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Abstract 
Advances in transportation and communication have resulted in the ease of 

migration of people across transnational borders and the internationalisation of 

business organisations. These events have brought about changing workforce 

demographics, intense global competition, and the quest for talents across the world. 

These trends have made workforce diversity inevitable for transnational companies 

(TNCs). TNCs operating in Nigeria face a peculiar problem as there are two layers of 

ethnic diversity created by the country’s enormous diversity. The task of managing 

the layers of diversity is complicated by the weak legal and institutional provisions for 

the management of diversity in public and private firms. Also, there is a general lack 

of awareness about diversity and inclusion (D&I) in Nigeria; hence,  the field has 

received scant attention from academics and practitioners. This study explored the 

D&I policies and strategies adopted by selected subsidiaries of TNCs in Nigeria and 

describes ethnic minority employee perception of D&I policies and the effects these 

policies have on performance at the individual and team levels. To achieve these 

objectives, it aims to provide answers to two research questions: “What are the 

organisational policies and strategies that enhance diversity and the inclusion of 

ethnic minority employees in TNCs; and how do D&I policies and strategies impact  

the performance of individuals and groups within the organisation?” The study 

adopted the exploratory mixed-methods design to collect qualitative and quantitative 

data for analysis. The qualitative data included the primary and secondary sources; 

and involved semi-structured interviews with six senior managers in four subsidiaries 

of TNCs and documentary analysis. While the quantitative data involved a survey of 

133 employees across the four participating companies. The reflexive thematic 

analysis method was used to analyse the qualitative data, leading to the generation 

of themes; while the quantitative data were analysed using the descriptive statistical 

technique.  Findings reveal the presence of varying degrees of D&I initiatives among 

the participating organisations, ranging from well-articulated and established 

programmes in one company to medium range policies in two companies, and no 

initiatives in one company. Findings also suggest a high level of inclusion of ethnic 

minority employees at the group or team level and a low inclusion at the top 

management level. Also, participants generally report a positive perception of the 

relationship between workforce D&I and performance at both the individual and team 
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level. Some of the variables used to indicate inclusion are access to information, 

participation in group activities, membership of informal networks, participation in 

decision-making and participation in meeting with supervisor and senior 

management. Similarly, some of the performance variables include creativity, 

innovation, timely completion of tasks and quality of work output. Finally, the findings 

from the study contributed to filling the gap in the literature as well as empirically 

highlighting the D&I policies operational in TNCs in Nigeria. The study recommends 

that diversity policy-makers pay attention to the additional layer of diversity while 

developing global policies for a more inclusive organisational environment. This 

study has provided valuable insights into the policies and practices as well as 

employee perception of diversity in light of the dearth of studies from the Nigerian 

context. Despite some inherent limitations, it serves as a starting point that could 

ignite the interest of other researchers and practitioners in the fields of diversity. 
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Glossary of Terms 
 

Constructivism: This is a philosophy that maintains that science consists of mental 

constructs created as the result of measuring the natural world. 

 

Decision-making: The act and process of selecting the best course of action from a 

list of possible alternatives based on certain criteria. 

 

Discrimination: The unjust or prejudicial treatment of a person or a group of people, 

especially based on certain characteristics such as ethnicity/race, age, sex, physical 

ability and sexual preferences/orientation.  

 

Diversity: Any characteristics that can be used to differentiate groups and people 

from one another. In the context of this study, it involves a collection of people with 

different characteristics which could be unique or shared by others such as age, 

gender, ethnicity, religion, disability, sexual orientation, education, and national 

origin. 

 

Epistemology: This is concerned with the nature of knowledge and ways of knowing 

and learning about social reality.  

 

Ethnic minority: Ethnic minority in the context of this study is a group of people who 

bear similar ethnicity but are subordinated to a more powerful group. This has 

nothing to do with the number of people, rather, it is defined in terms of power 

relations between groups. 

 

Ethnic group/ethnicity: An ethnic group or ethnicity is a named social category of 

people who identify with each other due to shared attributes that distinguish them 

from other groups such as a common set of traditions, ancestry, language, history, 

society, culture, nation, religion, or social treatment within their residing area. 

 

Expatriates: These are individuals living and working temporarily in a country 

different from their countries of origin or citizenship, often for work reasons. They can 
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also be people who have abandoned citizenship in their home countries to become a 

citizen of another. 

 

Federal character Framework: The principle of federal character as used in Nigeria 

is a framework that ensures the representation of all states, ethnic or other sectional 

groups in government and its agencies. This principle is enshrined in the 1999 

Constitution of the Federal Republic of Nigeria and required to be applied in all 

government ministries, agencies and parastatals. The major aim of the principle is to 

reduce inequality and marginalization in employment leading to a lopsided 

representation of groups in employment.  

 

Home country: This refers to the country of origin of a person or an organisation. In 

this study, the use of home country refers to the country of origin of a transnational 

company. 

 

Host country: A country where a person is currently based. This can also refer to a 

country where a branch or subsidiary of a transnational company operates. It is used 

in this study to refer to the country where subsidiaries of transnational companies are 

based. 

  

Organisational Inclusion: Organisational inclusion is a practice/policy/initiative that 

encourages acceptance, respect and equal treatment of individuals or groups with 

different characteristics. These differences could be self-evident, such as national 

origin, age, race and ethnicity, religion/belief, gender, marital status and 

socioeconomic status or they could be more invisible, such as educational 

background, training, sector experience, organisational tenure, even personality, 

such as introverts and extroverts. 

 

Indigenous/local employees: These are employees who are natives of Nigeria and 

not employed as expatriates. 

 

Interpretivism: The research philosophy that involves how researchers interpret 

elements of a study, thus integrating human interest into a study. It contends that 

what is seen is created by the mind and that the world can be experienced through 
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personal perceptions defined by preconceptions and beliefs. The interpretivist 

researcher believes that reality socially constructed and accessed through language, 

consciousness, shared meanings and instruments.   

 

Junior employees: These are employees below the rank of supervisors. They 

occupy lower/operational organisational positions and are generally involved in the 

day-to-day operations of a company.  

 

Micro-organisational level: This is the smallest unit of social analysis which 

involves individuals in their social environment. In an organisational setting, this 

involves individual employees.  

 

Meso-organisational level: This level of analysis falls between the micro and 

macro-levels. This is the team level of organisational analysis. 

 

Macro-organisational level: Macro-level analyses traces the outcomes of 

interactions, such as economic or other resource transfer interactions over a large 

population. It covers the corporate or organisational levels of analysis. 

 

Minoritized: This is the process of making a numerical majority group subordinate to 

the numerical minority due to lack of access to power. 

 

Objectivism: The term "Objectivism" derives from the idea that human knowledge 

and values exist and are determined by the nature of reality, which is not dependent 

on human thoughts.  

 

Ontology: Refers to the sort of things that exist in the social world and assumptions 

about the forms and nature of that social reality. It is defined as “the study of being”; 

this means, what makes up reality and what existence is like, and its core concern is 

on ‘what is’. 

 

Organisational performance: Organizational performance involves assessing a 

company’s outcomes against its objectives and goals. In other words, organizational 

performance comprises real results or outputs compared with intended outputs.  
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Prejudice: Prejudice is an unjustified attitude (usually negative) towards an 

individual based solely on the individual’s perceived membership of a social group. 

 

Philosophy: Philosophy is a range of beliefs originating from the study of the 

foundational nature of knowledge, reality and existence. The philosophical stance or 

theoretical perspective of a research undertaking is informed by the researcher’s 

epistemological and ontological views.  

 

Positivism: Positivism emerged from the view that the perception of social science 

phenomenon should be similar to those of the natural sciences. In other words, it 

represents the traditional form of research, and the assumptions are more applicable 

to quantitative research than qualitative research. 

 

Pragmatism: This is a philosophical approach that advocates emphasising the 

nature of the research problem and the use of all available approaches to gain an 

understanding of a research problem rather than focusing on a single approach. 

 

Race: Race is a grouping of humans based on shared physical or social qualities 

into categories generally viewed as distinct by society. In this study, the term 

ethnicity is used instead of race in the analysis because of the negative connotation 

that the term “race” has historically assumed.  

 

Subsidiary: In the corporate world, a subsidiary is a company that belongs to 

another company, which is usually referred to as the parent company or the holding 

company. The parent holds a controlling interest in the subsidiary company, meaning 

it has or controls more than half of its stock. 

 

Top management: Top management as used in this study is a group of managers 

who hold key leadership positions across the functional units of the participating 

subsidiaries. They are a team of managers above the rank of a supervisor who have 

responsibility of managing the subsidiary.  
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Transnational corporation: These are business enterprises that are either 

incorporated or unincorporated operating in at least two countries with headquarters 

in one country (called the home country), and subsidiaries in other countries (known 

as host countries). They are enterprises involved in the international production of 

goods or services, foreign investments, or income and asset management in more 

than one country. Transnational corporations are decentralized, with many bases in 

various countries where the corporation operates. 
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1 Overview of Study 
 

1.1 Introduction 

This chapter provides an overview of this Thesis. It offers an introduction to the 

research area, the researchers journey and motivation towards the research area, 

the study background, contextual clarifications, the rationale for the study, research 

objectives, and the research questions. It also describes the entire structure of the 

thesis.  

1.2 The outset 

Nigeria is characterised by a large population and a high rate of unemployment. 

Over the years, the media has reported numerous complaints by Nigerians working 

in transnational companies (TNCs) of exclusion and different forms of discrimination. 

The problem of inequalities between expatriates and indigenous employees has 

become so prevalent that in the past there have been numerous industrial actions by 

employees of large companies over unfair treatment of local staff. Some companies 

have in the past been accused of hiring foreign workers into low skilled jobs such as 

welding and plumbing which have an abundance of qualified indigenous workers.  

 

The researcher completed his first degree in Business Administration from the 

University of Lagos Nigeria in 2004. Upon completion of the compulsory National 

Youth Service (NYSC) in 2006, the researcher joined an indigenous 

telecommunications firm as a contract staff (casual worker). Although he had always 

been aware of the existence of workplace inequalities from his academic studies, his 

practical experiences and observation of how these manifest began during this 

period. During his time at the configuration unit, he observed the presence of many 

expatriates who worked from different location and whose terms of employment were 

quite different from the locals/indigenous employees. The expatriates were held in 

high esteem by management, chauffeur-driven, accommodated in the best part of 

the city, had domestic staff and a plethora of benefits and services to keep them 

comfortable. The expatriates earned in multiples of their local counterparts and were 

not obliged to be in the offices daily. Many of the indigenous staff were unhappy with 

the development and would often grumble and say that the expatriates were paid too 
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much for doing very little. This eventually led to the resignation of the head of the 

configuration unit who felt unfairly treated as expatriates who worked under him were 

treated more favourably. As a graduate of business administration, this got the 

researcher thinking about the possible reasons for the differential treatment of local 

employees even in their country of origin where they were a numerical majority.  

 

Apart from the above personal experience, there have been various newspaper 

reports of industrial action in multinational companies across Nigeria due to poor 

employment conditions of Nigerian workers vis-à-vis their expatriate counterparts. 

Some reports suggested that artisans from the home/foreign countries were 

employed as expatriates in Nigeria. Employees of construction companies often 

lamented poor or lack of healthcare facilities, inadequate remuneration, 

indiscriminate lay-offs, delayed payments of salaries, and miserable working 

conditions. For instance, many local employees have complained about deplorable 

working conditions in Chinese-owned companies. Obiorah (2013) reported the lack 

of medical facilities and poor pay packages for workers in a Chinese multinational 

company based in Nigeria. One of the workers was quoted as saying: 

 

 …. the suffering is too much. I cannot pay the school fees for my children. 

 

Another employee who had worked in the company for about six years also 

complained that he was made to perform jobs outside of his job description for no 

extra compensation and that they were compelled to work every day of the week 

including weekends and public holidays without adequate compensation. The 

employee stated: 

 

We work every day - both on public holidays and weekends - with no 

allowances. I was hired as a carpenter, but I am forced to work as a gardener 

and bricklayer on the same pay. 

 

The spate of inhumane treatment of employees is not limited to Chinese-owned 

companies. There were also reports from the big oil companies over unfair treatment 

and casualisation of local employees which involves the conversion of long-term 

permanent employment to flexible, cheap and short-term employment (Houeland 
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2015). Despite the poor working condition of Nigerian workers in multinational 

companies, reports suggest that expatriates in Nigeria are the best paid in Africa 

(Eboh 2013). Petroleum and Natural Gas Senior Staff Association of Nigeria 

(PENGASSAN) had in 2009 exposed gross abuse of the expatriate quota law in one 

of the foremost transnational oil companies in Nigeria. It was found that the company 

had over 900 expatriates in positions that were considered to be occupied by 

Nigerians.  PENGASSAN also revealed that expatriates earn about 10 times their 

local counterparts for performing the same job (Houeland 2015). Even though the 

local content law bestows privileges to the Nigerian worker through the expatriate 

quota regulation, the oil companies and indeed many multinational companies in 

Nigeria are non-compliant. The Nigerian Content Act (NCA, 2010) provides a 5% 

limit for foreigners in management positions and prohibits the use of expatriates in 

junior positions. However, it is estimated that expatriates constitute between 20% to 

about 33% of workers in the Nigerian oil sector and the figure keeps rising (Houeland 

2015). The authorities have not only failed to enforce the laws but encouraged the 

violation of the laws through corrupt practices (Izeze 2013).   

 

After working for about five years, the researcher left the private sector to become a 

lecturer at the publicly-owned National Open University of Nigeria (NOUN) in 2011. 

This was after the completion of a masters degree in Organisational Behaviour in 

2010. Sometime in 2013, the management of the NOUN came up with a proposal to 

establish a Centre for Inclusion and Diversity. The centre was to be situated in the 

Faculty of Management Sciences and empowered to run Bachelor’s and master’s 

degree courses in diversity management under a new Department of Diversity 

Management that was also to be established. This initiative was at that time the first 

of its kind in Nigeria as until 2015 there was no tertiary institution running 

programmes in diversity in the country.  

 

The idea of establishing the proposed centre for inclusion and diversity by the NOUN 

was considered noble therefore there was a need to train young academics who 

were willing and interested in diversity to embark on sponsored PhD to develop 

critical manpower for the new centre. The training of PhDs was also aimed to fulfil 

some of the requirements for accreditation of the proposed department of diversity 

management by the National Universities Commission (NUC). Interested members 
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of academics staff were requested to submit resumes to the office of the Vice-

Chancellor which constituted a committee to assess and recommend qualified 

candidates for sponsorship. Luckily, the researcher was one of those selected for the 

first batch of the training exercise. This was when the opportunity came for the 

researcher to investigate diversity and inclusion in transnational companies.  

The researchers earlier experience of unfair treatment of indigenous employees 

together with several industrial crises and newspaper reports of unequal between 

expatriates and local ignited the need for a deeper understanding of diversity and 

inclusion within transnational companies.     

1.3 Study background  

Changing workforce demographics, together with intense global competition, has 

made it unavoidable for organisations to embrace workforce diversity, especially 

when operating across transnational borders (Wentling 2000).  As transnational 

companies (TNCs) expand operations to new geographical locations, legal issues 

such as employment discrimination, exclusion of expatriate workers from the 

citizenship of the host country, and various dimensions of workforce diversity may 

arise. The situation becomes more challenging when TNCs go into acquisitions or 

mergers with existing firms in the host country (Egan and Bendick 2003).  Diversity 

and multiculturalism are essential to TNCs because they operate in more than one 

country and employ staff from different cultures and ethnicities (DeLancey 2013). 

Diversity and inclusion  (D&I) and discussions about discrimination and fair practices 

are similar but exist in a variety of contextual frames (Bell 2012). In countries with 

long histories of slavery such as the United States of America (USA) and United 

Kingdom (UK), issues around race/ethnicity, gender, age, sexual orientation, religion, 

family background, appearance, weight, and physical and mental abilities are factors 

that are considered when addressing workplace discrimination (Bell 2012).  

However, the most prevalent issues revolve around race/ethnicity and gender due to 

the high number of immigrants with diverse cultural and ethnic backgrounds from all 

over the world (Shen et al. 2009). In some developing countries such as Nigeria, 

ethnicity, culture, religion, gender, political affiliation and economic backgrounds are 

the primary basis for discriminatory practices (Mustapha 2007).  
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Managing workforce D&I has become an imperative (Roberson 2006) for the 

headquarters and foreign subsidiaries of TNCs. Organisations have realised that 

diversity management in today’s global economy no longer presents a choice, but a 

necessity for business survival. Derven (2014) provides four imperatives for D&I; 

these include globalisation, changes in the demography and employee expectation, 

shortages in talents and skills, and the desire to create an inclusive work 

environment. In today’s international business environment, D&I has become a 

reality, and evidence has shown that the best performing businesses are those that 

manage diversity (Jayne and Dipboye 2004; Roberson and Park 2007; Catalyst 

2011). Embracing diversity comes at a cost to organisations, and as profit-making 

ventures, they strive to balance the cost of investing in diversity initiatives and the 

benefits diversity brings the organisations. 

Consequently, researchers and practitioners have over the years attempted to 

investigate the link between diversity management efforts and various components 

of performance outcomes. Establishing the relationship between D&I and 

organisational performance outcomes has posed significant challenges to 

researchers and practitioners over the years (Farndale et al. 2015).  

Notwithstanding, researchers have made attempts to investigate such relationships. 

For instance, Catalyst (2011) reports that organisations with three or more women 

on their board of directors outperformed those without board gender diversity by over 

84% on return on sales (ROS), over 60% on return on invested capital (ROIC), and 

over 46% on return on equity (ROE). Similarly, Roberson and Park (2007) studied 

the relationship between two independent variables (diversity reputation and leader 

racial diversity) and a dependent variable (performance) and found that a firm’s 

diversity reputation is positively related to the book-to-market value of a firm, and 

that performance weakened with increases in leadership level diversity up to an 

extent beyond which further rise in leadership diversity was linked with 

improvements in the level of performance in terms of revenues and net income 

(Roberson and Park 2007).  

The studies presented above represent the business approach to the study of the 

relationship between diversity initiatives and performance. They do not indicate how 

specific D&I initiatives impact specific levels of organisational performance (for 
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example, individual employee, and group or team level). This lack of specific details 

on how exactly diversity may lead to performance has attracted criticism from some 

writers. For example, Jayne and Dipboye (2004) argue that the fact that women are 

represented on the board of directors in organisations or that an organisation has a 

high level of diversity does not necessarily lead to business success.  They suggest 

that diversity outcomes are preferably determined by how effectively an organisation 

manages a particular initiative. They further suggest that factors such as 

organisational/senior management commitment and accountability, tying diversity 

strategy directly to expected business results, and the establishment of metrics for 

the evaluation of the effectiveness of diversity initiatives may determine diversity 

effectiveness (Jayne and Dipboye 2004).  

Building upon the above, this research is designed to investigate D&I policies and 

strategies and how these may affect employee performance of selected TNCs 

operating in Nigeria. It investigates specific D&I initiatives operational in Nigeran 

TNCs, employee perception of D&I initiatives and how employees perceived D&I 

efforts to affect employee performance. The study will also attempt to establish a 

relationship between policy and strategy and organisational performance at the 

individual and group levels. 

1.3.1 Ethnic minority 

This section defines the contextual use of the term ‘minority’ in this study. This is 

because the application of the term has historically been contentious. Van 

Amersfoort (1978) acknowledged the difficulty in using the concept of minority in an 

academic study due to the variety of meanings that can be ascribed to it. The 

concept of the “minority group” was originally used in the European experience in 

relation to the eighteenth-century upsurge of the nation-state or nationalism. During 

this era, it was used to identify ethnic or national groups who were subordinate to 

another ethnic or national group due to changes in political boundaries (Yetman 

1999). Also, in the United States of America, it has been suggested that the concept 

of minority emerged on accounts of exclusion of certain segments from societal 

mainstream by the majority (Gleason 1991). 

“Minority” as a concept has historically been difficult to define (Wilkinson 2000). 

Different theoretical models premised on the existence of social stratification and 
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hierarchy of groups have in the past been adopted for describing ethnic minority, 

because the definition of societal layers may either be based on numerical strength 

or power relations or both (Goldmann 2001). Hence, Harris (1958) noted that 

although the term minority is widely used by scientist and laymen, no one is certain 

about its exact meaning. However, Harris offered the following definition: 

… a minority is a subgroup within a larger society and that its members are 

subject to disabilities in the form of prejudices, discrimination, segregation, or 

persecution at the hands of another kind of subgroup, usually called a majority 

(Harris 1958). 

This definition suggests that the determining feature of the minority is its 

subordination and unjust treatment by a dominant and powerful group. Harris (1958) 

further acknowledged the seeming agreement among social sociologists and 

anthropologists that the terms minority and majority need not assume a statistical 

connotation. Hence the minority population may outnumber the majority, as 

witnessed throughout the colonial era and in the “Union of South Africa”. Majority-

minority is therefore defined in terms of super-ordination and sub-ordination which 

characterises the majority with regards to the minority, not due to superior numbers 

but because of the uneven access to control over economic, political and ideological 

systems of social divisions (Harris 1958).   

One of the classical and widely referenced definition of minority was offered by Wirth 

(1945). Wirth defined a minority group as  

“A group of people who, because of their physical or cultural characteristics, 

are singled out from others in the society in which they live for differential and 

unequal treatment and who therefore regard themselves as objects of 

collective discrimination” (Wirth 1945: 347) 

The term minority has been more often applied to groups characterised by 

hereditary, who are subordinated to a more dominant group of people. A minority 

group, therefore, can also be referred to as a subordinate group which could be race, 

caste, or ethnic groups. The defining feature of the majority-minority relationship - 

“group difference in power” characterises not only forms of ethnic and racial 

relationship but also other kinds of social relationships (Yetman 1999). Hence, Gittler 
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(1956) asserted that a minority group is one whose members experience a wide 

range of discrimination and are often made to hold relatively lower positions in the 

status and structure of society. Therefore, minority group members are those 

subordinated to the dominant group in terms of power, privileges and prestige 

(Yetman 1999). Wilkinson (2000) suggested that the use of the term minority 

represented a euphemistic way to depict groups that have been oppressed and 

excluded. Those who have been referred to as minority, have also been portrayed as 

lacking political and economic power. Wilkinson (2000) also noted that the word 

minority is often used with regards to races and people of different ethnic groups, 

and the use of the term is extended to “occupationally subordinated groups” like 

women and other socially isolated groups. 

Based on the subordination conceptualisation of the minority group, the term minority 

was later extended to women and the aged (Abu‐Laban and Abu‐Laban 1977). 

