waters by including a guided visualization in a 
wellness workshop or offering an optional “mindfulness break” once a week where a leader 
or an app guides employees through a 10-minute visualization exercise. It’s important to 
frame these in a secular, accessible way to avoid turning off employees who may be 
skeptical. Present the evidence: many employees might not realize that such practices are 
evidence-based – for example, mindfulness and visualization have been linked to reduced 
stress and improved focus. Maybe share success stories of famous athletes or executives 
who use visualization. If there’s concern about uptake, make it a part of a broader wellness 
program (e.g., “Mindfulness Monday” sessions, which include simple meditation, breathing, 
and a bit of guided imagery at the end). Solicit feedback – if employees find it weird or 
uncomfortable, adjust accordingly. But often, even a small group will enthusiastically use 
these once offered, and it can grow from there as word spreads that “hey, this actually 
made me feel better.” 
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• Wellness Programs and Resources: Beyond teaching techniques, have concrete 
resources in place. An Employee Assistance Program (EAP) is a great foundation – ensure 
your employees know that they can access counselling or support through it. Perhaps 
negotiate with your EAP provider to include stress management or wellness coaching 
sessions. If budget allows, provide subscriptions to mindfulness or mental health apps (like 
Headspace, Calm, or others) to all employees. Organize wellness challenges or initiatives – 
like a month-long mindfulness challenge where employees track doing a short meditation 
daily, or a step challenge to encourage physical activity (physical health strongly ties to 
mental health). On-site or virtual yoga classes, stretch breaks, or even nap/rest pods in the 
office are options depending on context. Importantly, encourage people to use these 
resources by having leaders participate and by sharing reminders during busy periods 
(“Remember, our wellness room is available if you need a quiet moment,” or “Don’t forget, 
our insurance covers X counselling sessions and it’s completely confidential.”). HR can also 
integrate well-being check-ins into annual reviews or team meetings (e.g., managers asking 
how work-life balance is going) to show that caring for one’s well-being is an expected part 
of work culture. 

Why it Matters: We live in an era of high workplace stress and burnout – addressing that head-on 
is not just about caring for employees (though that’s reason enough), it’s also about sustaining 
productivity and creativity. Employees who utilize self-regulation techniques and feel supported in 
their well-being are likely to have lower absenteeism, higher focus, and greater capacity to 
handle challenges. On the flip side, unchecked stress can lead to conflicts, mistakes, health 
issues, or resignations. By embedding self-regulation and wellness into your HR strategy, you 
create a safety net; during crunch times or crises, employees will have more resilience individually 
and collectively. Plus, offering these tools enhances your employer brand – it signals that the 
company sees employees as human beings, not just “resources.” Many younger workers 
especially value employers who take mental health seriously. So, investing in this area helps 
attract and retain talent who are looking for a workplace that “gets it” when it comes to balance and 
well-being. Ultimately, a workforce skilled in self-regulation will be calmer, more deliberate, and 
more harmonious, which is a huge competitive advantage in any field. 

Next Steps for Implementation (Optional) 

If you’re looking to put these emotion-focused principles into action within your HR strategy, here 
are some next steps to consider: 

• Integrate Focus Areas into HR Strategy Documents: Revisit your company’s HR or 
people strategy and ensure that these themes (emotional awareness, communication skills, 
growth mindset, belonging, and well-being) are explicitly stated as priorities. For each focus 
area, define 1-2 strategic initiatives for the coming year. For example, under Emotional 
Awareness, an initiative might be “Launch an Emotional Intelligence training program for all 
managers by Q3.” 
 
 

• Develop Workshops/Training Modules: Create a curriculum of training sessions aligning 
with each theme. This could be done in-house if you have expertise, or by bringing in 
external trainers. For instance, develop a workshop on “Empathetic Leadership 101” 
(covering emotional coaching and reflective listening), another on “Conflict Resolution and 
Communication,” another on “Building Resilient Teams,” etc. Space these out over the year 
and make them a core part of leadership development and even onboarding for new 
employees (so the culture is imbibed from the start). 
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• Introduce an EFT-Informed HR Toolkit: Consider compiling a toolkit for managers that 
includes tip sheets, conversation guides, and resources based on EFT principles. It might 
have sections like “How to handle an employee who is upset – step by step,” “Techniques 
to cool down a heated team discussion,” “Mentoring guide for personal development 
conversations,” and “Quick mindfulness exercises to start a meeting.” By giving managers 
tangible tools, you make it more likely they will practice these principles day-to-day. 
 
 

• Pilot Programs and Gather Feedback: You don’t have to roll out everything at once. You 
could pilot an empathy training with one department, or start a small meditation group at 
one office, then evaluate results. Gather feedback from participants: Did they find it useful? 
Have they applied the skills? Use their input to refine the programs. Early wins and 
testimonials will help in scaling the initiatives company-wide. 
 
 

• Measure Impact: Just as with the refugee integration, set some metrics for these soft 
areas. You might use employee survey data (e.g., increase in positive responses to “My 
manager cares about my well-being” or “I feel I can express my true feelings at work” over 
time). Track utilization of wellness resources or attendance in trainings. Correlate, if 
possible, with hard metrics like turnover rates, internal promotions, or performance 
improvements. This helps build the business case to leadership that these “human” focus 
areas have concrete benefits. 
 