Hacker (1951) also adopted the subordination perspective in the definition of the 

minority in analysing women’s less privileged status in society. However, Hacker’s  

(1951) conclusion casts doubt on the application of the minority status to women for 

the following two reasons – some women are unaware of discrimination against 

them as a group, and many women fail to consider gender discrimination as 

unacceptable. Suffice to mention that the two reasons advanced by Hacker (1951) 

for not considering women as a minority group do not include their numerical 

strength, rather the author argued that most women’s internalisation of socially 

defined gender roles makes it inappropriate to apply to them the minority label (Abu‐

Laban and Abu‐Laban 1977).  

Bloom (1971) addressed the issues of the conceptualisation of the term minority by 

stating unequivocally that the minority-majority situations do not depend on mere 

numbers. In South Africa, the whites comprised 25% of the population and the 

effective majority' during apartheid (Bloom 1971: 30 in Van Amersfoort 1978). More 

recently, April and Syed (2015) noticed that despite South African blacks (the 

numerical ethnic majority) constituted 79.2% of the entire population; they were still 

discriminated against based on their position as economic minorities even with 

increases in black employment levels witnessed in recent times. White South 

Africans, who constituted 8.9% of the population in 2005, had better access to 
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employment and earned about four times more than blacks in 2011 (April and Syed 

2015).  

Closely related to this is the case of Malaysia where the government had to 

introduce the Bumiputra policy in 1971 to correct the imbalance between the 

disadvantaged statistical ethnic majority and their minority Chinese counterparts 

(April and Syed 2015).  This form of discrimination against host country nationals, in 

terms of reduced access to employment and involvement in organisational decision-

making in their homeland, makes them the disadvantaged, hence, subordinated to 

the more privileged groups especially when compared with foreign employees 

performing similar functions.  

Another example of the use of the term ethnic minority for a numerical majority was 

presented by Ogbonna and Harris (2006) in a study of the dynamics of employee 

relations in an ethnically diverse organisation. They referred to non-white junior 

workers (participants in the study) as ethnic minority employees even though they 

were the statistical majority. This conceptualisation was due to the subordination of 

this category of workers to the predominantly white staff who formed a bulk of the 

management cadre. Ogbonna and Harris (2006) however noted that the use of the 

phrase ethnic minority in their study was perhaps not appropriate as the statistical 

majority of those in the production floor in the organisation were non-white males 

and not people from other white ethnic groups. They concluded by acknowledging 

the study’s contribution to the existing debate on the contextual use of the term 

ethnic minority by postulating that the term ‘ethnic minority’ can be inappropriate 

unless qualified” Ogbonna and Harris (2016, 401). 

Jaussaud and Schaaper (2006) noted that some of the fundamental mechanisms 

adopted by headquarters or the home country of TNCs to control subsidiaries 

include expatriation, active participation on the board of directors, staffing key 

management positions, training and socialisation of employees and technology 

transfer.  Thus, the parent company ensures that it participates in board decisions by 

planting expatriates and home country personnel who have access to a substantial 

proportion of the power to exercise control over the activities of the organisation. 

Consistent with this view, Oltra et al. (2013) argued that the role of expatriates in 

foreign subsidiaries are strategic in the sense that they ensure coordination and 
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greater efficiency in the control of operations through the promotion of knowledge 

transfer between the home country and international operations, and help in the 

development and sharing of international experience for the entire organisation. The 

practice gives expatriates a significant amount of power to influence decisions and 

dominate the activities of local subsidiaries. In this context, it could be said that 

indigenous employees are subordinated to the expatriates since they wield influence 

and are generally better remunerated than the locals. Consistently, Oltra et al. (2013) 

stressed the need for research into situations where the home country nationals 

(despite having the numerical majority) become the disadvantaged group.  

Therefore, the above discourse informed the qualification of the local managers and 

employees as the “minority ethnic group”. Thus, even though the locals are the 

numerical majority, they are “minoritised” with respect to power relations and control 

of the organisation. While it is acknowledged that the term minority can also be 

superficially deployed to denote the statistical or demographic strength of a group, 

researchers have argued that such liberal applications could obscure the process of 

“minoritsation” (Laurie and Khan 2017). It is therefore based on the principles of 

minoritisation and subordination of host country nationals to their home country 

counterparts in subsidiaries of TNCs that this study has adopted the categorisation 

of the locals who even though are a statistical majority as the ethnic minority 

population. 

1.3.2 Layers of ethnic diversity in the Nigerian subsidiaries of Transnational 

companies 

This study focuses on two layers of ethnic diversity in the four subsidiaries of TNCs 

operating in Nigeria. These two layers of diversity shall be referred to in this study as 

the global diversity dimension and local diversity dimension. The global diversity 

dimension involves a home country (or expatriates or foreign) employee versus the 

host country (or local or indigenous) employee diversity. In this diversity layer, 

foreign employees (who usually occupy high managerial positions, have access to 

the decision-making) were considered as ethnic majority employees. On the other 

hand, local employees (who typically have limited access to the decision-making 

process and occupy positions further down in the organisational hierarchy) were 

considered ethnic minority employees. In this sense, ethnic minority or majority 
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status is not defined in terms of numbers, but with regards to access to power and 

decision-making in the organisation (see 1.3.1 above for contextual definition).  

The second dimension or layer of diversity has to do with the diversity among local 

employees and focuses on Nigeria’s ethnic diversity. It takes into consideration 

indigenous ethnic categorisation as defined by the country’s geopolitical zones. 

There are about 300 ethnic groups in Nigeria (Jekayinfa 2002), comprising three 

majority ethnic groups - the Hausa-Fulani of the north, the Yoruba of the southwest, 

and the Igbo of the southeast. These majority ethnic groups constituted 57.8% of the 

national population in the 1963 census (Mustapha 2007). However, based on the 

2006 census figures, the National Bureau of Statistics estimated that the total 

population as of 2016 was 193,392,517. Also using the 2006 census (which was the 

last census conducted in Nigeria), the Minority Rights Group International (2018) 

estimated that the Hausa/Fulani constituted 29%, the Yorubas were 21%, while 

Igbos were 18% of the population. These three main ethnic groups made up a total 

of 68% of the Nigerian population. The implication is that other smaller groups 

represent the remaining 32% of the Nigerian population. Some of the minority ethnic 

groups include Bini, Urhobo, Ijaw, Itsekiri, Ogoni, Andoni, Ibibio, Efik, Anang, Tiv, 

Idoma, Igala, and many others (see figure 1 below for more clarification). It would be 

interesting to study the two layers of ethnic diversity to unravel the level of inclusion 

of ethnic minority employees in the organisation (see figure 1.1 below for a clearer 

picture). 

There are two rationales for investigating the global and local diversity layers in this 

study. The first reason is to develop an understanding of how local employees are 

involved, valued and appreciated as compared to their foreign counterparts.  

Secondly to determine the possibility of management of TNCs buying into Nigeria’s 

geopolitical divisions; or whether they consider local diversity when formulating and 

secondly to determine the extent to which management of TNCs buying into 
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Nigeria’s geopolitical divisions; or the extent to which they consider indigenous 

diversity when formulating and implementing subsidiary D&I policies. 

 

Figure 1.1: Layers of diversity 

1.4 Rationale 

Nigeria has a vast array of ethnic, religious, cultural, and linguistic population. The 

country has been referred to as a pluralistic society (Mustapha 2009). Nigeria is 

divided into 36 states and a Federal Capital territory which hosts the seat of power. 

Nineteen out of the 36 states are in the Northern region while the remaining 17 are 

located in the Southern region. The country has a population of over 162 million 

comprising between 250 and 400 ethnic, cultural and linguistic groups (Onigu 1990; 

Mustapha 2007; Adeleye et al. 2014). It is ranked 18th in the world in terms of ethnic 

and cultural diversity (Fearon 2003). Despite this diversity, Nigeria occupies the 45th 

position out of 47 in diversity readiness (SHRM 2009; Adeleye et al. 2012).  

This low ranking reflects the problems Nigeria has in managing its national diversity. 

An array of differences defines the country, yet it lacks an adequate legal and 

institutional framework for the management of diversity (Adeleye et al. 2012). The 
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expectation, however, is that given the dynamic nature of the country, the 

government will design robust institutional and regulatory frameworks for the 

management of national diversity. An attempt to evolve such legislation came with 

the enactment of the Federal Character Principle Act in the 1979 constitution, which 

focused on correcting the imbalances in employment and appointments into federal 

institutions and political offices. It also aimed to ensure equal representation of all 

states of the federation across government-owned institutions in the country 

(Mustapha 2007).   

The Commission came up with the following formula: each of the 36 states will have 

between 2.5% to 3% representation, from which 15% - 18% of the staff from each of 

the geopolitical zone shall be represented in senior management positions (Adeleye 

et al. 2014). This focus on numerical representation without the consideration of an 

internal framework for the management of differences and similarities in the 

workforce reveals one of the flaws of the Federal Character Principle. Another 

shortcoming of the framework is that it ensures representation at only the federal 

level and excludes the states, local governments and the private sector 

organisations.  

The limited coverage of the Federal Character Principle has left private organisations 

with liberty on issues relating to the formulation and implementation of human 

resource policies. The literature on D&I policies and practices among privately 

owned business corporations in Nigeria reveals that this area has been under-

researched (Ehimare and Ogaga-Oghene 2011; Adeleye et al. 2012; Adeleye et al. 

2014). Not much is known about how organisations approach and attempt to 

address the challenges of managing workforce diversity particularly from the context 

of TNCs which face a more complicated challenge of managing the two layers of 

diversity identified above. TNCs operating in Nigeria face a dual-dimensional 

problem of ensuring equality, D&I within the workplace. First, TNCs try to manage 

differences inherent in the local population as highlighted above, and second, they 

attempt to manage the mix of home/expatriates and host country employees. This 

second dimension poses an even more significant challenge as it has created a 

series of industrial conflicts between indigenous employees and the management of 

TNCs in the past (Houeland 2015).  
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In Nigeria, the issue of diversity in the workplace has not been given prominence 

(Adeleye et al. 2012b). While there is little legal backing to ensure equal employment 

opportunities for people of all ethnic, cultural and religious groups in private sector 

organisations; the engagement of expatriates is regulated by the Expatriates Quota 

Provision as contained in the Nigerian Immigration Act 2015. The Act specifies 

conditions under which organisations can engage the services of expatriates and the 

processes and procedures for obtaining quota permits.  

Despite this provision, evidence from the frequent industrial crises regarding the non-

inclusion of local managers and employees in some TNCs points to a problem with 

the implementation of this provision. For instance, in 2010, a newspaper in Nigeria 

reported agitations by workers in the oil industry over unfair treatment by their 

employer (Ahiuma-Young 2010). They decried situations where some companies 

employ the services of artisans from their home country to function as expatriates to 

the disadvantage of Nigerians who are even more qualified. Further, there have 

been multiple complaints of the non-inclusion of local employees and managers in 

the critical aspects of the organisations in recent years (Houeland 2015).  

Most of the studies on workforce D&I was carried out in developed countries. In 

these countries, issues of racism, gender equality, and other forms of discriminatory 

practices are given the needed attention. Also, most developed countries are 

characterised by substantial legal and institutional provisions for the prevention of 

forms of discrimination. A few examples of such studies on D&I in the USA includes 

cox Cox and Blake (1991); Cox (2008); Jayne and Dipboye (2004); Roberson 

(2006); Roberson Roberson and Park (2007); Mor Barak (2014) and Simons and 

Rowland (2011). In the United Kingdom, a lot of the studies carried out on D&I have 

come from the health sector (Archibong et al. 2007; Ashraf 2013; Archibong et al. 

2015), educational sector (Riddell et al. 2005; Morrison et al. 2006), not-for-profit 

organisations (Tomlinson and Schwabenland 2010). In Africa however, the majority 

of the literature on D&I have come from South Africa (April et al. 2012; Daya 2014).  

Very few studies on workforce D&I were found in Nigeria. One of such is by Adeleye 

et al. (2012) who carried out a study of diversity initiatives at Chevron Nigeria 

Limited. The study involved a review of some of the core practices and strategies of 

D&I and how they are institutionalised in the organisation. It highlighted global 
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diversity strategies and initiatives transferred to Nigeria by Chevron Nigeria Limited. 

These strategies include diversity specific training, diversity council, employee 

network groups, community outreach, language training, the use of diversity metrics, 

and award and recognition for diversity. Finally, the authors recommend a six-step 

approach for organisations willing to embrace diversity; the steps begin with 

establishing a diversity council through monitoring and communicating progress and 

making adjustments when needed. However, the authors provide a list of strategies 

and practices adopted by the organisation to manage diversity. They fail to assess 

the effectiveness of diversity initiatives in managing the mix of local and expatriate 

employees. The authors also did not demonstrate how well international diversity 

initiatives transferred to the Nigerian subsidiary by Chevron Nigeria Limited have 

been adapted to the local cultural practices of Nigerians.  Finally, they failed to 

consider management and individual perspectives in the implementation of diversity 

initiatives.  

Summarily, considering the importance of diversity management in a diverse country 

such as Nigeria, it is evident that there is a paucity of research on workforce D&I 

management among Nigerian organisations. Little research exists from the context 

of D&I policies, strategies and practices among TNCs operating in Nigeria. 

Therefore, given the frequent crises by labour unions caused by real or perceived 

level of inequality and discrimination in the treatment of local managers and 

employees as compared to their foreign counterparts, research is needed to 

illuminate D&I amidst weak legal and institutional frameworks. It is also vital to study 

employee perception of D&I initiatives and how these practices affect the 

performance of individuals and groups within organisations. Focusing on employee 

perception of D&I initiatives and practices is crucial as the employees are always at 

the receiving end of policies. Finally, considering that Ehimare and Ogaga-Oghene 

(2011) suggested the need to investigate organisational D&I from the African 

perspective, this study is set to contribute not only to bridge the gap in literature from 

the Nigerian perspective but the African context as well. 
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1.5 Research questions 

In order to achieve the aims of this study, the researcher answer two overarching 

research questions:  

1. What are the organisational policies and strategies that enhance diversity and the 

inclusion of ethnic minority employees in TNCs?  

2. How do D&I policies and strategies impact the performance of individuals and 

groups within the organisation?  

To enable a thorough investigation into this subject matter, the studies aim to pursue 

the following research objectives, as stated below.  

1.6 Research objectives  

The overall purpose of this research is to investigate perceptions of D&I policies in 

selected TNCs from different home countries operating in a developing country 

(Nigeria). Specifically, this study explores organisational strategies and policies that 

enhance ethnic minority (or local) inclusion in TNCs operating in Nigeria. To attain 

this purpose, the study will attempt to achieve the following objectives: 

1. Explore the D&I policies and strategies adopted by selected TNCs with 

subsidiaries in Nigeria. 

2. Describe ethnic minority employee perception of D&I policies and the effects 

these policies have on performance at the individual and team levels. 

In order to achieve the stated objectives, an in-depth literature review will be 

undertaken to enable a more profound understanding of the present state of 

knowledge in the subject area. Also, the researcher will carry out an empirical 

investigation of four TNCs operating in Nigeria with a focus on the objectives listed 

above. 

1.7 Significance of study 

To effect control, coordination and knowledge transfer into overseas subsidiaries, 

TNCs often utilise home country nationals and expatriates to oversee the activities of 

foreign subsidiaries. This phenomenon, as Scheible (2015) suggests, can be viewed 

as an element in the effective management of diversity. However, few studies have 

addressed the home-host country employee relationship from a D&I perspective. 
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Accordingly, this study will add to the scarce body of literature in this area. It will also 

add to the scant research on D&I from the African perspective. Furthermore, findings 

from the study will provide useful insights into the nature of D&I policies and 

practices among subsidiaries of TNCs in Nigeria and the perceived impact of such 

policies on the performances of host country employees. On a broader scale, 

findings may serve as a framework for assessing and comparing D&I climate in 

similar subsidiaries operating in other developing countries. Importantly, findings will 

have implications for policy formulation, implementation and evaluation. 

1.8 Thesis structure 

This Thesis report contains ten chapters; the chapters have been designed to 

provide a flow from the beginning to the end to provide clarity and ease the readers’ 

comprehension.  

Chapter 1 presents an overview of the study. It begins with providing background 

information on the field of D&I, introduced the layers of diversity found in Nigerian 

subsidiaries of TNCs and describes the rationale for undertaking the study. It also 

presents the research questions and objectives, the significance of the research and 

finally provides contextual clarifications to some of the key terms used throughout 

this report. 

Chapter 2 presents the literature review. The review presents a synthesis of previous 

studies on D&I. It resumes by highlighting the review questions and the search 

strategies; after that, it offers a discussion of the theories of D&I. The chapter then 

narrows down to reviewing substantive literature in line with the review questions. It 

concluded by focusing on research from the Nigerian context. 

Chapter 3 described the philosophical and methodological considerations for this 

study. It provides a detailed description of the philosophical stance of the researcher, 

the research designed, methods of data collection and analysis, sampling 

techniques, and some ethical considerations guiding the conduct of the study. This 

chapter concluded by providing a summary of the researcher's experiences during 

the fieldwork. It detailed the difficulties experienced during this phase of the study 

and the strategies adopted to counter them. This chapter greatly influenced the final 

choice of research methodology as it necessitated some changes to the initial 

proposal, hence the decision to place it just before the methods chapter. 
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Chapters 4 to 7 focused on presenting the analysis and discussion of empirical data. 

Chapter 4 concerned itself with providing findings from a thematic analysis of the 

semi-structured interview data. Chapter 5 reports findings of the documentary 

analysis, while Chapter 6 presents results from the quantitative data using 

descriptive statistics. Chapter 7 synthesised and discussed the outcomes of the 

three data sources. It demonstrates how the three data sources converged together 

to fulfil the objectives of the study and proffer answers to the research question. 

The final chapter (8) focused on the conclusions drawn from the study. It also 

highlighted the contributions of the study, recommendations, limitations and 

suggestion for further work.  

1.9 Contextual clarifications 

This section provides brief contextual backgrounds to some key terms as used in this 

study. 

1.9.1 Ethnic group 

The history of the concept of ‘ethnicity’ in Nigeria has been traced back to the period 

of colonialism. During which the word ethnicity was not so much in use. Instead, a 

group of persons who share a collective identity and are closely related by origin, 

language and history were referred to as a tribe (Clay 1985). Clay (1985) also noted 

that Africans were made aware of the western idea that tribes are crude “social and 

political” arrangement that will be abandoned with the dawn of African 

enlightenment.  

An ethnic group, as opposed to a tribe, is a larger group, with a different cultural 

identity, that acknowledges the existence and legality of the central government and 

tries to compete with other groups for a portion of resources accruing to the central 

state (Clay 1985). It has been difficult for scholars and researchers in the social 

sciences to reach a consensus on what constitutes an ethnic group. This is because 

it has been observed that the definition or meaning of ethnic groups is dynamic. It 

changes from time to time and from country to country depending on the social, 

cultural, economic, and political character (Kivisto and Croll 2012).  

In this study, an ethnic group is defined as a distinct collection of persons whose 

identity is determined by a common origin and traceable to the same ancestral 
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lineage and who may or may not share a common territory, culture, religion, values 

and experiences.  

1.9.2 Equality 

Pilcher and Whelehan (2004) define equality as being equal in state or condition, 

especially with regards to legal rights, social status or political rights. The main focus 

of the drive towards equality has been on disadvantaged and minority groups such 

as the push for women to be treated in the same way as men (Dainty and 

Loosemore 2013).  

1.9.3 Performance 

Employee performance, as defined in this study, refers to an employee’s ability to 

meet targets in terms of quality and quantity of work completed, the time taken to 

complete a task and the relationship among employees. The performance measure 

used here is self-reported and perceived for both individual and group. Group 

performance is the ability of a group to meet set targets in terms of quality and 

quantity of work, the time taken to complete the task, innovation, problem-solving, 

and group cohesiveness. 

1.9.4 Innovation 

The term innovation has a variety of definitions (Skillicorn 2016). Innovation, as used 

in this study, involves the introduction of new and organic ideas or in-depth 

relationships that lead to the introduction of new product or services or new and 

more efficient processes (Naiman 2014; Skillicorn 2016).  

1.9.5 Discrimination  

The term discrimination as used in this study means any form of bias or unfair 

treatment perpetrated against the person or group of persons based on visible or 

invisible characteristics they possess (Noon 2010).  

1.9.6 Creativity  

Creativity involves the ability of individuals to transform their ideas and imaginations 

into reality. It is the ability to see things differently and finding new patterns and 

connections between unrelated events or situations to generate solutions to 

problems (Naiman 2014).  
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1.10 Summary 

This chapter has provided the basis for understanding what the research subject is 

all about. It presents the background information upon which the entire research will 

build and attempts to provide a clear understanding of what the study is all about. It 

began with a brief description of TNCs, their historical development, and why D&I 

management is relevant to TNCS. Next, it discussed various issues around D&I, 

highlighted theoretical underpinnings of the subject, identified gaps in research and 

established a rationale for the study. The study aims to investigate D&I policies and 

strategies adopted by subsidiaries of TNCs and how they impact the performance of 

ethnic minority employees. The chapter concludes with a conceptual definition of the 

terms used in the study. The next chapter reviews the current state of literature in the 

field.  
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2 Literature Review 

2.1 Introduction 

This chapter evaluates the existing literature on D&I in business organisations. It 

begins with a review of extant studies in the field of diversity management to provide 

background knowledge of the subject area and critical components of organisational 

D&I. Next, the chapter reviews the literature on the link between D&I to clarify the 

usage of the two terms. Further, the chapter evaluates the state of the literature on 

different diversity initiatives adopted by organisations and the factors that affect the 

implementation of initiatives within the workplace. Also, this chapter reviews the 

literature on ethnic minority inclusion in organisations. The next section reviewed the 

literature on D&I with a focus on transnational corporations (TNCS). Finally, the 

chapter assesses the state of the literature on the link between diversity and 

organisational performance. This will provide a clear understanding of the state of 

the present literature and help in identifying gaps that this study intends to fill.  

A thorough search of the state of the literature reveals a dearth in the literature on 

ethnic minority inclusion in TNCs/MNCs from the African perspective and Nigeria in 

particular. Generally, most of the available literature either take a holistic look at 

diversity initiatives in TNCs (Wentling and Palma-Rivas 2000; Egan and Bendick 

2003a; Ferner et al. 2005; UNCTAD 2007; Adeleye et al. 2012) or focus on people of 

ethnic minority backgrounds in organisations as a whole without emphasis on TNCs 

(Ross 2004; Ogbonna and Harris 2006; Zanoni and Janssens 2007; Janssens and 

Zanoni 2008; Bernstein and Bilimoria 2013; Daya 2014; Janssens and Zanoni 2014). 

Although a majority of the literature was from the context of developed countries, 

some diversity literature from the developing countries were also found. Examples 

include Adeleye et al. (2012); April et al. (2012); Daya (2014); April and Syed (2015); 

(George and Akaighe 2017); (Butali and Njoroge 2018), (Freeman and Lindsay 

2012). A few publications from the Nigerian were found. One focused on a TNC 

(Adeleye et al. 2012) another on the banking sector (Ehimare and Ogaga-Oghene 

2011) and the other, a review of the status of D&I in Nigeria (Adeleye et al. 2014). 

However, none of the Nigerian studies focused on ethnic minority inclusion in TNCs. 

From the preceding discourse, it is evident that there is a considerable gap in 

research and literature on D&I in Nigeria. As a result of this lack of literature on the 
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subject matter of this study, related literature on D&I and ethnic minority inclusion in 

relation to organisational performance, in general, were used. 

2.2 Review methodology 

This section outlines the strategy adopted for carrying out this literature review. It 

covers areas such as review methods, search strategy including the 

inclusion/exclusion criteria, and review of the articles obtained from the search 

process. 

This review adopts a systematic search approach to the traditional or narrative 

literature review. Hence only the search process was systematic, the review itself is 

narrative. This is due to the heterogeneity of the subject matter and the research 

design which makes a synthesis of qualitative, quantitative and mixed methods 

studies difficult. However, as the subject of this research is relatively new and 

avoided by many researchers due to its sensitive nature, the systematic search 

process was arduous to conduct as many of the databases used for conducting 

systematic searches yielded little success. Consequently, it has been observed that 

systematic reviews are scarce in the subject area. 

The narrative review is a type of literature that critiques, summarise, synthesises and 

draws a conclusion from a body of literature to provide answers to identified review 

questions (Cronin et al. 2008). The systematic search approach has been used for 

identifying relevant articles for inclusion in the review. The full systematic search 

process is described in the next section. 

2.3 Review questions 

This Literature review will attempt to provide answers to the following review 

questions: 

• What are the career experiences of ethnic minority employees in 

organisations?  

• What are the policies and strategies adopted by organisations to foster a 

climate of D&I? 

• How do ethnic minority employees perceive D&I initiatives? 

• How do D&I initiatives affect organisational performance? 
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2.4 Search strategy 

The search strategy was based on the research question: What are the 

organisational policies and strategies that enhance diversity and the inclusion of 

ethnic minority employees in TNCs and how do D&I policies and strategies impact 

the performance of individuals and groups within the organisation?  

The research question presented above was broken down into sub-components in 

line with the Context, Intervention, Mechanisms and Outcomes (CIMO)  framework 

proposed by Booth et al. (2012) for use in the field of management sciences.  

Context: This includes individuals, relationships, institutional settings, or 

broader systems.                     

Interventions: This deals with the impacts of the events, actions, or activity of 

study.                        

Mechanisms: Systems or mechanisms define the link between the outcomes 

and the interventions, and circumstances under which 

mechanisms can be activated or not. 

Outcomes: Are the impacts of the intervention and how they can be 

measured (Booth et al. 2012). 

The CIMO framework can be applied to the above research question as follows:  

Context: TNCs and MNCs.                                       

Interventions: Organisational policies, strategies, initiatives, practices. 

Mechanisms: D&I                                                                                                                       

Outcomes: Individual and group level performance 

The above components were later broken down into the following specific search 

terms. 
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Table 2.1: Search terms 

 Component Search Term 

Ethnic Minority Ethnic minority employees, ethnic minority groups, cultural 
minority employees, ethnic identity employees, minoritised 
ethnic 

Organisational 
Policies; 
strategies 

Organisational Policies, strategies, initiatives, practices, 
programmes 

D&I Diversity, inclusion, involvement, engagement, employment 

Organisational 
performance 

Organisational performance, profitability, effectiveness, 
productivity, group or team performance, individual performance, 
efficiency 

Transnational 
Corporations 

Transnational corporations, multinational corporations, business 
organisations, organisations, firms, business establishment 

 

The above words were inputted into four databases - ProQuest databases (five 

ProQuest databases were used: International Bibliography of Social Sciences, 

ASSIA and European Business Database, ABI/INFORM Collection, EconLit., and 

Asian Business Collection), Scopus, Science direct and Business source premier. 

The search was first conducted in October 2015 and periodically updated, and the 

final update was conducted in June 2019.  

The keywords in each of the components identified in the table above were 

separated using the word ‘OR’ to search for related articles. This was repeated for all 

components, which generated tens of thousands of articles for searches of each of 

the component. Results of searches obtained for each component were then 

combined using ‘AND’. This reduced the number of articles, but they were still too 

many to manage. Filters, such as publication dates (as indicated in Table 2.2, 

included studies that were published not later than the year 2000 to the moment the 

searches were conducted), source type, classification, availability of full text, were 

applied to reduce the number of articles to 559.  

Further criteria such as subject area and the article being peer-reviewed were 

introduced, and this reduced the number of papers to 156. At this point, the 

researcher then applied proper inclusion and exclusion criteria to eliminate abstracts 

that did not meet the criteria for inclusion. The inclusion criteria include: articles must 

be published in English, must not be duplicated, must be focused on the human 

context, must involve organisational setting; research context must be transferable, 

must comply with ethical principles. This measure helped in bringing down the 
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number of articles to 62. The researcher then scanned abstracts for relevance, 

further exclusions were made because some articles were outdated, some were still 

duplicated within the database, and others were contextually irrelevant to the focus 

of this study. Finally, 31 articles met all the criteria for inclusion in the study (see 

figure 2.1 for PRISMA flow diagram). Also, other relevant articles were obtained 

through Google, and Google Scholar search engines, journal websites, and 

reference list of articles and textbooks. 

 

Figure 2.1: Prisma flow chart 

Articles identified through 

database search (n = 559) 

Business source 

complete (on 

EBSCOhost) (n = 153) 

ProQuest databases 

(comprising 6 

databases) (n =123) 

Science Direct  
(n = 227) 

 

Number of articles 

obtained from other 

sources (n = 12) 

Records before duplicates were removed (n = 571) 

 

Articles screened after 

removing duplicates (n = 

559) 

Articles excluded 

(n =403) 

 

Full text articles assessed 

for eligibility (n = 62) 

Non peer review 

articles excluded 

(n = 94) 

Scopus 

(n=56) 

Studies included in review 

(n = 31) 

 

Studies included in review 

(n = 156) 

Full text articles 

excluded (n = 31) 
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The criteria adopted for selecting studies for inclusion in the review is presented in 

table 2.2 below. 

Table 2.2: Inclusion/exclusion criteria for systematic search 

 Inclusion criteria Exclusion criteria 

Context Organisational setting both 
public and private, relating to 
ethnicity and or race, human 
participants.  
 

Non-organisational setting, does 
not involve humans, in a voluntary 
work setting, community setting, 
does not focus on diversity 

Intervention D&I, involvement, acceptance, 
respect, valuing the employee. 
 

Non-organisational context, non-
human subjects. 

Mechanism D&I policies, strategies, 
programmes, practices, 
organisational culture. 
   

Non-organisational context, not 
dealing with D&I. 

Outcome Individual performance, group 
performance and organisational 
performance. 
 

Financial performance measures.  

Study Qualitative, quantitative or mixed 
methods study published in 
English, primary or secondary 
research, research context must 
be transferrable, empirical and 
must comply with ethical 
principle. 
 

Publications with no English 
version, literature reviews or 
secondary research, reports, 
research context not transferrable, 
the study does not comply with 
ethical principles, grey literature 
was not found. 

Date range From the year 2000 to 2019. 
 

Earlier than 2000 

 

2.4.1 Critical appraisal 

Critical appraisal of the studies included in this review was done using the mixed 

methods appraisal tool (MMAT) (Pluye et al. 2009; Hong et al. 2018). The tool was 

used because it is the most appropriate for this review as it combines features of the 

qualitative, quantitative and mixed methods appraisal tools. 

The MMAT is a tool used for the critical appraisal of systematic mixed-methods 

studies (Hong et al. 2018). It was designed in 2006 for use in appraising quantitative, 

qualitative as well as mixed methods research articles (Pluye et al. 2009). It is used 

for the evaluation of the methodological qualities of studies in five categories: 

qualitative studies, descriptive quantitative studies, randomised controlled trials, non-

randomised studies, and mixed methods studies (Hong et al. 2018).  

The tool can be used for the appraisal of primary empirical studies that involve 

observations, experimentation or simulation. The rating is done by responding to a 
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series of appraisal questions using the options ‘Yes’, ‘No’, and ‘Can’t tell’ across five 

categories of research designs. 

For instance, the following are questions to respond to in the qualitative research 

category: “Is the qualitative approach appropriate to answer the research question?” 

“Are the qualitative data collection methods adequate to address the research 

question?” “Are the findings adequately derived from the data?” “Is the interpretation 

of results sufficiently substantiated by data? “Is there coherence between qualitative 

data sources, collection, analysis and interpretation?”. Questions to be answered in 

appraising quantitative studies include: “Are there clear research questions?” “Do the 

collected data allow to address the research questions?” “Are the participants 

representative of the target population?” “Are measurements appropriate regarding 

both the outcome and intervention (or exposure)?” “Are there complete outcome 

data?” “Are the confounders accounted for in the design and analysis?” “During the 

study period, is the intervention administered (or exposure occurred) as intended?” 

(Hong et al. 2018). Table 2.3 presents the critical appraisal table which has been 

divided into three segments in line with the MMAT tool offered by hong (Hong et al. 

2018). The first section presents the appraisal of the qualitative studies in line with 

the MMAT tool format; the second section presents quantitative studies; while the 

third section focused on the mixed methods studies.   
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Table 2.3: Critical appraisal 

Qualitative studies 
S/N Are there 

clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Is the 
qualitative 
approach 
appropriate 
to answer 
the research 
question? 

Are the qualitative 
data collection 
methods 
adequate to 
address the 
research 
question? 

Are the 
findings 
adequately 
derived from 
the data? 

Is the 
interpretation 
of results 
sufficiently 
substantiated 
by data? 

Is there coherence 
between qualitative 
data sources, 
collection, analysis and 
interpretation? 

Sum of 
Yeses 

1 Y Y Y Y Y Y C 6/7 

2 Y Y Y Y Y Y C 6/7 

3 Y Y Y Y Y Y Y 7/7 

4 Y Y Y Y Y C Y 6/7 

5 Y Y Y Y Y Y Y 7/7 

6 Y Y Y Y Y Y Y 7/7 

7 Y Y Y Y Y Y C 6/7 

8 Y C Y Y Y Y C 5/7 

9 Y Y y Y Y Y Y 7/7 

10 Y Y C Y Y Y C 5/7 

11 Y Y Y Y Y C C 5/7 

12 Y Y Y Y Y Y Y 7/7 

13 Y Y Y Y C C C 4/7 

14 Y Y Y Y Y C C 5/7 

Quantitative studies 
S/N Are there 

clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Are the 
participants 
representativ
e of the 
target 
population? 

Are 
measurements 
appropriate 
regarding both 
the outcome and 
intervention (or 
exposure)? 

Are there 
complete 
outcome 
data? 

Are the 
confounders 
accounted for 
in the design 
and analysis? 

During the study 
period, is the 
intervention 
administered (or 
exposure occurred) as 
intended? 

Sum of 
Yeses 

15 Y Y Y Y Y Y C 6/7 

16 Y Y Y Y Y C N 5/7 

17 Y Y Y Y Y C N 5/7 

18 Y Y Y Y Y N N 5/7 

19 Y Y Y Y Y Y N 6/7 

20 Y Y Y Y Y C N 5/7 

21 Y Y Y Y Y C N 5/7 

22 Y Y Y Y Y C N 5/7 

23 Y Y Y Y Y C N 5/7 

24 Y Y Y Y C C N 4/7 

25 Y Y Y Y Y N N 5/7 

26 Y Y Y C C C N 3/7 

27 Y Y Y Y C C N 4/7 

28 Y Y Y Y Y Y N 6/7 

29 Y Y Y Y C Y N 5/7 

Mixed methods studies 
S/N Are there 

clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Is there an 
adequate 
rationale for 
using a 
mixed-
method 
design to 
address the 
research 
question? 

Are the different 
components of 
the study 
effectively 
integrated to 
answer the 
research 
question? 

Are the 
outputs of 
the 
integration 
of qualitative 
and 
quantitative 
components 
adequately 
interpreted? 

Are divergences 
and 
inconsistencies 
between 
quantitative 
and qualitative 
results 
adequately 
addressed? 

Do the different 
components of the 
study adhere to the 
quality criteria of each 
tradition of the 
methods involved? 

Sum of 
Yeses 

30 Y Y C Y Y C N 4/7 

31 Y Y Y Y Y C Y 6/7 

Key: Y = Yes, N = No, C = Can’t tell. 

2.4.2 Data Extraction  

The data extraction process enables researchers to obtain information about the 

characteristics of the included studies. Higgins and Deeks (2008) noted that the 

process of extracting data from published reports is one of the most important and 

time-consuming in a systematic review. They suggested that searching for text 

electronically could help locate information in a lengthy report faster. However, this 
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should not be deemed a replacement for reading the entire report since information 

may be presented with a variety of terminologies. It is recommended that the data 

extractors have at least a basic knowledge of the topic, study design, data analysis 

and statistical approach.  It also recommended that information that requires 

subjective interpretation be extracted by at least two independent individuals 

(preferably from complementary disciplines such as a methodologist and a subject 

expert) to avoid errors (Li et al. 2019). The nature of the extracted data depends on 

the research question being addressed and the kinds of studies available. An 

example of the information required for data extraction includes the name of the 

author(s), the title of the article, country of origin, aims/objective/purpose, study 

design, sample, outcomes/results.  

In this study, the data extraction was carried out by the researcher alone as the 

study had no funding to hire a methodology expert for this purpose. Table 2.4 

presents the data extraction sheet. 
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Table 2.4: Data extraction sheet 

S/N Author (Year) Topic Aim/objective of 
study (research 

questions) 

Country  Population/No of 
Participants 

Design/ 
Methodology 

Analysis 
tool 

Findings 

1 Kamenou and 
Fearfull (2006) 

Ethnic minority 
women: a lost 
voice in HRM. 

To explore the 
experiences and 
views of ethnic 
minority women in 
predominantly white 
Western 
organisations. 

United 
Kingdom  

Semi-structured 
in-depth 
interviews were 
conducted with 26 
participants, 
involving two case 
studies, and an 
‘independent’ 
group of 
participants.  

Qualitative Discourse/t
hematic 
analysis 

Interaction of gender and 
ethnicity in the formation of 
stereotypes, i.e. how they are 
perceived as ethnic minorities 
and as women. Ethnic minority 
need to assimilate the dominant 
culture for career advancement. 

2 Akram Al Ariss 
(2014) 

Voicing 
experiences 
and 
perceptions of 
local 
managers: 
expatriation in 
the Arab Gulf. 

To give voice to the 
locals working 
alongside skilled 
expatriates when 
seeking an 
understanding of 
expatriation. 

UAE  1. qualitative data 
collected from two 
companies in the 
form of case 
studies 
2. Twenty-eight 
qualitative 
interviews were 
conducted with 
Emirati top and 
middle managers 
in the United Arab 
Emirate. 

Qualitative 
interview and 
case study 

Thematic 
analysis 
(Layder’s 
(1998) 
approach) 

Stereotyping 
of national cultures leading to 
job stratification of expatriates 
was identified as a major HR 
challenge. 

3 Ogbonna and 
Harris (2006) 

Explore the 
dynamics of 
employee 
relationships in 
an ethnically 
diverse 
workforce. 

1) To understand the 
factors that are 
contributing to high 
levels of ethnic 
diversity; 2) to 
uncover how such 
diversity is 
manifested in an 
organizational setting, 
and 3) to explore the 
ramifications that this 
diversity 
and its manifestations 
may have for 

United 
Kingdom  

Interviews with 18 
executives and 
managers and 36 
interviews with 
staff at various 
operative. 

Qualitative 
ethnographic 
method 
including 
participant 
observation, 
interviews and 
document 
analysis. (case 
study) 

Thematic 
analysis 

The study revealed  
insights into the factors that 
contributed to high levels of 
workplace ethnic 
diversity, how such diversity was 
manifested and the ramifications 
for the firm and the individuals 
and groups concerned. 
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individuals and 
groups of 
employees on the 
one hand and for 
relations between 
management 
and groups of 
employees on the 
other. 

4 Janssens and 
Zanoni (2014) 

Alternative 
diversity 
management: 
Organizational 
practices 
fostering ethnic 
equality at 
work. 

To advance our 
understanding of 
diversity management 
enhancing ethnic 
equality at work. 

Belgium A total of 116 
interviews were 
conducted at the 
workplace during 
working hours in 
ten companies. 

Qualitative, 
multiple case 
stud, collected 
data through 
semi-
structured 
interviews and 
documents 
such as the 
‘diversity plan’ 
drafted to 
benefit from 
government 
support and 
describing the 
organizations’ 
DM initiatives. 
 

Constant 
comparativ
e 
method 
(Glaser & 
Strauss, 
1967) 

Our analysis indicates that 
ethnic equality is fostered by 
practices that broaden 
dominant norms on 
competencies and cultural 
identities and avoid reducing 
ethnic minority employees to 
mere representatives of a 
stigmatized social group. 

5 April et al 
(2012) 

Diversity 
management 
in South Africa: 
Inclusion, 
identity, 
intention, 
power and 
expectations. 

To ascertain the 
extent to which 
current diversity 
management 
initiatives seek to 
make diversity 
manageable, and 
hence does not 
respect people as 
individuals, but seeks 
to categorise them to 
infer stereotypical 
backgrounds and 
behaviours. 

South 
Africa 

A total of 
57 interviews 
were recorded. 
Sixty written 
accounts 
submitted by 
students of the 
Associate in 
Management 
(AIM) program at 
the University of 
Cape Town’s 
Graduate School 
of Business (junior 
management 

programme). 

Qualitative Content 
analysis 

Inclusion has been shown 
conclusively to be the key issue 
concerning diversity 
management. The results also 
show that expectations can drive 
the creation of inclusive 
communities, as can individual 
courage and determination. 
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6 Ossenkop et al 
(2015) 

Ethnic identity 
positioning at 
work: 
Understanding 
professional 
career 
Experiences. 

To unravel ethnic 
identity construction 
through analysing 
accounts of individual 
sensemaking, 
interaction, and 
institutional practices. 

Netherla
nds 

26 semi-
structured 
interviews of 
dominant and 
minority ethnic 
professionals with 
14 women and 12 
men, of which 13 
are considered 
dominant ethnics 
and 13 are 
considered 
minority ethnics 

Qualitative Thematic 
analysis 

How both dominant and minority 
ethnic identity construction is 
conflated with processes of 
“othering” in relation to the 
hegemonic norm. We illustrate 
and problematize the 
emergence of the normalization 
of othering by highlighting its 
potential consequences for 
individual career experiences. 

7 Fearfull and 
Kamenou 
(2006) 

How do you 
account for it?: 
A critical 
exploration of 
career 
opportunities 
and 
experiences of 
ethnic minority 
women. 

To reach an 
explanation as to 
why, when for 3 
decades during which 
legislation has been 
in place to outlaw 
unfair discrimination, 
and when 
organisations have 
policies purporting to 
support and serve 
that legislative 
framework, ethnic 
minority women 
continue to struggle 
for corporate 
acceptance and 
progression.n 

United 
Kingdom 

In-depth 
interviews were 
conducted with 64 
participants drawn 
from 3 sources. 
Fifty-five 
participants were 
from two case 
study 
organisations, one 
private and one 
public. Of the 
participants, 9 
were Afro-
Caribbean, 11 
were Pakistani, 3 
were Indian, 2 
were South Asian 
(non-specified) 
and 1 was African. 
 

Qualitative Thematic 
analysis 

The study found networking to 
one of the strategies employed 
by ethnic minority women to 
assert agency in order to 
improve opportunities. 

8 Kitching and 
Athayde 
(2007) 
 

Ethnic 
Diversity and 
Competitivene
ss: 
Does the 
Evidence 
Justify Policy 
Action? 

To examine the links 
between ethnic and 
linguistic diversity and 
city competitiveness 
and to consider the 
policy implications. 

United 
Kingdom 

Primary data were 
collected from 
face-to-face 
interviews with 
London business 
owners and 
support providers, 
identified primarily 
through LDA 

Qualitative Thematic 
analysis 

The evidence base regarding 
ethnic and linguistic diversity 
and city competitiveness is 
suggestive but uneven. Though 
a number of plausible 
hypothesised links between 
diversity and competitiveness 
may be proposed, the evidence 
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contacts and their 
partner 
organisations. 
Secondary 
evidence was 
gathered through 
a search of library 
materials, 
electronic 
databases, and 
internet sources. 

required to confirm, refine or 
reject them is patchy. 

9 Janssens and 
Zanoni (2008) 

What makes 
an 
organization 
inclusive? 
Organizational 
practices 
favouring the 
relational 
inclusion of 
Ethnic 
minorities in 
operative jobs. 

To increase the 
understanding of the 
notion of inclusion 
and to 
explore which 
organizational 
practices increase the 
inclusion of ethnic 
minorities in operative 
jobs. 

Belgium Small and 
medium-sized 
company 
employing ethnic 
minorities. 
Call centre – 45 
Wholesale dealer 
- 16 
Logistic company 
– 38 
Scaffold 
construction 
company - 7 
 

Qualitative 
multiple case 
study  

Content/th
ematic 
analysis 
(Deductive 
coding 
using 
coding 
schemes) 

Inductively developed indicators 
of the relational dimension of 
inclusion. 

10 Zanoni and 
Janssens 
(2007) 

Minority 
employees 
engaging with 
(diversity) 
management: 
an analysis of 
control, 
agency, and 
micro-
emancipation. 

To provide a deeper 
understanding of how 
minority employees 
are controlled in 
organizations  
Research. 

Belgium Two case studies 
consisting of 24 
open-ended 
interviews with 
both minority and 
majority 
employees and 
managers. 
 
 
 

Qualitative Content/th
ematic in-
depth 
analysis 
(Deductive 
coding 
using 
coding 
schemes) 

(i) An individual is subject to a 
unique mix of multiple controls 
which originate both within and 
outside the organization and (ii), 
as an agent, he or she reflects 
and acts upon those controls in 
a unique way. 
 

11 Kenny and 
Briner (2010) 

Exploring 
ethnicity in 
organizations. 

To explore how 
ethnicity remains 
relevant to the 
workplace experience 
of minority ethnic 
graduate employees 

United 
Kingdom 

Qualitative 
interviews were 
conducted with 30 
British Black 
Caribbean 
graduate 
employees drawn 

Qualitative Template 
analysis. 