 

• Sustain and Evolve: Make these themes part of the ongoing conversation. Perhaps 
establish an “Emotional Well-being” task force or include it as a standing agenda item in HR 
meetings to keep focus. As new challenges arise (like a sudden shift to remote work, or an 
organizational change), revisit these principles to guide how you manage the change with 
empathy and support. The strategy should evolve with input from employees – consider 
creating an employee council or using existing engagement committees to source ideas on 
how to further improve emotional culture. 
 
 

By systematically incorporating EFT-based themes into the HR strategy, organizations can create 
a more human-centric workplace. In doing so, they not only take care of their people’s emotional 
needs but also unlock higher levels of collaboration, loyalty, and innovation. The guidelines and 
focus areas described provide a roadmap – now it’s about tailoring and action. With commitment 
and creativity, HR professionals can lead the way in transforming work into a place where 
emotions are embraced as part of the engine that drives success, rather than an obstacle to be 
managed. 

Let’s move forward with these priorities, step by step, and build a work culture that truly values the 
whole person. The result will be a thriving organization where everyone – refugees, long-time 
employees, and future hires alike – can do their best work and feel great doing it. 
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Annexes 

Annex A: Glossary of Key Terms 
Refugee: As defined by the 1951 Refugee Convention, a person who has fled their country due to 
a well-founded fear of persecution for reasons of race, religion, nationality, membership of a 
particular social group, or political opinion. In a workplace context, this term refers to individuals 
with refugee status or in some cases asylum seekers or those with humanitarian protection, 
depending on local definitions. 
Trauma-Informed: An approach that involves understanding, recognizing, and responding to the 
effects of all types of trauma. A trauma-informed workplace acknowledges the prevalence of 
trauma (including among refugees) and commits to practices that promote psychological safety, 
empowerment, and healing. 
Psychological Safety: A shared belief that the team is safe for interpersonal risk taking – meaning 
employees feel comfortable being themselves, admitting mistakes, or asking for help without fear 
of embarrassment or punishment. This is a critical foundation for the emotional well-being of 
diverse teams. 
Emotion Coaching: A communication style where managers or peers help someone work through 
their emotions by listening, validating feelings, and guiding them toward constructive action or 
understanding. In practice, it could mean a manager notices an employee is frustrated and takes 
time to talk it through, rather than ignoring it or just focusing on the task. 
 (and so on: you might define other terms like “EAP (Employee Assistance Program)”, 
“Unconscious Bias”, “Mentorship vs. Buddy” etc., as needed.) 

Annex B: Directory of Support Organizations and Resources 
 A list of useful contacts and websites for refugee workplace integration: 

• Tent Partnership for Refugees – Provides guides, case studies, and a network of 
companies committed to hiring refugees. 
 
 

• International Rescue Committee (IRC) – Employment Programs – Offers employer guides 
and sometimes partnership programs to connect refugees with jobs. 
 
 

• Local Refugee Resettlement Agencies (list those relevant to your region) – e.g., [Name of 
Agency], [Contact], specializes in [language] speakers, offers cultural orientation for 
employers. 
 
 

• Language Training Providers – e.g., local community college ESL programs, online 
platforms like DuoLingo for Business, etc., which companies can use to support language 
development. 
 
 

• Mental Health and Wellbeing Resources – e.g., list of counselling services that have 
experience with trauma or immigrant populations, hotline numbers, any free services 
available for refugees in your country, etc. Also mention if your health insurance plan 
covers therapy, encourage its use. 
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• Government Incentive Programs – e.g., [Country] Department of Labor or [Region] 
Integration Office links that outline any wage subsidies, mentorship funding, or recognition 
awards for companies that hire refugees. 
 (Include as many resources as practical, and ensure they are up to date. This annex would 
be customized to the location and context of the company using these guidelines.) 
 
 

Annex C: Template Tools and Forms 

• New Hire Onboarding Plan Template (Refugee Integration Version) – a sample document 
to plan the first 30/60/90 days of a refugee employee’s tenure, including meeting 
schedules, training sessions, check-ins, etc. 
 
 

• Mentor/Buddy Guidelines – a one-page tip sheet for buddies/mentors on how to be 
supportive (e.g., “Checklist: In first week, do X, Y, Z with your new colleague. In first month, 
cover A, B, C…” and reminders like “be patient, proactive in offering help, maintain 
confidentiality, etc.”). 
 
 

• Employee Feedback Survey (Sample) – a set of questions that could be used for the 
anonymous surveys mentioned in the Monitoring section. 
 
 

• Reflective Listening Tips Card – a small guide that could be given out after training, with 
key phrases and behaviours that demonstrate reflective listening and empathy (e.g., “I hear 
you saying that... Did I get that right?”, “Thank you for sharing that, it sounds like it was 
tough,” etc.). 
 
 

• Performance Review Addendum for Newcomers – an optional addendum to standard 
performance review forms where managers can note additional context or support given 
(ensuring that any initial performance gaps are viewed in light of being new to the 
country/company, and tracking progress in integration-related skills like language). 
 (These templates serve to operationalize the practices – they can be attached or linked, 
and HR can customize them to their needs.) 

By implementing the strategies and utilizing the tools outlined in these guidelines, employers will 
be well-equipped to not only hire refugees but to integrate and uplift them as valuable members 
of the team. The combination of concrete policies and an emotion-focused approach will help 
transform workplaces into truly inclusive environments where every employee can succeed and 
feel that they belong. 

Together, let’s set a new standard for inclusive workplaces – one where empathy, support, 
and opportunity extend to all, and where the success of one becomes the success of many. 

 

 
 