The paper finds that racial 
discrimination, social class and 
ethnic identity were key 
elements of how ethnicity was 
experienced by these minority 
ethnic graduate employees. 
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in contemporary 
British organizations. 

from a range of 
public and private-
sector 
organizations.  
 

12 Van Laer and  
Janssens  
 (2011) 

Ethnic minority 
professionals’ 
experiences 
with subtle 
discrimination 
in the 
workplace. 

To explore the 
processes underlying 
subtle discrimination 
in the workplace. 

Belgium Twenty-six in-
depth interviews 
with minority 
professionals of 
Turkish or 
Maghrebi descent 
in Flanders (12 
women and 14 
men) 

Qualitative 
Interpretative, 
inductive 
approach  

Grounded 
theory 

Subtle discrimination involves 
disempowerment through 
apparent empowering 
behaviour; it is based on 
processes of power – 
normalization; it is linked to 
societal structures and 
discourses. 

13 Freeman and 
Lindsay (2012) 

The effect of 
ethnic diversity 
on expatriate 
managers in 
their host 
country. 

To explore how 
Australian expatriate 
managers interpret 
their experience of 
working in a new and 
ethnically diverse 
workplace in 
Malaysia. 

Malaysia Twelve semi-
structured 
interviews 

Qualitative, 
Phenomenolo
gy 

Thematic 
approach 

The individual’s ability to change 
and adapt beyond culture and 
language skills is key to 
performing in such a context. 
The key managerial implication 
is that cross-cultural training can 
assist with the development of 
personal attributes by expatriate 
managers involved in ethnically 
diverse workplaces. 

14 Azmat, F., 
Fujimoto, Y. 
and 
Rentschler, R. 
(2014) 

Exploring 
cultural 
inclusion: 
Perspectives 
from a 
community arts 
organisation. 

To examine whether 
perspectives on 
cultural inclusion 
theory in museum 
studies can be 
combined with 
perspectives on 
organisational 
inclusion theory in 
management to 
understand the 
processes through 
which a non-profit 
arts organisation 
fabricates its 
distinctiveness by 
cultural inclusion. 

Australia Six focus group 
interviews with 43 
participants and 
individual stories 

Qualitative Thematic 
approach 

Findings confirm the significance 
of cultural inclusion and the 
potentially useful role of arts in 
creating inclusive organisations 
and communities. 
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15 Hoogendoorn 
and van Praag 
(2012) 

Ethnic 
Diversity and 
Team 
Performance: 
A Field 
Experiment. 

To measure the 
causal impact of 
ethnic diversity on the 
performance of 
business teams using 
a randomized field 
experiment. 

Netherla
nds 

Involves 550 
students who set 
up 45 real 
companies as part 
of their curriculum 
in an international 
business program 
in the 
Netherlands. The 
student population 
consists of 55% 
students with a 
non-Dutch 
ethnicity from 53 
different countries 
of origin. 

Quantitative Regression We find that a moderate level of 
ethnic diversity does not affect 
team performance in terms of 
business outcomes (sales, 
profits and profits per share). 
However, if at least the majority 
of team members is ethnically 
diverse, then more ethnic 
diversity has a positive impact 
on the performance of teams. 

16 Allen, R. S., 
Dawson, G., 
Wheatley, K. 
and White, C. 
S. (2007) 

Perceived 
diversity and 
organizational 
performance. 

The purpose of this 
paper is to investigate 
the relationship 
between employee 
perceptions of 
diversity within the 
senior management, 
management and 
non-management 
levels of their 
organizations and 
their perceptions of 
organizational 
performance. 

USA Surveys were 
administered to 
391 managers or 
professionals in 
130 organizations 
located in the 
southeastern 
United States to 
determine their 
perceptions of 
diversity and 
performance 
within their 
organizations. 

Quantitative 
study 

Regression 
analysis 

Strong support for the 
hypothesis that employee 
perceptions of diversity at the 
senior management level of an 
organization is positively related 
to perceptions of organizational 
performance. Likewise, there 
was support for the hypothesis 
that employee perceptions of 
diversity at the non-manager 
level were positively related to 
perceptions of organizational 
performance. 

17 Awang, F., 
Shafie, Z. and 
Pearl, R. 
(2014) 

The 
multicultural 
organizations: 
Perceptions of 
diversity 
challenges and 
initiatives 

The study’s objective 
was to determine the 
perceptions of media 
relation professionals 
regarding diversity 
challenges and 
initiatives in the 
workplace 

USA Media relations 
professionals in 
Fortune 500 
companies in the 
Midwest of the 
United States 

Quantitative The 
instrument 
was tested 
for 
reliability 
by using a 
Cronbach 
reliability 
coefficient. 

A large group of respondents 
have observed or perceived 
discrimination and it is mainly 
directed to women, employees 
that are LGBT, and/or minorities. 
Additionally, most organizations 
surveyed have taken actions to 
manage diversity and that 
companies try to recruit 
minorities. 

18 Bonache, J., 
Sanchez, J. I. 
and Zárraga-

The interaction 
of expatriate 
pay differential 

investigates 
expatriate 

Spain Surveys 
distributed to 116 
employees of 

Quantitative Regression 
analysis 

The study identifies 
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Oberty, C. 
(2009) 

and expatriate 
inputs 
on host 
country 
nationals’ pay 
unfairness. 

compensation from 
the perspective 
of host-country 
nationals. 

multinational 
companies in 
Spain. 

a number of factors that may 
offset or attenuate the negative 
influence of pay 
differential on HCN’s perceived 
pay unfairness, namely 
awareness of expatriate 
contributions and special needs, 
expatriate interpersonal 
sensitivity, HCN pay 
advantage over other locals, and 
HCN contact with expatriates. 

19 Butali, P. and 
Njoroge, D. 
(2018) 

Effect of 
Employee 
Participation 
on 
Organizational 
Performance 
with 
Organizational 
Commitment 
as a 
Moderator. 

The purpose of this 
study was to find out 
the impact of 
employee 
participation on 
organizational 
performance and to 
find out the 
moderating effect of 
organizational 
commitment on the 
relationship between 
employee 
participation and 
organizational 
performance. 

Kenya The study 
population 
comprised of 5866 
employees of 
three state 
corporations 

Quantitative Descriptive 
statistics - 
frequency 
distribution
s, means, 
modes, 
percentage
s and 
standard 
deviations. 

The findings suggest that 
employee participation had a 
significant effect on 
organizational performance. The 
study further showed that 
affective commitment, 
continuance commitment and 
normative commitment 
moderated the relationship 
between employee participation 
and organizational performance 

20 Churchill et al 
(2017) 

Ethnic diversity 
and firm 
performance: 
Evidence from 
China’s 
materials and 
industrial 
sectors. 

To examine the 
relationship between 
ethnic diversity and 
firm performance in 
China. 

China Sample of 1079 
Chinese firms in 
the materials and 
industrial sectors 

Quantitative The 
Herfindahl-
type 
fractionaliz
ation 
formula 
and cross-
sectional 
regression 
framework 

Higher ethnic heterogeneity 
negatively impacts on firm 
financial performance in these 
sectors. 

21 Kaas and 
Manger (2011) 

Ethnic 
Discrimination 
in Germany’s 
Labour 
Market: A Field 
Experiment. 

To study ethnic 
discrimination in 
Germany’s labour 
market with a 
correspondence test. 

Germany Applications were 
sent to each of 
528 
advertisements for 
student 
internships, one 

Quantitative 
experimental 
study 

Descriptive 
analysis 
and X2-test 

Differential treatment is 
particularly strong and 
significant in smaller firms at 
which the applicant with the 
German name receives 24% 
more callbacks. 
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with a Turkish-
sounding and one 
with a German-
sounding name 

22 Ehimare, 
 And Ogaga-
Oghene 
(2011) 

The impact of 
workforce 
diversity on 
Organizational 
effectiveness: 
a study of a 
Nigerian bank. 

To find out the impact 
of workforce diversity 
on organizational 
effectiveness in a 
Nigerian bank. 

Nigeria 48 work teams, 
made up of 162 
individuals; most 
of whom perform 
marketing 
functions. The 
Published annual 
reports of the 
bank for 2008 and 
2009 were also 
examined for 
relevant data. 

Quantitative Hierarchica
l Multiple 
Regression
s, and 
Correlation 
analysis 

The study finds a significant 
correlation between some of the 
diversity variables as well as 
individual diversity variables with 
the measures of organizational 
effectiveness. Also, it reveals 
that gender and ethnicity are 
negatively related to both 
employee productivity and 
performance bonus. In addition, 
the study found that gender, age 
and tenure diversities are 
positively correlated and are 
significantly related. 
 

23 George and  
Akaighe 
(2017) 

Cultural 
diversity and 
work 
engagement in 
Nigerian 
Civil Service. 
 

To examine cultural 
diversity as predictors 
of work engagement 
in the Nigerian civil 
service sector. 

Nigeria A Survey of 110 
respondents in the 
civil service 

Quantitative 
(Survey) 

Regression
s analysis, 
analysis of 
variance 
(ANOVA) 

Results suggest that age, 
gender and ethnicity are 
predictors of work engagement. 

24 Pitts (2005) Diversity, 
representation, 
and 
performance: 
evidence about 
race and 
ethnicity in 
public 
organizations. 

To understand the 
impact of one type of 
diversity—race and 
ethnicity—on 
organizational 
outcomes in public 
education. 

USA The study used 
pooled data 
between 1995 and 
1999 from almost 
2,500 school 
districts 
in the state of 
Texas. 

Quantitative  Regression
s analysis. 

Results indicate that diversity 
among managers is unrelated to 
the three performance outcomes 
tested, while diversity among 
teachers is negatively related to 
one and positively related to two 
performance outcomes. 
Representation among 
managers, on the other hand, is 
positively related to all three 
performance outcomes, while 
the representation of teachers is 
negatively related to one of the 
outcomes. 
 

25 Pitts and Jarry 
(2009) 

Getting to 
know you: 

To test the 
proposition that 

USA Secondary data 
from all public 

Quantitative Ordinary 
Least 

Results show that the negative 
relationship between ethnic 
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ethnic 
diversity, time 
and 
performance in 
public 
organizations. 

managers can 
improve work-related 
outcomes in diverse 
organizations by 
focusing on stability 
and allowing diverse 
groups to ‘get to 
know’ one another, a 
process that should 
improve 
communication and 
coordination 
difficulties inherent in 
ethnic diversity. 
 

school districts in 
the state of Texas 
collected between 
1995 and 2002 
focusing 
specifically on 
ethnic diversity 
among teachers 

Squares 
regression 

diversity and organizational 
performance does indeed lessen 
with time and stability. 

26 Carlsson and 
Rooth (2007) 

Evidence of 
ethnic 
discrimination 
in the Swedish 
labour 
market using 
experimental 
data. 

To investigate ethnic 
discrimination in the 
recruitment process 
by sending fictitious 
applications to real 
job openings. 

Sweden Researchers sent 
3104 applications 
to 1552 employers 
between May 
2005 and 
February 2006. 

Quantitative 
experimental 
study 

Descriptive 
analysis 

The study found differential 
treatment in the hiring process in 
Sweden. Applications with 
identical skills were randomly 
assigned Middle Eastern or 
Swedish-sounding names and 
applications with a Swedish 
name receive fifty percent more 
callbacks for an interview. 
 

27 Carter et al 
(2010) 

The Gender 
and Ethnic 
Diversity of US 
Boards and 
Board 
Committees 
and Firm 
Financial 
Performance. 

To investigate the 
effects of diversity 
and diversity 
management on 
employee perceptions 
of 
organizational 
performance in U.S. 
federal agencies 
by developing 
measures of three 
variables: diversity, 
diversity 
management, and 
perceived 
organizational 
performance. 
 

USA  Secondary data 
from Standards 
and Poor’s 500 
index for the 
Five-year period 
from 1998–2002. 

Longitudinal/ 
Quantitative 
research 

Multiple 
regression 
analysis, 
Return on 
Assets and 
Tobin’s Q. 

We do not find a significant 
relationship between the gender 
or ethnic diversity of the board, 
or important board committees, 
and financial performance for a 
sample of major US 
corporations. Our evidence also 
suggests that the gender and 
ethnic minority diversity of the 
board and firm financial 
performance appear to be 
endogenous. 
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28 McKay et al 
(2008) 

Mean Racial-
Ethnic 
Differences in 
Employee 
Sales 
Performance: 
The 
Moderating 
Role of 
Diversity 
Climate. 

To assess whether 
diversity climate 
moderated mean 
racial-ethnic 
differences in 
employee sales 
performance. 

USA  A sample of 6,130 
workers employed 
in 743 stores of a 
large, U.S. retail 
organization. 

Quantitative Analyses 
were 
performed 
using 
hierarchica
l linear 
modelling 

Findings indicated Whites 
exhibited significantly higher 
sales performance than 
Hispanics but not Blacks, as 
moderated by diversity climate. 
 

29 Roberson and 
Park (2007). 

Examining the 
Link Between 
Diversity and 
Firm 
Performance: 
The Effects of 
Diversity 
Reputation and 
Leader Racial 
Diversity.  

To empirically assess 
the impact of diversity 
on organizational 
performance. 

USA Secondary data 
from Fortune 
Magazine’s list of 
top 100 diversity 
companies and 
Standard and 
Poor’s Publish 
annual company 
performance 
ranking. 
 

Quantitative. Pooled, 
cross-
sectional, 
time-series 
regression 
analysis. 

Results show that a firm’s 
diversity reputation is positively 
related to the book-to-market 
value of a firm, and that leader’s 
racial diversity has a curvilinear 
U-shape relationship with book-
to-market equity, revenues, and 
net income.   

30 Ross (2004) Ethnic minority 
personnel 
careers: 
Hindrances 
and hopes 

To explore the 
relationship between 
ethnic origin and 
careers in personnel 
departments in 
Britain. 

United 
Kingdom 

41 Survey 
responses and 53 
individuals were 
interviewed 
across the five 
case 
organizations. 

Mixed 
methods 

Descriptive 
analysis 
and 
thematics 
analysis 

It identifies a range of criteria 
that can affect personnel 
careers, of which ethnic origin is 
often one. 

31 Wong and Lin 
(2014) 

Construction 
workplace 
discrimination 
Experiences of 
ethnic minority 
operatives 
in Hong Kong 
construction 
sites. 

To explore the 
discriminatory 
experiences and 
working conditions 
experienced by ethnic 
minority (EM) 
construction 
operatives in Hong 
Kong. 

Hong 
Kong 

100 
questionnaires  
Ethnic Minority 
site operatives 
plus two focus 
group 
discussions. 

Mixed 
methods 
(questionnaire 
survey and 
focus group 
discussions) 

Regression
/thematic 
analysis 

Suggested that indirect and 
subtle forms of racial 
harassment do exist on Hong 
Kong construction sites. 
Communication difficulties 
caused by language barriers 
affect work relationships 
between different cultural groups 
on construction sites. 
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2.5 Theories of diversity and inclusion 

Research in D&I management is underpinned by theories drawn from organisational 

studies and social psychology (Janssens and Steyaert 2003; Oerlemans et al. 2008).  

Pitts and Jarry (2005) noted that a significant proportion of the theoretical 

foundations of diversity management emerged from in-group/out-group psychology. 

They identified three such theories as social identity and categorisation theory, 

similarity/attraction, and information and decision-making theory. This theory has 

proven very influential over the years by illuminating ideas and thinking about inter-

group relations (Hornsey 2008). Thus, Haslam (2014) noted that the influence of the 

theory has extended beyond its early organisational application to other fields such 

as health and clinical disciplines.  

2.5.1 Social identity and categorisation theory 

The social identity and categorisation theory (Pitts and Jarry 2005; Oerlemans et al. 

2008; Tajfel 2010) is a commonly used theory in the diversity literature. The theory 

was first proposed by Tajfel and Turner in the 1970s and holds that individuals derive 

a sense of self-esteem and belongingness when they view themselves in relation to 

membership of social groups (in-groups) (Tajfel 1981; Pitts and Jarry 2005; 

Oerlemans et al. 2008). It analyses the role that self-conception plays in inter-group 

relations, group membership and group processes; and derives from motivational, 

social-cognitive, social-interactive and macrosocial sub-theories focusing on aspects 

of the group (Hogg 2006; Hogg et al. 2017).  It is premised on the belief that 

collective phenomena cannot only be explained through interpersonal interaction and 

individual processes (Hogg 2006). It identifies three cognitive processes through 

which individuals create the in-group-out-group identification - social categorisation, 

social identity and social comparison. These three processes are mechanisms 

through which individuals establish social identity by associating with certain 

categories such as gender, ethnicity, religion and socio-economic status. They also 

associate themselves with a relevant social group(s) based on their self-

categorisation and make comparisons between the group they belong to and other 

groups (Pitts and Jarry 2005).  

 

The social identity and categorisation theory predict an unfavourable outcome 

between workforce diversity and organisational performance (Tajfel 1981). 



41 
 

Pitts and Jarry (2005) suggested that the underpinning assumption of the social 

identification process begins with a desire by individuals to maximise their self-

esteem through socially comparing themselves with others. Individuals’ self-

comparison involves the categorisation of themselves and others along 

organisational, religious, gender, ethnic, and socioeconomic lines.  The process of 

self-categorisation leads each individual to form their own social identity. An 

individual’s social identity is defined by the membership of a group consisting of 

different categories. Hence, in order to maintain high self-esteem, individuals 

consider their in-group members as good and the out-group members as bad 

(Stereotyping them as inherently worse, untrustworthy, dishonest, uncooperative and 

unintelligent). The implication of the social identity and categorisation theory in 

diverse workgroups or organisations is that since there are usually more out-group 

members than in-group members, there is a problem of mistrust, ineffective 

communication and a lack of cooperation. The result is a more challenging work 

process, resulting in a much weaker final product or idea, and thus suggesting a 

negative diversity – work-related outcome (Pitts 2005). 

 

Notwithstanding, Hogg (2006) suggests that the social identity theory can be used to 

address phenomena such as prejudice, stereotype, discrimination, ethnocentrism, 

conformity, intergroup conflict, normative behaviour, group polarisation, leadership, 

crowd behaviour, organisational behaviour, deviance and group cohesiveness. The 

social identity theory is relevant to D&I, particularly in TNCs characterised by the 

interaction between expatriates and people from different nationalities (Farndale et 

al. 2015). Under this scenario, expatriates and employees from other nationalities 

may constitute an in-group and the local employees the out-group and vice versa.  

2.5.2 Optimal distinctiveness theory 

Another theory that has been used to explain D&I is the Optimal Distinctiveness 

Theory (ODT) (Brewer 1991), which underpins the literature on inclusion (Shore et 

al. 2011). The ODT posits that “individuals avoid self-construals that are either too 

personalised or too inclusive and instead define themselves in terms of distinctive 

category memberships” (Brewer 1991). The theory suggests that when individuals’ 

collective identity can no longer satisfy their need for assimilation and differentiation,  

they seek to attain an optimally distinctive identity at the personal level (Moon and 
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Sung 2015). This theory stresses the anxiety that exists in humans to balance the 

need for belonging (need for belongingness, assimilation or inclusion) to a  group 

with which they believe they have a collective identity;  and the need to maintain a 

unique identity (uniqueness or differentiation) from members of other groups 

(Zuckerman 2016).  

 

Individuals’ need for social inclusion in groups and their need for uniqueness and 

distinctiveness operate at two extremes (Moon and Sung 2015). On the one hand, 

the need for social inclusion is necessary to address issues of social exclusion and 

inequalities that exist in groups; on the other hand, the need for differentiation is 

essential to ensure individuals can retain their unique identities and experiences 

despite their inclusion in the group. Thus, social identities serve as a balance to 

manage the two conflicting needs. The conflict between assimilation and 

differentiation can be satisfied through becoming members of social groups that are 

inclusive enough to address their need for belongingness and exclusive enough to 

preserve their sense of distinctiveness (Moon and Sung 2015), hence finding a 

balance between the two extreme motives helps individuals to achieve optimal 

distinctiveness (Hogg et al. 2017).  

 

Nevertheless, the problem with the ODT is that while it is usually possible to satisfy 

members’ need for inclusion or assimilation in a small group, it becomes more 

challenging to satisfy individuals’ needs for uniqueness or differentiation as the group 

size grows bigger (Zuckerman 2016). These needs can be balanced through an 

“optimal level” of the individual’s inclusion in a group. Thus, individuals begin to form 

a bond with one another due to their common attachment to a social group (Shore et 

al. 2011).  

2.5.3 The paradigm for managing diversity 

Thomas and Ely (1996) provide a set of theoretical models from the perspective of 

organisational studies widely used to explain why organisations invest in diversity. 

They identified three paradigms explaining how organisations perceive diversity. The 

first is the “discrimination-and-fairness paradigm” in which organisational leaders 

emphasise issues relating to equal opportunity; fair treatment; employment; and 

acting under the law. The second is the “access-and-legitimacy paradigm”, which 
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emerged as a consequence of the acceptance and celebration of differences. The 

primary rationale for this second paradigm was to attract employees from diverse 

backgrounds with the aim of penetrating new or alternative market segments. The 

final approach, the “learning-and-effectiveness paradigm”, seeks to provide a 

synergy between a firm’s strategies, structures and processes, culture, and its 

diversity programme. This new paradigm integrates the positives of the two previous 

approaches and goes beyond this integration to incorporating differences among 

employees into the processes and structures for overall organisational benefits. The 

learning and integration paradigm further explains that it would be of greater benefit 

to organisations when they encourage employees to employ the full sum of their 

demographic and cultural knowledge into problem-solving. Pooling together a large 

array of diverse demographic and cultural knowledge would be of better advantage 

to the organisation as it makes available more variety of knowledge and experience, 

which may result in better products and work processes (Yang and Konrad 2011).  

2.5.4 The multicultural organisational model 

Cox (1991) developed the idea of the multicultural organisation in which he adapted 

the societal integration model by Milton Gordon, together with real-world American 

experience with diversity management initiatives. Cox identified three organisational 

types: monolithic, plural and multicultural organisations.  Using the United States as 

a case, Cox explains that the monolithic organisation is dominated by white male 

workers, with few white women and ethnic minority men occupying management 

positions. This type of organisation is characterised by a high degree of occupational 

segregation resulting in women and ethnic minority men mostly in lower job 

positions, and are made to assimilate the dominant organisational norms that are in 

favour of the white male majority.  However, Cox noted that this type of organisation 

witnesses a low rate of intergroup conflict due to the high level of homogeneity.  

The Plural organisation is characterised by more heterogeneity than the monolithic 

organisation. It also takes steps to be more inclusive of people from diverse ethnic 

origins through hiring, promotion, training, and a compensation system that guards 

against discrimination against ethnic minority employees. Hence, structural 

integration is higher in a plural organisation than in a monolithic organisation. 
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The third type of organisation – the multicultural organisation - is characterised by 

pluralism, structural integration, integration of minorities into informal networks, the 

absence of prejudice and discriminatory treatments, minimised intergroup conflict 

and full organisational identification. According to Cox (1991), this type of 

organisation can be created through the introduction of a range of diversity initiatives 

cutting across the six dimensions that characterise the multicultural organisation. 

Some of the initiatives include training on managing diversity, orientations for new 

members, diversity committees, educational programmes, targeted career 

development opportunities, mentoring programmes, seminars on equal opportunity, 

training on bias reduction, and training on conflict management. Cox, however, noted 

that these forms of organisations are hard to achieve in real life.  

The above discourse has provided answers to the review question that states: “What 

are the theories that underpin the practice of workforce diversity management?” It 

has shown the D&I is underpinned by theories of social psychology, organisational 

studies. The approaches from social psychology which are of interest to this study, 

revolve around intergroup relations. It defines individual and group quest for identity 

and belongingness. It explains human behaviours and the root causes of 

discrimination, prejudice and exclusion (Barak 2008). It describes the process of the 

creation of in-groups and out-groups and how perceptions of similarity and 

differences can impact the performance of groups within an organisation. The 

theories are also useful in understanding the personal and organisational 

implications of workforce diversity. It affects the process through which minority or 

disadvantaged group members view interactions that are determined by membership 

of a category instead of individual potentials. All these have ramifications for 

organisational conflict and cohesiveness, and ultimately, bottom-line performance.  

2.6 Diversity management 

Diversity management is a relatively new area of academic endeavour (Nkomo and 

Cox 1999). As an academic and professional discipline, diversity management has 

emerged in response to the prediction of the “Workforce 2000” report (Johnston and 

Packer 1987). The report predicts some dynamics in the global workforce which will 

result in a massive expansion to accommodate the hitherto disadvantaged and 

underrepresented groups (Nkomo and Cox 1999; Lorbiecki and Jack 2000; Konrad 
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2003; Zanoni et al. 2009). The Workforce 2000 report provides a foundation for what 

is referred to in the business circle today as the “business case for diversity” (Konrad 

2003). This prediction brought diversity management as a sub-discipline in 

organisational studies to the fore and has gotten professionals and academics 

thinking about how to deal with the impending changes in demographic 

characteristics of the workforce (Nkomo and Cox 1999). Despite acknowledging that 

this report made a remarkable impact on the development of diversity management, 

Nkomo and Hoobler (2014) did not agree with the assertion. They argued that even 

before this time, tremendous progress had been made in North America towards 

attaining equality in the workplace occasioned by the passing of the Civil Rights Act 

in 1964. The Act prohibits discriminatory practices in the workplace based on 

demographic differences and national origin. This event, according to Mor Barak 

(2014) and Nkomo and Hoobler (2014), does not present a complete historical 

perspective to the emergence of the field of diversity management. Instead, they 

advocate a more ideological approach to understanding the dynamics in the beliefs 

of the society about minority racial and ethnic groups, what they are and how they 

were integrated into the American society, and the impacts they have had on 

research and practices of diversity. Mor Barak (2014) notes that while the Civil 

Rights Act and affirmative and positive actions granted job opportunities to minorities 

and other disadvantaged groups in places that they previously had no access to. It 

has failed to ensure their full admittance into positions of influence, which prevented 

them from maximising the benefits of their jobs. Similarly, legislation on equality and 

affirmative action has existed in the UK since the 1960s (Strauss et al. 2008).  

Lorbiecki and Jack (2000) identified four major intertwined landmarks in the 

development of diversity management thoughts- “demographic, political, economic 

and critical”. The demographic milestone was accounted for by the Johnston and 

Packer (1987) report which created awareness on the impending demographic 

change with consequences on human resource activities and the ability of large 

companies to remain competitive in the face of globalisation. The political dimension 

of the emergence of diversity management occurred when politicians in the US 

viewed diversity management as a more acceptable replacement to affirmative 

action legislation which had created much anxiety among the people (Noon 2007). 

They considered inclusion as a reaction to the right political decisions. Organisations 
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and public institutions found it more appealing and sensible and more accessible to 

engage the white male-dominated workforce. The political rationale for embarking on 

diversity provides the economic incentive for its evolution and development. This 

was brought about by arguments from academic writers and practitioners that 

investment in diversity could make business sense. The final phase witnessed the 

incorporation of diversity into the organisation in such a way that employees’ reaction 

to diversity is tracked for possible deviation, and diversity is incorporated into the 

business process and reviewed from time to time in order to meet changing 

organisational needs (Lorbiecki and Jack 2000).  

Globalisation and increased competition have facilitated the spread of diversity from 

North America to other parts of the world (Kundu 2003; Choy 2007; Strachan et al. 

2010; Olsen and Martins 2012; Podsiadlowski et al. 2013; Derven 2014; Mor Barak 

2014; Nkomo and Hoobler 2014). Also, the massive increase in the number of 

transnational corporations (TNCs) has expanded the scope and practice of diversity 

management across the world. Today, many organisations do not only view diversity 

management as a civil rights issue but also believe in the capacity of diversity 

management to yield business benefits (Strachan et al. 2010). Diversity becomes of 

importance when TNCs engage workforce from both the home and host countries to 

facilitate their global operations (Wentling 2000; Choy 2007; Shen et al. 2009). Thus 

stressing the need for TNCS to adapt global diversity initiatives to the need of local 

subsidiaries.  

Diversity as a field of academic endeavour has evolved over the years, with its broad 

scope covering other fields such as Management Sciences, Health Sciences, 

Psychology and Sociology (Farndale et al. 2015), and has become an essential topic 

for discussion in educational, political, corporate and economics worlds (Shen et al. 

2009).  Diversity management, like many academic and professional disciplines, is 

plagued with many controversies, disagreements and confusions (Hartenian and 

Gudmundson 2000; Burgess et al. 2009; Herring 2009; Podsiadlowski et al. 2013). 

One of such controversies manifests in attempting to provide meaning and context to 

the field of endeavour. To make things even worse, Mor Barak (2014) observes that 

the term ‘diversity’ may not mean the same thing across different languages of the 

world, as it has assumed a human resource connotation in the US.  
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Authors have offered several definitions of diversity and diversity management over 

the years. Accordingly, Jenner (1994) analysed the views of one Chief executive of 

an American based diversity consulting firm and noted that the definition that 

individual practitioners will give to diversity would, to a large extent, depend on how 

comfortable the practitioner or organisation is with diversity. In order to provide a 

clear context for the definition of diversity management, the chief executive identifies 

three components of diversity management- managing diversity, valuing differences, 

and equal opportunity/affirmative action. Managing diversity involves differences in 

the “work-life needs” of employees, which may include family leave, childcare and 

flexibility in holiday times. Valuing differences focuses on such demographic and 

interpersonal differences as race/ethnicity, age, gender, language, and culture while 

equal opportunity/affirmative action relates to issues relating to legislative provisions 

guiding appointments and promotions. Perhaps, it is essential to define what 

diversity is before delving into diversity management. Podsiadlowski et al. (2013) 

note that some of the ways diversity has been defined focus on various aspects of 

human differences such as gender, ethnicity, age, nationality, work status, or 

education.  

Diversity is selective, this means that not all the physical characteristics of humans 

are included. It also has invisible characteristics such as culture, attitudes, and 

religion (Burgess et al. 2009). It is context-specific and used in connection with some 

demographic, social, and political features of a group of people (Burgess et al. 

2009). 

2.7 Inclusion 

The concept of inclusion is new in management literature. As Janssens and Zanoni 

(2008) observed, diversity management has been practised for several years before 

the concept of inclusion came into being. Inclusion emerged as a result of the need 

to find ways of making organisational diversity work. Research has revealed that 

while many organisations have developed frameworks for diversity initiative such as 

the much-acclaimed diversity training, they usually do not achieve the desired results 

in terms of reduction in employee turnover and improvement in the quality of working 

life of the employees (Pless and Maak 2004).   
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Also, merely embarking on diversity as a means of responding to legal requirements 

does not automatically result in improvements in the rate of retention of talented 

ethnic minority employees and the creation of an inclusive organisational 

atmosphere (Gilbert and Ivancevich 2000; Pless and Maak 2004). Instead, it is 

recommended that organisations change their strategies towards valuing diversity in 

a way that is both broad and deep (Gilbert and Ivancevich 2000). A possible reason 

for the failure of some diversity initiative as further suggested by Pless and Maak 

(2004), is the emphasis on assimilation over integration and inclusion. This creates a 

situation where individuals from different cultural backgrounds (especially minority 

groups) are required to fit into the dominant culture, and as a result, begin to behave 

in a way more acceptable by the majority as opposed to being integrated into the 

organisation while retaining their unique cultural identities.  

Consequently, this creates an environment where minority groups are not 

recognised, not heard and not valued, resulting in dissatisfaction and high minority 

employee turnover with its effect on organisational productivity (Chrobot-Mason and 

Thomas 2002; Azmat et al. 2014). Hence, Pless and Maak (2004) argued in support 

of creating an organisational culture of inclusion, one that will help to promote 

integration and awaken the talents in diverse employees; one that builds upon 

established norms and standards, and respects the differences and similarities in all 

individuals.  

Organisations have realised the importance of diversity and have turned to inclusion 

as an alternative means of making diversity work for them (Roberson 2006; 

Janssens and Zanoni 2008; Azmat et al. 2014). There appears to be a growing 

stream of literature stressing the importance of creating an inclusive organisational 

climate (Pless and Maak 2004; Chavez and Weisinger 2008; Boesby Dahl 2014; 

Dobusch 2014; Mor Barak 2014; Podsiadlowski and Astrid 2014).  Inclusive 

workplaces do not only integrate minorities and other disadvantaged groups within 

the organisation but are also socially responsible to those outside the workplace by 

encouraging their involvement in various forms of economic and social activities 

(Azmat et al. 2014). As Hays‐Thomas and Bendick (2013) rightly noted, there has 

been a change in the way managers, fellow employees and customers view diversity 

since the 1990s. The emphasis has shifted from demographic characteristics to how 

these attributes are responded to, and as a result, matched diversity with inclusion. 
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Matching the term inclusion with diversity represents two stages of the same 

process: while diversity draws attention to differences in demographic characteristics 

of employees, inclusion goes beyond this stage to consider organisational culture, 

which reflects in policies, practices and workplace climate which form the work 

experiences of employees bearing such characteristics (Hays‐Thomas and Bendick 

2013).  

Many writers have made attempts to define workforce inclusion (Roberson 2006; 

Shore et al. 2011; Mor Barak 2014). For instance, Roberson (2006) in a well-cited 

empirical study found that employee inclusion has to do with those organisational 

objectives that are geared towards enhancing the level of participation of all 

categories of employees and taking advantage of diversity for the benefit of the 

organisation. Inclusion is focused on employee participation and incorporating 

diversity in the processes and systems of the organisation. Mor Barak (2014) defines 

inclusion with respect to exclusion in the workplace as an individual employee’s 

feeling of formally belonging to organisational systems and processes through 

access to information and participation in decision-making and other informal 

processes such as lunch meetings where critical decisions are informally 

communicated.  

A well-accepted and contemporary conceptualisation of inclusion (Nair and Vohra 

2015) was offered by Shore et al. (2011), they define inclusion as the extent to which 

individuals’ need for ‘belongingness and uniqueness’ is satisfied, derived through 

conducts that make them feel recognised and respected as parts of an organisation. 

From the above definitions of inclusion, it is evident that inclusion goes beyond 

diversity to encompass how individuals are utilised in the organisation. It requires 

that individuals are valued and fully incorporated into organisational systems and 

processes even as they retain their unique cultural and social identities. Employee 

inclusion demands that differences among organisational members are 

acknowledged and used for business success and that all employees be made to 

feel part of work teams with their differences and not despite their difference 

(Thomas and Ely 1996).  

A study by Tang et al. (2015) explored the concept of individual and organisational 

inclusion in Chinese and other western-owned TNCs operating in China. The authors 
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examined the concept of inclusion from the Chinese context, using interviews from 

12 companies involving a total of 54 interviews. The content analysis method was 

used to analyse interview data and findings suggested aspects of similarities in the 

conception of inclusion in both Chinese and foreign-owned companies in addition to 

some unique features in China. Findings also show that the definition of inclusion 

mainly centres around belongingness, with minor emphasis on differentiation and 

integration. Specifically, the results indicate that western companies were more in 

support of integrating uniqueness and belongingness. They also found that an 

interviewee's view of inclusion was affected by their position in the organisation, 

while HR supervisors valued integration (uniqueness and belongingness), the line 

managers were more in favour of assimilation (belongingness). Further, the study 

found seven organisational inclusion practices – “inclusive communication, inclusive 

teamwork, inclusive decision-making, fairness treatment, inclusive leadership, 

inclusive adaptation and tolerance”. They noted that of the seven factors, only 

tolerance is unique to the Chinese context. Finally, the study highlighted three 

categories of challenges confronting inclusion management – awareness and 

support of employers, employee awareness and implementation cost (Tang et al. 

2015).  

Even though several studies have attempted to investigate inclusion in the 

organisational context, there is little evidence of direct exploration into exclusion and 

inequality in the workplace. Hence, Roberson (2006) argued that by concentrating on 

the employment and use of employees from diverse identity backgrounds, diversity 

neglects the resultant effects of employee exclusion, and as a result, current 

organisational research has ignored the concept of exclusion. Although the term 

inclusion is always indirectly referred to in various studies focused on membership, 

diversity and inequality in organisations are often not directly addressed (Dobusch 

2014).  

2.8 D&I management 

D&I are closely related but are distinct terms in the management literature (Nair and 

Vohra 2015). While diversity is mostly used in relation to visible and invisible 

differences in individuals and groups in both demographic and functional terms 

(Ferdman et al. 2010a; Hays‐Thomas and Bendick 2013), inclusion involves 



51 
 

integrating individuals and groups from different backgrounds and experiences into 

the organisational systems and processes and using these differences as a source 

of strategic strength for the benefit of the organisation even as these individuals 

satisfy their needs for belongingness and preserve their unique identities (Pless and 

Maak 2004; Shore et al. 2011). To Janssens and Zanoni (2008), inclusion presents a 

new and alternative approach to managing organisational diversity by creating a 

climate where everyone feels accepted and valued. The relationship between D&I 

goes beyond the conceptual level. Research and theories in organisational studies 

have provided relevant links between D&I. For instance, the social identity theory 

(see section 2.5.1) provides such a relationship as it focuses on the way individuals 

demonstrate their social identity by seeking to be members of groups that they share 

similar identities with to derive a sense of inclusion. This is due to the individual’s 

perception that organisational policies and practices impact the membership of a 

particular identity group (Cho and Mor Barak 2008). Studies have found that 

employee perception of inclusion or exclusion can be influenced by demographic 

characteristics (Ibarra 1993; Ely 1994; Barak and Levin 2002; Cho and Mor Barak 

2008).  

Research on D&I has mainly focused on gender, race/ethnicity, age, culture, and 

sexuality. Broadly, investigations into D&I have been grouped into the following 

categories: internal - which includes race, gender, ethnicity, level of intelligence and 

sexual orientation; personality - which includes skills, traits, and abilities; external - 

which involves nationality, culture, religion, and marital status; and organisational - 

which is related to issues like tenure and department (Kreitz 2008). Over the years, 

researchers have focused more on some aspects of the internal and external 

categories.  

Cho and Mor Barak (2008) noted that diversity assumes different meanings under 

different cultural contexts and possesses different ‘diversity characteristics’ that 

produce either positive or negative work-related outcomes. For instance, in Korea 

discussion on diversity takes the form of gender, age, region of birth, educational 

background, and position. These characteristics will reflect an individual’s 

uniqueness in terms of skills or personality. Koreans perceive the region of birth and 

educational background as factors that lead to discriminatory practices at work. The 

Korean case is at variance with the diversity in the USA, for instance, where gender 
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and racial/ethnic diversity is more pronounced than other forms. For example, age 

discrimination is perpetrated against older workers in the USA where employment 

practices favour younger workers who are believed to be more vibrant and up to date 

with current trends. In contrast, age discrimination favours older employees in Korea 

because culturally, Koreans respect older workers and believe to possess more 

wisdom and integrity (Cho and Mor Barak 2008). Hence TNCs need to adapt D&I 

approaches to cultural demands where subsidiaries are located to avoid possible 

negative outcomes of D&I policies. 

Research has demonstrated that D&I leads to organisational benefits when the 

process is well managed (Ely and Thomas 2001; Shore et al. 2009; Roberge and 

van Dick 2010). However, how well an organisation manages its diversity will depend 

on its views and approaches to diversity, and this will determine the value it derives 

from it, as organisations differ in the way they manage diversity (Podsiadlowski et al. 

2013). Shen et al. (2009) found that the activities of organisational human resource 

management are still primarily focused on meeting equal employment opportunities 

and affirmative action regulation, hence, inequality and discrimination persist in many 

organisations. 

Different theoretical and pragmatic approaches have informed the debate on D&I 

over the years. Of interest to this study are the different perspectives from which the 

discourse on workforce D&I can be advanced. Ogbonna and Harris (2006) argue 

that the debates on equality, D&I are intrinsically tied around the building of a 

favourable organisational climate that enables all employees to strive and perform to 

their fullest capacity and contribute to organisational success. The themes of the 

diversity discourse, according to them, focus on either viewing the subject from the 

social angle, wherein the issue of ED&I is considered on moral grounds, or 

approaching the issues solely from a business perspective. Scholars who hold the 

moralistic view think that ED&I should not be left entirely to the free will of the 

business owners and managers; instead, there should be a level of legal 

enforcement to achieve the desired results. On the other hand, those who hold the 

business perspective believe that there is value in diversity. Those in the value-in-

diversity camp further stress the business case for diversity and argue that 

employees should be seen as individuals with differences which when adequately 
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managed could become sources of competitive advantage (Ogbonna and Harris 

2006). 

Diversity management is not as popular in Africa as it is in other parts of the western 

world. Only a few studies exist in the African context. Daya (2014) surveyed the key 

ingredients involved in building an inclusive organisational climate. The study 

assessed some of the elements that affect the perception of D&I from an emerging 

market perspective (South Africa). The study adopted the mixed methodological 

approach with 425 employees participating in it. Findings reveal that specific vital 

components of the workplace need transformation across organisational levels. 

These include factors such as senior management commitment and appreciation of 

diversity, fostering an inclusive organisational climate, creating a sense of 

belongingness in employees, active dialogue and communication; building 

transparency into the recruitment process, promotion and employee development 

processes are critical transformational components at the organisational level.  

The study identified such factors as respect and acceptance of all individuals; a 

cordial relationship between employees and their line managers to develop a feeling 

of dignity, trust and recognition in employees; employee engagement through junior 

employee involvement through access to information; and employee identification 

with organisation’s mission and values as important components that foster a sense 

of inclusion at the group level. Finally, the study found personality, locus of control, 

self-confidence, self-esteem and power as factors that influence inclusion at the 

individual level of the organisation. The findings demonstrate to management that 

diversity does not end with the employment of a diverse workforce; it extends to the 

formation of more processes driven approach aimed at the individual, group, and 

organisational involvement. 

The above review has shed light on D&I management as a discipline. D&I have been 

identified as distinct but related disciplines. While diversity aims to attract individuals 

with different characteristics, inclusion seeks ways to manage diversity or making 

differences work for organisations. This could be achieved through acknowledging, 

valuing and integrating individuals into the organisational process while maintaining 

their unique identities. The emphasis on diversity dimensions are different in different 

countries while the focus in the USA is primarily on gender and ethnicity, the Korean 
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context focuses on the region of birth and educational background while the focus in 

the USA is on gender and race/ethnicity. Hence the design and implementation of 

D&I policies should be context-specific.  

2.9 Ethnic diversity and inclusion 

Ethnicity is a critical component in an individual’s self-identity, and as such, plays a 

vital role in the manner in which people function within an organisation (Kenny and 

Briner 2007).  Ethnic identity depicts a sense of self, which has a significant effect on 

how individuals behave and can be held in association with others to bring about 

personal comfort and constructive self-attitude (Phinney and Ong 2007; Combs et al. 

2011). Ethnic diversity management has become unavoidable for organisations, not 

purely for reasons of the impending changes in demography, but also due to 

diversity’s prospect to serve as a source of completive advantage (McLeod et al. 

1996).  

Most of the studies on ethnic diversity in the workplace have focused on 

discrimination against minority ethnic groups, and have mostly been carried out in 

developed countries (Ross 2004; Kamenou and Fearfull 2006; Kenny and Briner 

2010; Johnston and Kyriacou 2011).  Ogbonna and Harris (2006) noted that there is 

a general shortage of studies on ethnic inequality and diversity in the organisational 

and management studies literature. Other researchers have pointed out that the 

majority of existing studies approach the subject from the social and economic 

contexts and not the workforce perspective (Ahlerup and Olsson 2012) 

However, most of the studies on ethnic D&I that address different aspects of ethnic 

diversity in the workplace have emerged in recent times. One of such was a study by 

Ossenkop et al. (2015) which investigated the career experiences of employees of 

ethnically diverse professional service organisations in the Netherlands. It aimed at 

understanding ethnic identity constructions through an analysis of the accounts of 

the creation of ethnic identities through sensemaking, interactions and organisational 

practices. The authors analysed 26 interviews by both dominant and minority ethnic 

professionals and found that the construction of ethnic identity by both groups is 

mixed-up with the process of “othering” in connection with the dominant group norm. 

The study recommends that instead of treating a person or a group as inherently 
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different from the majority group and alienating them, there should be room for 

recognising and accepting individual differences.   

An aspect of ethnic minority research that has attracted much attention by 

researchers over the years is the extent to which ethnic minority employees are 

accepted and included in the workplace. Most ethnic diversity studies have focused 

on factors that determine ethnic minority employee career experiences and policies 

aimed at fostering perceptions at different stages of the employment process. 

Evidence suggests that discriminatory practices usually take place at various stages 

in the career development process of ethnic minority workers. Such practices may 

occur at the point of entry (recruitment and selection that is, ‘access discrimination’) 

or while individuals are already engaged in organisations (‘treatment discrimination’) 

(Ross 2004; Carlsson and Rooth 2007; Kenny and Briner 2010). Research has also 

shown that these two forms of discrimination (access and treatment discrimination) 

have a high rate of prevalence in the United Kingdom (Ross 2004). While access 

discrimination denies ethnic minority job seekers access to employment, treatment 

discrimination seeks to exclude them from critical organisational processes, systems, 

and benefits such as promotion, handling sensitive and challenging tasks, access to 

information and involvement in critical decision making (Kamenou and Fearfull 

2006), which could lead to slow career progress (Miller and Travers 2005).  

Carlsson and Rooth (2007) investigated recruitment discrimination against ethnic 

minorities in Sweden and found that newly qualified job applicants with Swedish 

names had 50% more chance of being called up for interviews than their 

counterparts without Swedish names (it was found to be worst if individuals have 

Middle-Eastern names). A similar study was carried out in Germany by Kaas and 

Manger (2012) who sent two applications with equal qualification but different names 

(one application had a German-sounding name, while the other had a Turkish 

sounding name) to 528 firms advertising for student internships. They found that 

applications with German-sounding names received between 14 - 24% more calls for 

an interview (depending on the size of the organisation) than applications with 

Turkish sounding names. The outcomes of these two studies suggest that names 

can also be used as a factor for entry discrimination against ethnic minority job 

applicants.  
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Available studies have reported treatment discrimination against individuals based 

on their ethnicity even after joining an organisation (Janssens and Zanoni 2008; 

Fearfull and Kamenou 2010; Kenny and Briner 2010). Some of the forms of ethnic 

discrimination that have been reported in the workplace include negative 

stereotyping, being looked down upon, and being mistrusted (Kenny and Briner 

2010). 

Fearfull and Kamenou (2006) examined the factors leading to the difficulties in 

career advancement in the workplace for ethnic minority women. They contend the 

problems experienced by ethnic minority women in progressing their professions 

could be due to discriminatory organisational culture and structure (institutional 

racism) which makes it difficult for them to become members of informal networks 

such as the old boys’ network which is very powerful and influential in its tendency to 

advance the career prospects of its members. Hence, they are stereotyped and 

excluded from informal networks. They are also made to assimilate the white male-

dominated culture, and since such assimilation is not usually possible, they are 

made to face cases of sexism in the workplace. 

A mixed-method study by Kwok Wai Wong and Lin (2014) explored a sample of 100 

ethnic minority operatives’ experiences of discrimination in the construction industry 

in Hong Kong. Surveys were used to elicit the views of respondents about workplace 

discrimination and harassment, while the focus group interview was used to explore 

discriminatory practices, and the coping strategies adopted by the workers. Findings 

suggest the existence of covert and subtle forms of ethnic harassment and 

inequalities in the construction industry in Hong Kong. Language barriers caused 

communication challenges between workers from different ethnic and linguistic 

backgrounds, restricting ethnic minority operatives’ interactions to those who can 

understand their languages.  

 Ogbonna and Harris (2006) conducted a similar study in the United Kingdom. The 

study focused on exploring the reasons organisations employ ethnic minority 

workers, the relationship between ethnic minorities and majorities in the workplace, 

and the implication that diversity has on the employees and between employees and 

the organisation. Most of the ethnic participants performed jobs that require very little 

or no skills or put differently, operative positions. The study found that the reason the 
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organisation engages in employing a diverse workforce has to do with constraint in 

the labour market for semi-skilled and unskilled workers, the quest to keep labour 

cost down, and high rate of labour turnover. It also found religion and language of 

communication to be two of the most significant avenues where diversity manifested. 

The consequences of these manifestations are in the form of conflicts between staff, 

discrimination and other organisational issues such as health and safety, and 

hygiene. Issues relating to organisational conflict manifested in the form of religious 

arguments between employees of different faiths (for instance Christians and 

Muslims), Indians and Pakistani workers, whites and employees of other ethnicities, 

and even workers from the same ethnic group.  

Ogbonna and Harris (2006) found that discriminatory practices were mostly 

perpetrated based on a deficiency in the language of some ethnic minorities, 

particularly the newly arrived immigrants. Management found it challenging to 

employ and even promote ethnic minorities into higher positions because they 

believe ethnic minorities lacked the appropriate language skills needed for higher 

positions. White managers also argued that the inability of some ethnic minorities to 

read and understand English impacted their ability to follow written instruction in 

cleaning machines. Another avenue for discrimination was the use of the term 

coloured to refer to ethnic minorities. However, the authors found that perceived 

discrimination did not have to do with the ethnic minorities alone as the whites also 

felt they were discriminated against because they are made to perform more tedious 

tasks and held accountable when things go wrong even though they were paid the 

same as the ethnic minorities. The whites in the organisation also viewed some 

Islamic practices as unhygienic and discriminated against Muslims and other non-

white ethnic groups on the grounds of their perceived hygiene levels.  

Ogbonna and Harris conclude that discrimination in organisations should not only be 

viewed along the line of whites versus ethnic minorities. Instead, it should be seen as 

a multidimensional problem that can manifest in multiple ways (for example, 

discrimination against other ethnic groups by white managers, which may have both 

economic and social impacts on those affected, or between Indians and Pakistanis, 

which may have social implications on victims).   
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Further, other studies have shown that minority status has a marked impact on 

individuals’ emotional experience in the workplace, which manifests in the feelings of 

not being recognised and being side-lined in both formal and informal relationships 

with others (Chrobot-Mason 2004; Findler et al. 2007). Employees from minority 

groups often find themselves marginalised when it comes to access to information 

and opportunities (Findler et al. 2007). Shen et al. (2009) found that minority workers 

are often employed to occupy lower positions in organisations and are usually 

allowed minimal opportunities for growth.  

Ross (2004) explored the effect of ethnic identity in the workplace.  Specifically, the 

study investigates the relationship between ethnic identities and careers prospects 

and hindrances of ethnic minority employees in personnel departments in Britain. 

The study adopts the interview and questionnaire instruments to sample the views of 

employees from ethnic minority origins in personnel departments in five case studies 

among British organisations operating in different industries. Findings indicate that 

ethnic minority status often serves as a stumbling block to career progression in 

personnel departments as there are visible and hidden forms of discrimination that 

may hinder ethnic minority personnel career both during the recruitment stage and 

while already on the job. While most of the discriminatory practices were covert or 

hidden, such practices could be carried out by placing ethnic minority in positions 

that allow them to interact with or serve only people from similar ethnic backgrounds. 

It also involves engaging them in more menial jobs, exclusion from formal and 

informal networks of information, lack of involvement in certain areas of work and 

lack of promotion. The study notes that these practices occur in the personnel as 

well as other departments and are mostly perpetrated by line managers as part of 

the overall organisational strategies. The study acknowledged that sometimes, 

ethnic minority status could work in favour of concerned employees; for instance, 

when the organisation deliberately decides to employ people from a minority 

background. However, this does extend to the later stage of career progression.  

Van Laer and Janssens (2011) sought to explore the process of ethnic minority 

professionals’ experience of subtle discrimination in the workplace. The study 

employed an in-depth data collection from 26 professionals who were second-

generation immigrants of Turkish origin working in Flanders. The findings suggest 

that subtle workplace discrimination involves three elements. The first element 
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indicates that subtle discrimination could be ambiguous; that is, it manifests in ways 

that are difficult to understand by those who experience it. What makes it unclear is 

that it is usually disguised in empowerment or positive behaviours, thus creating 

actual situations of disempowerment through the instruments of control and power 

over the beneficiaries (disempowerment through empowerment). Hence this form of 

discrimination is hard to challenge as those who are at the receiving end because 

they are made to believe that the empowerment programmes are well-intentioned, 

and the majority of employees can claim that they are only misunderstood if such 

situations are challenged.   

The next element identified by Van Laer and Janssen argues that the process of 

power enhances subtle discrimination. Subtle forms of power in the workplace 

manifest in the process of normalisation, legitimisation and naturalisation. Forms of 

subtle power are pervasive in organisations; employees in the majority group exhibit 

them in every interaction with the minority workers making them feel disempowered - 

making them uncomfortable in the workplace. Consequently, they may become 

demotivated, which potentially affects their performance and evaluation. Hence 

subtle discrimination becomes an instrument for hindering the professional progress 

of ethnic minority employees. The authors identified the following mechanisms 

underlying subtle discrimination driven by the power process: “normalisation through 

confession; individual versus collective legitimisation; the legitimisation of ethnic 

minority employee’s presence not of their uniqueness and naturalisation through 

tolerance masking intolerance” (Van Laer and Janssens 2011). The final element of 

subtle discrimination against ethnic minority workers approached it from the societal 

context. It suggests that the treatment of ethnic minority employees in the workplace 

shows how society perceives them (Van Laer and Janssens 2011). 

A study by Kenny and Briner (2010) found that the organisational experiences of 

ethnic minority graduate employees in contemporary British organisations were 

affected by factors such as racial discrimination, employee’s social class, as well as 

ethnic identities. According to them, this category of employees perceives the 

existence of a glass ceiling, beyond which they cannot progress.  Participants in the 

study were of the view that not seeing people like themselves (that is employees 

from similar ethnic groups) in higher positions is likely to make them lose confidence 

in their ability to rise to more senior roles. However, some participants believe that by 
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being experienced professionals, they possess the capacity to rise above negative 

ethnic stereotypes and achieve their career goals as others have done in the past 

(Kenny and Briner 2010).  

In addition to ethnic minority employees holding junior job positions in the workplace, 

evidence suggests that they are more likely to face disciplinary proceedings than 

their white majority counterparts. For instance, Archibong and Darr (2010) assessed 

the involvement of Black, Minority Ethnic (BME) staff in National Health Service 

(NHS) disciplinary proceedings and found that the likelihood of white employees 

being disciplined is almost half that of BME staff.   

Discrimination, exclusion and all forms of unfair treatments against ethnic minority 

workers could have implications for them as individuals and the organisation as a 

whole. For instance, findings indicate that these forms of discrimination could impact 

significantly on employee turnover (McKay et al. 2007). Shen et al. (2009) noted that 

many organisations discriminate against women and ethnic minorities when it comes 

to employment and promotion into senior management positions. This is because 

some organisational diversity practices are not focused on increasing the level of 

D&I (Shen et al. 2009). Research has also demonstrated that minority experience of 

organisational exclusion impacts negatively on their level of job satisfaction, sense of 

well-being, commitment and willingness to stay with the organisation for a long time 

(Findler et al. 2007). These findings underscore the benefits of developing policies 

that enhance the inclusion of all categories of employees as discrimination and 

exclusion could impact negatively on organisational performance. 

Consequently, a stream of research has examined the relationship between ethnic 

D&I and different aspects of organisational performance.  Hoogendoorn and Van 

Praag (2012) quantitatively investigated the causal relationship between ethnic 

diversity and business team achievements using a randomised field experiment. The 

sample comprised 550 individuals in 45 business teams. The teams were stand-

alone organisations in which 55% of the people were of Non-Dutch origins from 53 

different countries. Findings indicate no relationship between a moderate degree of 

ethnic diversity and team business outcomes in terms of sales volume, and profits 

(bottom line and profit per share). However, the teams with the majority of ethnic 
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diversity showed higher profit levels. Overall the study found a causal relationship 

between higher levels of ethnic diversity and improved team performance outcomes.  

Churchill et al. (2017) examined the impact of ethnic diversity and firm performance 

in China. It adopted quantitative methods and analysed 1079 publicly listed firms in 

the material industry in China. Findings suggest a negative impact of ethnic diversity 

on organisational performance in the sector investigated. The performance 

parameters used include total sales revenue, return on assets, net sales/turnover, 

and earnings before interest and tax. However, it is essential to note that the authors 

did not employ real firm diversity figure in terms of actual ethnic diversity occurring in 

the selected firms; instead, they applied the provincial diversity measures that is the 

diversity of the provinces in which the firms are based and assumed that it would 

have an impact of firm performance. Suffice to mention that this form of association 

could be misleading as a variety of factors including management practices and 

socio-economic factors of a province could impact the performance of firms in a 

region. The authors explain that this negative relationship could be accounted for by 

the following reasons: lower employee productivity as a result of conflict and dissent 

that diversity breeds; discrimination and poor flow of information. The study 

concludes that ethnic fractionalisation has an inverse relationship with performance, 

that is, the more the rate of ethnic diversity, the less the performance of firms 

operating in that district. 

Researchers have suggested possible solutions to unfair treatments and 

discrimination against ethnic minority employees in the workplace.  Ross (2004) 

suggests that ethnic minority employees in personnel departments can overcome 

hindrances through their actions.  Further, they stress the need for organisations 

employing a diverse workforce to invest in policies and training programmes and 

procedures that will support a culturally diverse work environment. Janssens and 

Zanoni (2008) provided a deeper understanding of the concept of inclusion and 

investigated specific organisational practices that improve the level of inclusion of 

ethnic minority employees in the organisation. In the study, the authors draw 

attention to work-related and relational inclusion. They argue that defining inclusion 

solely in terms of work-related factors such as access to information, control over 

decision making and job security can only be determined by an individual’s level in 

the organisational hierarchy. Additionally, they argue that these dimensions are 
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useful when accessing power variations between majority and minority employees 

occupying similar positions and may not be suitable for minority individuals at the 

operative level.  

Research has shown that employing people from diverse ethnicities can help 

organisations derive value from the different perspectives and experiences brought 

into the workplace (Thomas 1990; Cox and Blake 1991). This view serves as a 

framework upon which the much talked about ‘value-in-diversity’ proposition rests 

(McLeod et al. 1996).  

The above review has provided answers to the review question, which states as 

follows: “what are the career experiences of ethnic minority employees in 

organisations?” It is clear from the above that research has demonstrated the 

existence of discrimination against ethnic minority employees in organisations. 

Discrimination may occur either at the point of entry or while employees are already 

engaged in the workplace. Discrimination and other forms of unfair practices affect 

ethnic minority employees in several ways. These including denial of access to 

employment, suspicion, denial of opportunity to serve customers/clients/fellow 

employee from other backgrounds, engaging minority employees only in menial jobs, 

exclusion from formal and informal networks of information, lack of involvement in 

certain areas of work and denial of promotion opportunities. 

Consequently, this could create low morale occasioned by a sense of neglect and 

lack of appreciation and exclusion, leading to a lack of motivation to work and high 

employee turnover. Thus, it is clear that employing minorities in organisations does 

not yield benefits as discrimination may deny the organisation from harnessing the 

benefits of workforce diversity. As seen from the reviews above, most of the studies 

have assumed the western world perspective. The question, however, is whether 

these findings will be the same from a developing world context. This study aims to 

fill this gap. In the next section, strategies and policies that organisations have 

adopted in the past to avoid the consequences of discrimination as identified above 

will be reviewed. 

2.10 Diversity and inclusion policies and strategies 

Adopting the definition offered by Arredondo (1996), Wentling and Palma-Rivas 

(2000) defined diversity initiatives as specific policies, programmes, activities and 
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formal processes put in place in organisations for the advancement of change in 

organisational culture in relation to diversity. The above definition suggests that 

diversity initiatives can also be referred to as diversity programmes and activities. In 

their study, Groeneveld and Verbeek (2012) used the term diversity policy as an all-

encompassing term covering related concepts of equal opportunity, affirmative action 

policies and diversity. Besler and Sezerel (2012) contend that diversity initiatives are 

programmes that mainly aim to increase the number of women and minority 

employees during the recruitment and selection process. The above discourse 

suggests a lack of consensus about the difference between diversity policies, 

programmes and strategies. 

Diversity strategies and initiatives are used to address concerns across multiple 

dimensions, such as agitations by historically underrepresented groups, and other 

protected characteristics in terms of age, education, professional background and 

religion (Pitts et al. 2010). Wentling (2000) notes that the quest for national and 

global acquisition and retention of a diverse customer base has compelled TNCs to 

invest in various diversity initiatives in the past and to create a workforce that reflects 

the diversity in the global market. 

It is not clear from the literature what constitutes workforce diversity initiatives as 

different authors have identified different diversity strategies applicable to 

organisations. For instance, Adeleye et al. (2012) referred to Thomas and Ely (1996) 

three diversity paradigms of assimilation, differentiation and integration as diversity 

strategies. Holvino et al. (2004) described two core approaches to diversity: 

organisational development and collaborative inquiry. Patrick and Kumar (2012) 

suggested the following strategies for fostering workforce diversity: improving 

corporate culture by unleashing creativity and performance, increasing employee 

morale, productivity, and retention; allowing new employees to work in areas where 

they can expect to advance; enhancing relationships with clients; reducing the level 

of employee complaints and litigation are strategies firms can use to enhance 

workplace diversity.  

The choice of diversity strategy adopted by a firm is based on specific motivations 

and drive. It depends on what an establishment hopes to achieve from investing in or 

embracing diversity. Patrick and Kumar (2012) also suggest that one of the primary 
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motivations for diversity strategies is the quest to harness the creative, cultural and 

communicative skills of different employees for organisational benefits.  Diversity 

management practices are actions formally developed and implemented for the 

effective management of diversity among all organisational stakeholders (Yang and 

Konrad 2011). 

In a much earlier study, Carrell and Mann (1995) found that only 41% of the 251 

respondents representing both the private and public sectors in the United States 

indicated that their organisations had formal written diversity policies in operations. 

The study also found that large firms are twice more likely to have diversity policies 

than smaller firms. Consistently, Egan and Bendick (2003) noted that many of the 

US firms with diversity programmes are TNCs with subsidiary operations in many 

countries and involved in the international market. In their study of eight US-based 

TNCs, Egan and Bendick (2003) also found that the international diversity policies of 

participating US-based firms were significantly more developed domestically than in 

other foreign subsidiaries. 

Further, research evidence suggests that some organisations’ diversity strategies 

are designed only to conform with legal provisions. Tatli (2011) explored the field of 

diversity management among large private firms in the United Kingdom. The 

researcher adopted the semi-structured interview and asked the managers to 

describe their diversity practices. Findings reveal that UK organisations generally 

focused more on conformance with legal provisions and primarily aimed to address 

the needs of disadvantaged groups. This description tends to indicate that the much-

acclaimed business case for diversity may probably not suffice as the primary 

motivation for embracing diversity is the quest to merely adhere to the laws and 

avoid the damages of litigations.  

During the last two decades, organisations have developed initiatives to help them 

compete in the global marketplace (Wentling and Palma-Rivas 2000).  Some of 

these initiatives include home work stations and flexitime which are referred to as 

non-traditional work arrangements; programmes designed to discourage 

stereotyping; promotion of cultural awareness and sensitivity; and building cultural 

competency and skills relevant in performing in a multicultural organisation. Some of 

the activities designed to improve employee multicultural performance include 
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education and training, career management initiative aimed at promoting positive 

employee feedback system (Wentling and Palma-Rivas 2000). Others are mentoring 

and the opportunity to join informal networks, and other forms of employee benefits, 

including parental leave and dependent-care assistance (Wentling 2000). Freeman 

and Lindsay (2012) recommend cross-cultural training initiatives to help expatriate 

managers perform well in ethnically diverse workplaces in host countries. 

Similarly, in a comprehensive study that reviewed a vast body of literature, 

interviewed 14 experts in the field of diversity, the United States Government 

Accountability Office, GAO (2005) reviewed and identified nine key diversity 

management practices. The study found that there tends to be a general agreement 

by experts and the literature that when formulating and implementing diversity 

initiatives, organisations need to think about adopting a blend of diversity practices 

for optimum results. The study identified the following initiatives: demonstration and 

communication of top leadership commitment to diversity throughout the 

organisation; adopting diversity as a critical part of the organisation’s strategic plan; 

linking diversity to both individual and organisational performance, and measuring 

the different components of diversity initiatives through the use of both qualitative 

and quantitative devices. Others include accountability; engaging in succession 

planning to ensure that a diverse and talented workforce is available to take over 

from present leaders; recruiting a diverse pool of applicants; employee involvement 

in driving diversity initiatives throughout the organisation; and engaging in diversity 

training programmes to inform and educate the entire workforce about diversity and 

organisational culture change to reflect diversity (Winterle 1992; GAO 2005; Kreitz 

2008).   

Kalev et al. (2006) noted that organisations commonly use seven diversity 

programmes. These include affirmative action programmes, task forces and diversity 

committees, employment of diversity managers, diversity training schemes, diversity 

evaluation for managers, employee network schemes or minority network support 

(Allen et al. 2007) and mentoring. 

In addition to the above, tremendous work has been done on positive action 

initiatives in the United Kingdom (UK) and other countries in Europe. For instance, 

Archibong et al. (2009) examined different international perspectives of positive 
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action measures across countries in the European Union (EU), two European Free 

Trade Association-European Economic Area (EFTA-EEA) countries, the United 

States, Canada and South Africa. Findings, amongst other things, reveal that 

understanding of the terminology of positive action varies across the countries 

studied. For instance, countries outside Europe were more in favour of the use of the 

term affirmative action as opposed to positive action. 

Research has identified a number of different diversity initiatives, applicable in both 

private sector organisations (Wentling 2000; Pless and Maak 2004; Kalev et al. 

2006; Roberson and Stevens 2006; Aigner 2014) and public sector organisations 

(Ivancevich and Gilbert 2000a; Kellough and Naff 2004; Allen et al. 2007; Pitts et al. 

2010; Sabharwal 2014). 

Apart from presenting a general list of diversity initiatives, some researchers have 

made attempts to group diversity initiatives into different categories. Kalev et al. 

(2006) broadly grouped the initiatives mentioned above into three broad approaches. 

Those initiatives formulated to promote the responsibility of the organisation towards 

diversity, those aimed at reducing managerial bias for diversity through training and 

feedback, and those aimed at minimising social segregation of women and ethnic 

minority employees. In a study to systematically assess the effectiveness of the 

three broad categorisations of diversity initiatives; Kalev et al. (2006) found that 

programmes designed to create responsibility for diversity yielded positive results in 

increasing the level of managerial diversity. The initiatives established to address the 

segregation of women and ethnic minorities through mentoring and social networking 

showed moderate effects on diversity.  

Earlier, Morrison (1992) studied 16 model organisations on diversity and grouped the 

diversity initiatives found in these firms into four broad categories - diversity, 

accountability, development and recruitment practices. In another earlier 

investigation of several large US firms, Gottfredson (1992) summarised diversity 

initiatives into five key groups. The groups include steps to decrease gender and 

ethnic variations in career outcomes, developing steps to allow for more immigrant 

employment, valuing gender and ethnic differences through changes to 

organisational climate, making adjustments in organisational climate to take care of 
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individual differences among employees and the decentralisation of problem-solving 

procedure in line with local conditions (Wentling 2000).  

In a similar study, Wentling (2000) partly sought to identify D&I initiatives being 

utilised by multinational corporations in the USA. It broadly categorised diversity 

initiatives into two – domestic and international initiatives. The domestic initiatives 

centred around leadership and management, education and training, community 

relations, communications, performance accountability, work-life balance, and career 

development. Although the study did not identify specific international diversity 

initiatives, it revealed that similar values and principles underpin both international 

and domestic diversity programmes. Specifically, these values and principles revolve 

around the “inclusion and full utilisation of individuals.” This ideally implies giving 

individuals with different characteristics the opportunity to be involved and grow to 

their fullest potential while contributing to the organisation’s success.  

It is not enough to formulate and implement diversity initiatives in work organisations, 

and it is also crucial to assess the effectiveness of initiatives. However, Kalev et al. 

(2006) noted that there is a lack of proof as to the effectiveness of diversity initiatives 

in increasing organisational diversity. Similarly, Stevens et al. (2008) argue that the 

way an organisation approach diversity initiatives will determine the level of 

acceptance by employees. They believe that a lack of critical reflection on diversity 

initiatives has hindered the effectiveness of diversity programmes. 

Archibong et al. (2009) also found legislations to be the chief driver of positive action, 

assisted by other factors such as changes in demography, corporate social 

responsibility and organisational policy. Positive action measures were found to 

receive support when target groups were more involved in the planning, design, and 

implementation and evaluation phases of the programme. The study identified 

inadequate human and financial resources and time as some of the key barriers to 

positive action. It found positive action measures to be generally effective in 

organisations; however, organisations have resulted in alternative ‘soft measures’ of 

assessing outcomes of positive action as they find it difficult to evolve concrete 

methods of assessing the impact of positive action.  

Further, Aronson (2002) acknowledged that individuals also have essential roles to 

play in successful diversity programmes. Individuals are expected to possess 
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knowledge, skills, and capabilities that will help their organisations in implementing 

diversity policies. These competencies are instilled in individuals through diversity 

training, developmental programmes, and during the orientation process, which can 

be reaffirmed through frequent corporate communication. However, before any 

diversity initiative can be successful, the following fundamental principles must be 

adhered to. The principles can be considered strategies necessary for the success of 

diversity programmes. They include a genuine commitment to diversity from top 

management, bringing people on board by communicating diversity plans to them in 

a way that will make them feel part of the programme and demonstrating the benefits 

of the initiatives to all participants. Others include carrying out an audit of the current 

status of the organisation in terms of diversity, finding out the effort the organisation 

is making to reach those market segments that are previously neglected and the new 

emerging markets (Aronson 2002).  

It is evident from the above discourse that it is essential to design diversity initiatives 

for both senior and junior members of an organisation. Consistently, Ivancevich and 

Gilbert (2000) identified the following nine diversity initiatives: top management 

support, diversity management training, promotion strategy, compensation 

programmes, mentoring programmes, job design, staffing plan, network groups, and 

outreach programmes. Similarly, Holvino et al. (2004) identified the following 

diversity initiatives: top management involvement and commitment to diversity, filling 

managerial and non-managerial positions with diverse staff, availability advocacy 

and diversity change agent groups internally. Others include prioritising the collection 

and use of diversity-related data, making diversity a part of performance appraisal 

and advancement decisions, diversity training programmes, diversity support 

networks and internal affiliation groups, work-family balance policies, career 

development and advancement policies. 

Pless and Maak (2004) adopted a slightly different approach to the study of diversity 

initiatives. Their study was aimed at developing a holistic conceptual framework of 

practices and processes for developing an organisational culture of inclusion and 

highlighting the premises upon which successful D&I initiatives can be built. They 

identified four crucial phases in the transformation of some originating principles 

(recognition, mutual understanding, standpoint plurality and mutual enabling, trust, 

integrity, and an intercultural mutual point of view) into a diverse culture of 
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organisational inclusion. These phases include: “raising awareness, creating 

understanding and encouraging reflection, developing a vision of inclusion, 

rethinking key management concepts and principles and adapting systems and 

processes.”  

The final phase of Pless and Maak’s process involves creating core competencies 

drawn from the originating principles in the people who are responsible for driving 

the transformation into visible behaviours. Some of these behaviours include 

demonstrating respect and empathy, recognising the dissimilarity and equality in 

others, appreciating the views of different voices, supporting the policy of openness 

and sincerity in communication in all engagements. Others include encouraging 

participation of all in decision making and problem-solving processes and team spirit, 

displaying integrity and a high sense of moral reasoning particularly when handling 

ethical issues, and adopting a cooperative/consultative style of leadership. The next 

practice includes activities developed to foster the culture of inclusion by deliberately 

tailoring the recruitment process to meet the aims of D&I aspirations of the 

organisation. Performance evaluation also provides an opportunity for the employees 

to engage with their supervisors to promote learning and encourage individuals to 

put up behaviours that support inclusion. 

Further, the authors argue that an inclusive organisation can be enhanced through 

employee development, which can be achieved through succession planning; 

training programmes; mentoring; team development; workshops to create 

awareness, understanding and reflection. Finally, through rewards and 

compensation practices, which involves salaries and bonuses administration, 

organisations can enhance equity in remuneration and reinforce inclusive behaviours 

by tying a percentage of allowances and bonuses to D&I supporting behaviours 

(Pless and Maak 2004). For organisations to successfully build a culture of inclusion, 

a holistic approach based on sound diversity principles starting with a definition of 

the framework itself is needed. However, the framework fails to capture the impact of 

situational and cultural influences inherent in the various originating principles and 

the possibility of the organisation to evolve a strategy to monitor cultural 

inclusiveness. Pless and Maak (2004) also fail to clarify the possibility of cross 

contextual application of the framework and the circumstances under which it works 

best. 
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Evidence suggests that certain factors influence the implementation of diversity 

initiatives. Pitts et al. (2010) explored factors that influence the implementation of 

diversity management practices in organisations. They identified three key 

component activities through which organisations can manage workforce diversity. 

These include activities in recruitment and outreach (making efforts to recruit from 

underrepresented groups) and valuing differences (programmes to improve the 

appreciation of differences and similarities that individuals and managers bring to the 

workplace through initiatives developed to increase the cultural competencies of 

managers such as diversity training and organisation of cultural awareness events).  

The final component is pragmatic policies and programmes, which involves 

mentoring of employees from minority cultures, flexible work arrangements, family-

friendly work hours for parents, and joint assignments for team-oriented individuals.  

However, the study (Pitts et al. (2010) did not find the same level of support for 

institutional isomorphism, indicating that this factor minimally influences the 

implementation of diversity initiatives. Finally, the authors admit several weaknesses 

of their studies; in addition to those weaknesses, is the simplistic assumption that 

organisations engage in diversity only when it is not difficult to do so. This is at 

variance with present-day reality which indicates that engaging in diversity initiatives 

no longer presents an alternative but has become a necessity for business survival 

(Roberson and Stevens 2006; Okoro and Washington 2012).  

Similarly, Archibong et al. (2006) examined positive action research in education and 

health. They found amongst other things that organisations tend to have a 

misunderstanding of what equal opportunity and positive action practices involve. 

They also found a sense of exclusion and discomfort amongst those that are 

supposed to benefit from positive action; and that although there are visible benefits 

of positive action, there is a feeling among the advantaged group that minority ethnic 

peers are given unfair advantages over the majority.  

The studies reviewed above were conducted in developed countries. It is crucial at 

this stage to consider diversity initiatives in developing economies. As earlier noted, 

there is a paucity of research on D&I in Nigeria and indeed other developing 

countries. However, Adeleye et al. (2012) present a study of D&I policies and 

strategies in Chevron Nigeria Limited (a subsidiary of a US-based TNC operating in 
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Nigeria). According to the authors, diversity at Chevron Nigeria means more than 

just demographic differences; it involves that critical combination of individuals’ levels 

of experience, cultures, competencies, talents, differences in perspectives, and 

styles of decision making. The organisation demonstrates its devotion to diversity 

through a policy of granting equal opportunity to all individuals based on merit 

without recourse to demographics (Adeleye et al. 2012). The company has 

developed four significant D&I objectives, which were designed to “attract, develop 

and retain a qualified diverse workforce, champion an inclusive work environment, 

enhance diversity image and reputation, and promote mutual accountability and 

ownership of diversity. In order to achieve these objectives, the company designed 

some programmes in line with its global business strategies to foster D&I. These 

include customised diversity training, the establishment of a diversity council 

(employees engage with diversity council members quarterly), collaboration and 

network groups, community outreach, learn-a-language programme, diversity reward 

and reward management, diversity day celebration, and the use of diversity metrics 

to monitor and evaluate global diversity objectives (Adeleye et al. 2012). However, 

this study only reveals that Chevron Nigeria Limited has successfully transferred 

global D&I initiatives to the Nigerian subsidiary but has made no attempt to explain 

how effective these initiatives have been in achieving the objectives of the local 

subsidiary.  

It is evident from the above that there is a lack of agreement on what diversity 

policies strategies are. In this study, however, the rationale for embracing diversity is 

considered as strategic considerations for diversity. These include the business, 

moral and legal imperatives for diversity management, and other strategic 

consideration in strategic diversity management (for example market penetration). 

Similarly, diversity policies will be used interchangeably with the terms diversity 

initiatives, activities, practices and programmes, which will form the central area of 

emphasis in this study.  

The above review has attempted to provide answers to the research question: What 

are the policies and strategies adopted by organisations to foster a climate of D&I?  

 

What is unknown about the identified D&I policies and strategies, however, is how 

effective the initiatives are in creating an organisational climate of inclusion and 
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employee perception and experiences of D&I in organisations. Additionally, the 

studies reviewed so far have viewed diversity initiatives through the lenses of the 

organisation; none of them has made efforts to evaluate the perception of the 

employees on implemented D&I initiatives, and how they impact their performance. 

This presents a gap in research, which this study hopes to fill. 

2.11 Perceptions of diversity and inclusion 

The social identity theory (Tajfel 1981), which suggests that individuals’ perception of 

organisational policies and actions are impacted by belonging to a particular identity 

group, provides a link between diversity characteristics and employee perception of 

inclusion (Cho and Mor Barak 2008). Using the Korean context (homogenous ethnic 

population), Cho and Mor Barak (2008) studied the relationship between employee 

perception of D&I, job commitment and performance. The study was conducted 

using a sample of 318 individuals (including employees, their managers and top 

executives). Analysis of data was done using a set of statistical tools including t-test, 

one-way analysis of variance (ANOVA), correlation and simple linear regression. 

Findings reveal a significant relationship between diversity characteristics and 

perceived inclusion and organisational commitment. Similarly, diversity 

characteristics such as gender, age and position were found to have relationships 

with the perception of inclusion and organisational performance. Essentially, these 

findings indicate that perceived inclusion has a strong influence on employees’ level 

of commitment and performance. However, amongst other limitations such as the 

type of organisation, the sample that was drawn from and the educational level of the 

employees studied, the study fails to address the issue of employee perception of 

current diversity initiatives and the impact on them. 

Awang et al. (2014) investigate the perception of diversity challenges and initiatives 

in Fortune’s 500 companies across nine Mid-Western states in the United States of 

America. Data was collected through a random sample of media professionals who 

were administered a questionnaire through an email containing a link to an online 

questionnaire in order to rate their perception of some diversity issues. Findings 

reveal that discriminatory practices still exist in the workplace and most times it is 

being directed at women and other minority groups like the LGBT (Lesbians, Gays, 

Bisexuals and Transgender) and ethnic minority workers.  
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Interestingly, the study reveals that participating companies had initiated diversity 

policies such as various forms of diversity training programmes, and respondents 

believe that these initiatives have made the organisation more effective. Although 

almost all the organisations surveyed had one form of anti-discrimination initiative or 

the other, a quarter of the respondents think that their organisations were not 

committed to those policies. Some limitations were, however, noticed in the study. 

The study sampled the opinions of only media professionals, leaving out the views of 

other categories of employees. This can potentially create a lopsided response and 

the possibility of bias in the research. A second limitation is that it failed to disclose 

the total population of the media professionals together with the exact number of 

respondents who participated in the study in order to give the reader an indication of 

how representative the sample was. Finally, the study failed to disclose the 

characteristics of the sample in terms of the proportion of each of the identity groups 

(for example, number of ethnic minorities, LGBT, females, males) represented in the 

sample.  

Similarly, Allen et al. (2007) surveyed the diversity perception of all organisational 

members, including senior managers, managers and non-managerial staff on 

organisational performance. The study involves a sample of 391 participants in 130 

companies located in the South-Eastern region in the United States. Responses and 

hypotheses were analysed with the aid of descriptive statistic, Pearson correlation 

and regression analysis. A summary of the results reveals a strong positive link 

between perceived diversity by senior management and perceived organisational 

performance. The study found that perceived diversity by other non-managerial 

employees is positively related to perceived organisational performance in terms of 

bottom-line profitability (Allen et al. 2007). The authors concluded that it is essential 

for organisational policymakers to formulate policies that have a positive impact on 

the employees. They also suggest that an investment in diversity will not only 

motivate an employee to perform but add to profitability as well. However, the 

generalisability of this research is problematic as the results of this study may not 

apply to other cultural contexts since it was carried out only within a region in the 

United States.       

Recent evidence on the disparity in perception of diversity initiatives between foreign 

and local employees suggest that foreign employees perceive diversity more 
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positively than their local counterparts and that the more an employee is educated, 

the better he/she perceives diversity (Hassi et al. 2015). In their study, Hassi et al. 

(2015) also found that diversity perception is more positive in the service sector than 

in other sectors in the Moroccan economy. Specifically, the objective of the study 

was to investigate employee perception of diversity, the characteristic of the 

employee population, and organisational characteristics using descriptive statistics 

and multiple regression techniques.  With a sample of 87 employees, the authors 

found three important variables that can influence diversity perception among 

employees; these are employees’ level of education, the industry they work and their 

nationality.  

Contrary to the above, other factors such as gender, age, job tenure, previous 

exposure to diversity, job level, and company size did not show a positive 

relationship with diversity. However, it is difficult to generalise based on these results 

as the sample size of 87 is very small for a study carried out across different sectors 

in a country. Additionally, the study only investigates how positively or negatively 

employees perceive diversity but fail to find out if initiatives are enough to achieve 

what they are designed to accomplish. Conclusively, it provides useful insights on 

employee perception of diversity from a developing country context. 

The above review has answers to the research question: “How do ethnic minority 

employees perceive D&I initiatives? It has substantially shown that perception of 

inclusion has a strong influence on employees’ level of commitment and 

performance. Many employees perceive the presence of discrimination in their 

organisations. However, three crucial characteristics have been found to influence 

diversity perception; these are level of education, industry type and nationality. The 

review has also revealed that foreign employees perceive diversity more positively 

than their local counterparts and that the more an employee is educated, the better 

the individual understands diversity. 

2.12 D&I and organisational performance  

Researchers in the field of organisational studies have over the years acknowledged 

the difficulty in establishing a relationship between diversity and performance (Ely 

2004). At the heart of the discourse on the relationship between D&I lies its business 

case. The main logic behind the business case for diversity suggests a positive 
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(direct and indirect) relationship between diversity and organisational outcomes, and 

that this positive relationship will exist irrespective of whether the organisation is 

profit-making, not-for-profit or government-owned (Tschirhart 2008). A stream of 

research has attempted to investigate this relationship but found mixed results 

depending on context and specific diversity dimension considered (Jayne and 

Dipboye 2004; Christian et al. 2006; Ali et al. 2008; Østergaard et al. 2011; Simons 

and Rowland 2011; Buengeler and Den Hartog 2015).  

The issue, therefore, is the extent to which diversity improves organisational 

performance. Some researchers have argued that diversity increases the pool of 

innovation and creativity within the organisation, which in turn improves the quality of 

decision making and consequently performance (Konrad 2003; Jayne and Dipboye 

2004; Bassett‐Jones 2005; Østergaard et al. 2011). More specifically, Cox and Blake 

(1991) offered six criteria for evaluating the link between cultural diversity and 

effectiveness in organisations. These include a decrease in the cost associated with 

high employee turnover and absenteeism among cultural groups, enhancing 

organisational capacity to attract and retain suitably qualified employees in the light 

of changing labour market demographics, and acquiring information on how to 

increase market share for products by marketing in a culturally competent and 

sensitive manner (Svyantek and Bott 2004). Others are improving the ability of 

organisations to respond creatively through the inclusion of diverse perspectives and 

improving the capacity to use diverse perspectives to critically and thoroughly 

analyse a problem situation to enhance problem-solving ability. The last criteria 

involve improving organisational flexibility in reacting to external environmental 

changes as a result of reduced standardisation and increased flexibility in 

organisations made possible by increased diversity in organisational perspectives 

(Svyantek and Bott 2004).  

Similarly, a study by Buengeler and Den Hartog (2015) found a positive correlation 

between national diversity and team performance. This relationship is, however, 

moderated by team members’ perception of line managers’ high level of interactional 

justice. The study involved a multisource field study of 272 employees in 45 teams 

working for a local TNC. Team performance was measured in terms of effectiveness, 

productivity, and work quality. 
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Even though the above studies found a positive relationship between diversity and 

performance. Evidence suggests that there are necessary conditions under which 

diversity initiatives can lead to organisational performance (Jayne and Dipboye 

2004). It has also been suggested that to reap the full benefits of diversity, initiatives 

have to be well-managed as diversity also tends to cause misunderstanding, conflict 

and suspicion among employees in the workplace, precipitating in low morale, 

absenteeism, poor quality of work, and cause the organisation to lose its competitive 

edge (Jayne and Dipboye 2004; Bassett‐Jones 2005; Tschirhart 2008; Choi and 

Rainey 2010). To improve the probability of success of diversity initiatives, certain 

situational factors, such as organisational culture, motivation, leadership style, the 

calibre of people in the organisation and other environmental factors which may 

affect the successful implementation of diversity initiatives, need to be taken into 

consideration when designing the diversity programme. Other essential elements to 

be considered include goal setting with provision for feedback mechanisms, careful 

framing of diversity initiatives to suit organisational needs, and identification of 

employees with teams and organisations (Jayne and Dipboye 2004).  

Also, organisations can adopt specific strategies, which can enhance the effective 

management of diversity initiatives. Some of these strategies include building 

management commitment and accountability to initiatives, designing initiatives to 

meet organisational needs and developing specific courses of action linked to 

specific outcomes. These can increase the chances of developing successful 

diversity initiatives. Others include stressing team building and group process 

training and establishing well-defined metrics for evaluating the outcomes of diversity 

initiatives (Jayne and Dipboye 2004).  

Konrad (2003) provides three rationales for businesses to invest in diversity. The first 

argument involves a firm’s desire to compete favourably for talent in the face of an 

increasingly more diverse workforce. Secondly, globalisation has made it possible for 

organisations to strive to enter new markets and expand their customer base, and 

consequently, the need for a diverse workforce to take care of the new market 

segment. Finally, researchers argue that engaging a diverse labour force will 

ultimately lead to improved organisational effectiveness and organisational 

competitiveness through an increase in the level of employee creativity, innovation, 

and enhanced ability of the group to solve problems (Konrad 2003; Jayne and 
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Dipboye 2004; Simons and Rowland 2011). Whether these arguments are correct 

has been a subject of a growing debate.  

Østergaard et al. (2011) investigate the relationship between workforce diversity 

(age, gender, ethnicity and education) and firm innovation, using an innovation 

survey data generated by Statistics Denmark in 2006 (DISK04). The data were 

analysed through the use of econometric analysis and the logistic regression model. 

Findings suggest that educational and gender diversity is positively related to the 

likelihood of introducing innovation. Similarly, the study found a positive relationship 

between an open and diversity-friendly organisational culture and the introduction of 

innovation. On the other hand, age diversity had a negative impact on innovation, 

while there was no significant relationship between ethnic diversity and the chances 

of the firm to innovate. Finally, the study reveals no support for a curvilinear 

relationship between diversity and organisational innovation (Østergaard et al. 2011). 

However, the limitations of the study include the use of the secondary source of data 

which could transfer the bias inherent in the original research.  

A study by Choi and Rainey (2010) investigated the effects of diversity and diversity 

management perceptions on organisational performance in a United States Federal 

Agency. Consistent with the theoretical assertion by cox (1991), the study found a 

negative relationship between racial diversity and perceived organisational 

performance. However, their findings suggest effective team process and diversity 

management policies and practices can help reverse the adverse effect of racial 

diversity on perceived performance. They argue that racial diversity is more 

beneficial when leaders are committed to building representative diversity and 

develop cordial relationships with diverse employees. They recommended that 

organisations channel more resources towards developing leadership behaviours 

and policies that value diversity.   

In addition to the positive and negative links between D&I and performance, studies 

have also found no relationship between the two variables. For instance, a study by 

Carter et al. (2010) found no connection between gender and ethnic diversity and 

firm financial performance. Using quantitative methods, the authors investigated the 

relationship between gender and ethnic inclusion in firms’ board of directors and 

essential committees and financial performance. Interestingly the study found no link 
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between gender and ethnic board membership or representation in relevant board 

committees and the financial performance in terms of return on assets and the ratio 

of a firm’s market value to its asset (Tobin's Q) in sampled firms. Similarly, Kitching 

et al. (2007) found that extant evidence on the relationship between ethnic and 

linguistic diversity and the competitive advantage is lacking in coverage, yet factual 

evidence needed to confirm the link is scarce. Hence, the researchers found it 

challenging to confirm the circumstances under which ethnic and linguistic diversity 

can enhance competitive advantage 

Research has identified three levels at which diversity initiatives can impact 

performance. These include the individual, group or team, and organisational levels 

(Senichev 2013). However, in a study to determine the relationship between diversity 

and performance, Senichev (2013) argued that it is more important to talk about the 

benefit of diversity rather than trying to determine the direct impact of diversity on 

performance. Further, Senichev (2013) acknowledged the difficulty in measuring the 

impact of diversity initiatives at the organisational level; this is because measuring 

performance at the organisational level involves both internal and external factors. 

Another reason for this difficulty is that it may be unlikely that observed performance 

improvement is solely due to implemented diversity initiatives (Hubbard 2004; 

Senichev 2013). 

Despite the difficulty in studying diversity – performance relationship at the 

organisational level, researchers have attempted to develop standardised methods, 

procedures and tools for determining the relationship between diversity initiatives 

and organisational performance. In a book titled “The Diversity Scorecard”, Hubbard 

(2004), developed a system of tying diversity initiatives to bottom-line financial 

performance in organisations. The method presents a partially objective way of 

linking diversity initiatives to organisational profitability. According to Hubbard (2004), 

before this method can be adopted, an organisation must have implemented a 

diversity initiative. Also, there must be some form of noticeable performance 

improvement. The task then will be to isolate the portion of performance 

improvement due to the implemented diversity initiative. The isolation can be 

achieved by asking employees (preferably line managers) who have participated in 

the diversity initiative (say diversity training initiative for instance), to try to isolate the 

proportion of the performance improvement (in terms of time-saving for instance) 
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that they feel is attributable to the diversity training they recently received. The 

amount of time saved is then allocated monetary values by prorating the salary of 

the employees involved (say per hour) and multiplying by the hourly salary rate of 

employees. The results obtained are then aggregated for all employees who 

participated in the programme. The outcome will represent the amount in cost 

savings due to diversity, which can then be deducted from the net profit to determine 

the percentage of net profit due to diversity. However, the problem with this method 

is with the subjective process of isolating the proportion of performance improvement 

attributable to diversity, and the fact that some levels of employees lack the 

competence to do such isolation. Another problem with this method is that it depends 

upon the assumptions that there has been an implemented diversity initiative and 

that the initiative has led to a noticeable improvement in performance. 

Further, team diversity, as defined by Harrison and Klein (2007) is the differences 

and similarities in the characteristics of the members of a team concerning attributes 

held in common. Team-based performance is measured by the quality and the 

quantity of work done. Hence, the diversity performance relationship can be 

determined with the likelihood of a much higher degree of accuracy than at the 

organisational level (Senichev 2013). Horwitz and Horwitz (2007) argue that the 

team-based performance construct involves multiple dimensions that encapsulate 

other outcome measures such as team cohesion in addition to qualitative team 

outcomes and quantitative production, and decision making (Cox and Blake 1991).  

Interestingly, studies investigating the link between demographic diversity and team 

performance have found conflicting results (Bell et al. 2010). While some 

researchers have not found support for the relationship between demographic 

diversity and team performance in situations of high or low job-related diversities 

(Webber and Donahue 2001), others found that highly job-related or task-related 

demographic diversity has a positive relationship with team performance in terms of 

quantity and quality of work done (Horwitz and Horwitz 2007). On the other hand, 

less job-related or bio-demographic diversity was found to have no relationship with 

team performance (Horwitz and Horwitz 2007).  

In attempting to provide answers to the research question: ‘How do D&I initiatives 

affect organisational performance?’ This review found inconsistencies in findings 
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from various studies. This has created a sense of frustration among researchers 

leading to the abandonment of research into the major effects of demographic 

diversity on team performance. Instead, moderators and mediators have been 

adopted (Van Knippenberg et al. 2004; Joshi and Roh 2009; Kearney et al. 2009). 

Studies that consider the effects of diversity on performance from the individual 

perspective found that supervisors of diverse units or teams find it challenging to 

give employee positive feedback on performance evaluation (Ogbonna and Harris 

2006). Very little research has specifically examined the impact of ethnic diversity on 

organisational performance. An example of such a study was conducted by Pitts and 

Jarry (2005) who assessed the impact of ethnic diversity on organisational 

performance. Specifically, the study focused on how ethnic diversity at the 

managerial and street-level bureaucrats affects organisational outcomes in the public 

sector. Findings reveal that an increase in ethnic diversity can negatively impact 

work-related outcomes due to the process-oriented difficulties it brings about. 

2.13 The Nigerian perspective 

This section focuses on the review of diversity management issues in both the public 

and private sectors in Nigeria. It aims to develop an understanding of D&I 

management by focusing on different diversity dimensions applicable to the Nigerian 

context.  

 

The literature on workforce diversity management in Nigeria is at its nascent state 

with a scarcity of empirical studies on diversity in both the public and private sectors 

(Adeleye et al. 2014). Public institutions in Nigeria comprise parastatals, which are 

usually operational offshoots of federal ministries, agencies and departments of 

government (MDAs) encapsulated in the civil service, the judiciary, the armed forces, 

the police and government-owned companies (Umemezia and Agbonifoh 2017). The 

private sector comprises all other established owned by private individuals and 

groups. They include both for-profit and not-for-profit organisations irrespective of 

whether they are international or local.  

 

The literature on D&I in Nigeria is mixed, a large portion of it approached the study of 

the management of diversity in Nigeria from the socio-political or societal perspective 

(Mustapha 2005; Mustapha 2007; Langer et al. 2009; Mustapha 2009; Adeleye et al. 
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2014), while others approached it from the institutional perspective (Adeleye et al. 

2012; Akobo 2016; Akinnusi et al. 2017; Akobo 2017; Onyokoko and Onuoha 2019 ). 

Because the diversity literature in Nigeria is at the developmental stage, most of the 

studies attempt to merge both the socio-political and the institutional perspectives 

(Akobo 2016; Akobo 2017; Adeleye et al. 2019). Most of the studies generally begin 

by tracing historical events that led to the current configuration of the country, in 

terms of its ethnic, religious, cultural and political structures. Despite the current poor 

state of diversity management literature in Nigeria, it appears that the subject is 

gaining momentum as more researchers are becoming aware of its importance to 

both organisations and the entire society.  

 

From the socio-political and legal perspectives, authors have over the years noted 

the weak legal and institutional frameworks guiding the management of diversity in a 

country characterised by multiple ethnic, religious, linguistic, cultural, and even 

political identities, hence the widespread inequalities in the country (Adeleye et al. 

2014). The origin of inequalities in Nigeria has been traced to the colonial masters 

who after independence in 1960 bequeathed the country with a lopsided 

arrangement of resources allocation, based merely on the size of the regions. The 

arrangement led to a situation where the Northern region gets the bulk of national 

resources not due to its contribution to national revenues, but merely due to its size 

(Ekanade 2012). The unequal revenue sharing formula led to agitations by the 

smaller regions which contribute most to national revenues; particularly the oil-rich 

Niger Delta region (Osaghae 1991; Osaghae 1995; Adesopo and Asaju 2004; 

Ikelegbe 2005; Paki and Ebienfa 2011).  

 

Another form of horizontal inequality that has sparked agitation and tension between 

the regions is the representation of the regions in federal government-owned 

institutions (Mustapha 2005; Ukiwo 2005; Mustapha 2007; Langer et al. 2009; 

Mustapha 2009). A step taken by the government to address the horizontal 

inequality came in the form of the enactment of the Federal Character Act in the 

1979 constitution (Mustapha 2007). However, the Federal Character Principle has 

been criticised as focusing only on numerical representation and lacking in coverage 

as the principle only covers public institutions; leaving private organisations with 
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substantial freedom to decide on their diversity management policies and strategies 

(Adeleye et al. 2014).  

 

To understand diversity management from the Nigerian perspective, it is essential to 

highlight the dominant diversity dimensions applicable in the Nigerian context given 

its cultural, religious and legal peculiarities. In line with previous literature, Akobo and 

Damisah (2018) identified gender, ethnicity, age, religion disability, education, 

beliefs, values, HIV status, and political affiliation as predominant dimensions 

prevalent in Africa as a whole. All the listed African diversity dimensions are also 

dominant in the Nigerian context.  

 

One of the categories visibly absent from the list is sexual orientation or preferences.  

Individuals in this category include the Lesbian, Gay, Bisexual, Transgender and 

Intersex (LGBTI). For instance, same-sex marriage is against the law in Nigeria and 

is punishable by 14 years imprisonment. According to the law, “A person who enters 

into a same-sex marriage contract or civil union commits an offence and is liable on 

conviction to a term of 14 years imprisonment” (Same-Sex Marriage (Prohibition) Act 

2013). The Act also criminalises the administration witnessing, abetting or aiding the 

solemnization of same-sex marriage or civil union, or supporting the registration, 

operation and sustenance of gay clubs, societies, organisations, processions or 

meetings; as well as the direct and indirect public show of same-sex amorous 

relationship. Hence, it is unlawful for companies to encourage the inclusion of people 

who exhibit such sexual orientation in Nigeria. 

 

Recently, a growing body of literature is beginning to investigate workforce D&I from 

the Nigerian perspective. Akobo (2017) notes that the philosophy underpinning 

diversity management originates from the global North, with its theories focusing 

mainly on the English or the Anglo-American perspectives. The gradual increase in 

attention to develop diversity literature from the African context has been made 

possible by the globalisation and internationalisation of companies. As western 

TNCs establish subsidiaries in developing countries, they tend to transfer specific 

policies and cultures that create an identity and enable them to unify operations and 

procedures across different global locations.  
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Further, Akobo (2017) attempts to create an understanding of how western diversity 

theories are adapted to the Nigerian subsidiaries of TNCs. The study employed 

qualitative methods and data was collected through a personal interview with 34 

employees in two subsidiaries. Amongst other outcomes, the study found the 

existence of several dimensions of social inequalities within the participating 

organisations. The identified social gap was in favour of the majority group, which 

was not defined in terms of the numerical strength of the group but by superiority 

status. The participants identified senior management as the majority group due to 

their feeling of superiority to junior staff. Ordinarily, this group should be in the 

minority as the organisational pyramid suggests that there are fewer members at the 

top of the pyramid than at the bottom. However, power and control are more 

dominant at the top.  

 

Also, Akobo’s study found a significant pay gap between expatriates and locals, 

signifying that expatriates are better paid than their local counterparts.  

An analysis of the above findings by Akobo (2017) tends to suggest expatriate 

dominance of top management positions as top management is usually better paid 

than the rest of the organisational hierarchy. The study also found the existence of 

gender imbalance in favour of male workers but attributes this to the kind 

(engineering and technical) of the industry within which the companies operate. It, 

however, noted that the organisations are taking actions to address the situation. 

Concerning diversity initiatives, the study identified the formation of social network 

groups, both formal and informal, mentoring opportunities and gender empowerment 

as some form of existing initiatives.   

 

Some of the studies on diversity in Nigeria, attempt to investigate the link between 

different dimensions of diversity and factors contributing to organisational 

performance.  George and Akaighe (2017) surveyed 120 workers of the Lagos state 

government and found a positive relationship between work engagement and 

ethnicity, gender and age. The study also found a positive relationship between work 

engagement and language, religion and education.  Similarly, Emeh et al. (2017) 

found a positive relationship between cultural diversity management and innovation 

and creativity among workers of federal Broadcasting establishments in South-
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Eastern, Nigeria. It also found the effective communication between subordinates 

and managers enhanced cultural diversity. 

 

In addition to the positive relationships found above, another study found a mixed 

relationship between diversity and performance. A study by Ehimare and Ogaga-

Oghene (2011) investigated the impact of workforce diversity on organisational 

performance in the Nigerian banking sector. Using secondary data extracted from 

asset growth report between 2007 and 2009, and analysed through the use of 

inferential statistical techniques, the study found a correlation between variables of 

diversity and firm effectiveness. Specifically, it found a negative link between gender 

and ethnic diversity and both performance bonus and productivity. The study also 

found a significant positive relationship between gender, age and tenure diversity. 

The authors recommended more effective management of workforce diversity.  

Researchers have also attempted to explore other employee-related factors that may 

contribute to organisational performance.  In a survey of 133 public healthcare 

workers from the Lagos state ministry of health in Nigeria, Ibidunni et al. (2018) 

found that workforce diversity has a significant influence on job satisfaction and 

commitment. The study also found job satisfaction to play a significant role in 

organisational commitment. In a survey of 300 respondents in three brewery 

companies located in South-Eastern Nigeria, Ogbo et al. (2014) found a positive 

relationship between workforce diversity management and financial performance in 

terms of sale revenue, market share and bottom-line corporate profitability. However, 

the performance measures were based on the perception of the respondents, which 

cannot be traced to any actual performance figures.  

 

Mordi (2017) adopted a theoretical perspective and reviewed the influence of culture 

and communication in a diverse workforce. The review attempts to explain the 

relationship between communication and culture within the framework of Hofstede's 

six dimensions of culture by evaluating its application in terms of time, space and 

communication style; and describes its applicability within a diverse workforce in 

Nigerian TNCs. The study acknowledged that cultural diversity could have dual 

effects (both positive and negative) in TNCs; however, if carefully managed, cultural 

diversity can prove beneficial to them. 
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2.14 Gaps in literature 

Even though several studies have attempted to investigate inclusion from the 

organisational context, there is little evidence of direct exploration of the level of 

inclusion of ethnic minority employees in the workplace. Roberson (2006) argued 

that by focusing on the employment of people from diverse identity backgrounds, 

diversity neglects the resultant effects of employee exclusion, and as a result, 

current organisational research has ignored the concept of inclusion. Although 

references are indirectly made to the term inclusion in various studies on group 

membership, diversity and inequality in organisations are often not directly 

addressed (Dobusch 2014). 

Also, there is a dearth of organisational inclusion studies from the African and 

Nigerian perspective in particular as most of the reviewed studies focusing on ethnic 

inclusion were conducted in western countries. Besides, there is a lack of studies 

exploring ethnic minority perspectives and a limited number of studies linking ethnic 

minority inclusion to organisational performance in subsidiaries of TNCs operating in 

developing economies.  

Next, most of the reviewed studies have not sufficiently addressed different 

organisational levels and dimensions. They have primarily focused on employee 

outcomes in general without a specific focus on either the organisational, team or 

individual level analysis.  

There is a lack of studies that seek to identify specific diversity initiatives adopted by 

organisations as available studies only assume that organisations have diversity 

policies in place without verifying what the policies are and the extent to which firms 

are committed to diversity management. 

Finally, Most of the studies reviewed have been conducted in western countries with 

visible numeric ethnic minorities. There is a scarcity of studies addressing the 

perceptions of a minoritized group. This study is indeed one of few to bring this 

phenomenon to the fore under the diversity context.   

Therefore, this study aims to bridge the gaps in research identified above by 

conducting a detailed investigation into the specific D&I strategies and policies 
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implemented by TNCS in Nigeria. It hopes to fill these research gaps by investigating 

ethnic minority inclusion in subsidiaries of TNCs operating in Nigeria. 

2.15 Summary of key lessons from the review 

So far, this chapter has presented a review of the literature on the subject of this 

study. The key lessons learned from the review are highlighted below: 

The field of D&I is underpinned by social psychological theories such as the social 

identity and categorisation theory, the optimal distinctiveness theory and diversity 

paradigms. Although diversity and inclusion are distinct fields of endeavour, they are 

interrelated in the sense that while diversity seeks to attract individuals with a variety 

of characteristics, inclusion goes beyond the attraction of individuals to ensure that 

differences are managed in a way that benefits the entire system.  

Diversity management has become indispensable for TNCs as increases in 

globalisation, internationalisation, migration and competition have facilitated the 

spread of diversity management from North America to the rest of the world (Kundu 

2003; Choy 2007; Strachan et al. 2010; Olsen and Martins 2012; Podsiadlowski et 

al. 2013; Derven 2014; Mor Barak 2014; Nkomo and Hoobler 2014). Despite the 

theoretical prediction of a negative relationship between diversity and group 

outcomes, evidence shows that certain initiatives and interventions could be 

introduced to transform the predicted outcomes into enhanced performance at all 

organisational levels. Some of these initiatives include diversity training schemes, 

affirmative action, task forces and diversity committees, employment of diversity 

managers, diversity evaluation for managers, employee network schemes or minority 

network support and mentoring. Diversity strategies and initiatives are used to 

address concerns across multiple dimensions. They have been used to address 

agitations by historically underrepresented groups and people with protected 

characteristics such as age, gender, ethnicity/race, education, and religion (Pitts et 

al. 2010).  

Evidence from this review revealed persisting workplace inequalities and 

discrimination despite attempts by some organisations to institute measures to limit 

such occurrences.  Workplace discrimination is mostly perpetrated against women, 

ethnic minority groups, and other minorities such as people leaving with disabilities 

and LGBT (Lesbians, Gays, Bisexuals and Transgender) (Awang et al. 2014). The 
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review also found that discrimination against people of ethnic minority backgrounds 

begins during the recruitment process. Studies have shown that people with ethnic 

minority sounding names have fewer chances of being called for interviews when 

compared to those without ethnic minority sounding names as demonstrated by 

studies conducted in Sweden and Germany (Carlsson and Rooth 2007; Kaas and 

Manger 2012). Also, ethnic minority employees have been found to mostly hold 

junior job positions in the workplace and are twice more likely to face disciplinary 

proceedings than their white counterparts (Archibong and Darr 2010).  

Discrimination, exclusion and all forms of unfair treatments against ethnic minority 

workers could have implications for individuals and organisations (McKay et al. 

2007).  

This review has revealed mixed findings with regards to the link between diversity 

and organisational performance. Although many studies have attempted to establish 

this relationship, it has been difficult to ascertain the extent to which diversity 

improves organisational performance. Some researchers have argued that diversity 

increases the pool of innovation and creativity, which in turn improves the quality of 

decision making and consequently performance (Konrad 2003; Jayne and Dipboye 

2004; Bassett‐Jones 2005; Østergaard et al. 2011). Many, however, believe that 

such relationships can be evaluated through other criteria such as a cut in the cost 

associated with high employee turnover and absenteeism among cultural groups, 

organisational capacity to attract and retain suitably qualified employees, and the 

acquisition of information on how to increase market share for products by marketing 

in a culturally competent and sensitive manner (Svyantek and Bott, 2004; Cox and 

Blake,1991). 

Further, this review reveals that the ability of D&I to impact positively on performance 

depends to a great extent on employee perception of diversity. Three crucial factors 

have been found to influence diversity perception; these are educational level, 

industry type and nationality of employees (Hassi et al. 2015). Further, foreign 

employees have been found to perceive diversity more positively than their local 

counterparts and that the more an employee is educated, the better the individual 

understands diversity. It has also been found that perceived diversity by non-

managerial employees is positively related to bottom-line profitability (Allen et al. 

2007). 
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Finally, due to differences in cultural, legal and political practices across different 

countries of the world, TNCs need to pay attention to the process of transferring D&I 

initiatives to oversee subsidiaries. This is due to the significant differences in values 

and beliefs across geographical locations as what is considered acceptable in one 

country may be forbidden in another. In Nigeria, the Same-Sex Marriage 

(Prohibition) Act 2013 criminalises the administration witnessing; abetting or aiding of 

the solemnization of same-sex marriage or civil union; or supporting the registration, 

operation and sustenance of gay clubs, societies, organisations, processions or 

meetings; as well as the direct and indirect public show of same-sex amorous 

relationship (Same-Sex Marriage (Prohibition) Act 2013). 

The next chapter will describe the methodology used in carrying out this research. 

The methodology chapter will cover topics such as philosophical underpinnings of 

the research, theoretical framework, study design, methods of data collection, the 

procedure for data collection, and tools for data analysis. The chapter will also cover 

the researcher's fieldwork experiences. 
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3 Philosophy and methodology   

3.1 Introduction 

This chapter discusses the philosophical underpinnings and describes the 

methodology adopted in conducting the study. The section on philosophy aims to 

discuss the researcher’s ontological and epistemological orientation, which combine 

to inform the methodological choices adopted for the study. Based on the 

researcher’s philosophical position, the methodology section will describe the precise 

sampling techniques and procedure, data collection methods and approach to data 

analysis. Finally, the chapter will discuss the ethical issues involved in the conduct of 

the research.  

3.2 Philosophy  

The philosophical stance or theoretical perspective of a research undertaking is 

informed by the researcher’s epistemological and ontological views (Hughes and 

Sharrock 1997; Crotty 1998). Philosophy is a range of beliefs originating from the 

study of the foundational nature of knowledge, reality and existence (Collis and 

Hussey 2014). Hughes and Sharrock (1997) hold that philosophical issues form the 

core elements of research which, when addressed, enable the design of sound 

methodologies and thus, allow for the conduct of a meaningful empirical study. 

Consequently, research designs and methods are executions and illustrations of 

preconceived philosophical assumptions. Similarly, Creswell (2014) argues that a 

researcher’s choice of methodology is informed by the types of philosophical beliefs 

the researcher holds.   

Crotty (1998) noted that the difficulty researchers face in differentiating between 

theoretical and methodological perspectives is not only due to the inconsistencies 

and contradictions surrounding them but also due to the disconcerting number of 

terminologies relating to them. Gray (2018) provided one of the most comprehensive 

presentations of the interrelationship between theoretical perspectives and 

methodologies available to researchers. Gray (2018) also suggested that the choice 

of specific research methods adopted by researchers is informed by the 

methodology, which is, in turn, underpinned by their theoretical stance. Finally, the 
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theoretical perspective employed by researchers is determined by their 

epistemological view.   

 

 

 

 

 

 

  

Contrary to the views expressed by Gray (2018), as captured in Figure 3.1 above, 

Bryman (2015) grouped positivism and interpretivism under epistemological 

positions, while objectivism and constructivism fell under ontology. Whatever 

typology of research a researcher adopts, It is essential to note that the conduct of a 

research study is underpinned by certain assumptions held by the researcher about 

reality or being, and what constitutes knowledge and how to go about acquiring it.  

The terms epistemology and ontology always converge at some point. Hence, 

writers often have difficulties in conceptually distinguishing between the two terms. 

Crotty (1998) noted that both terms emerge together as attempting to construct 

meaning is to attempt to construct meaningful reality. Epistemology is viewed as the 

inquiry into the conditions and possibilities of knowledge (Hughes and Sharrock 

1997), or what it means to know and how we know what we know (Crotty 1998). 

Consequently, identifying scientific methods of acquiring knowledge appears to be 

the primary concern of epistemology, which falls within the foundationalists 

conception of finding a reliable means of gaining knowledge (Hughes and Sharrock 

1997). 

Ontology is defined as “the study of being”; this means, what makes up for reality 

and what existence is like, and its core concern is on ‘what is’ (Crotty 1998; Gray 

2014). In the social sciences, however, epistemological considerations centre on the 

possibility and necessity of studying the social world through the use of procedures 

and principles similar to the natural sciences (Bryman 2015). This argument has 

Theoretical 
perspective 

• Positivism 

• Interpretivism  
✓ Symbolic 

interactionism 
✓ Phenomenology 

• Critical inquiry 

• Feminism 

• Postmodernism 

 

 

Methodology 
• Experimental 

research 

• Survey research 

• Phenomenological 
research 

• Grounded theory 

• Heuristic inquiry 

• Action research 

• Discourse analysis 
 

 

Methods 
• Sampling 

• Statistical analysis 

• Questionnaire 

• Observation 

• Interview 

• Focus groups 

• Document analysis 

• Content analysis 
 

 

Epistemology 
• Objectivism 

• Constructivism 

• Subjectivism 

 

Figure 3.1: The relationship between epistemology, theoretical perspective, 
methodology and methods.  

Source: Gray (Gray 2018) 
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given rise to several different epistemological positions, and as Creswell (2014) 

suggests, these positions have an influence on research practice and should be 

explicitly identified and disclosed to clarify larger philosophical perspectives. The 

researcher must conduct a philosophical review to help illuminate other alternatives 

in the researcher’s mind, and thus, enrich their skills and enhance confidence in the 

appropriateness of the selected research methodology (Holden and Lynch 2004). 

Holden and Lynch (2004) further contend that rather than being driven by 

methodology, methodological choices should emerge as offshoots of a researcher’s 

philosophical position and the social phenomenon of interest. 

Collis and Hussey (2014) identified two core philosophical paradigms; these two 

paradigms operate at the two extremes of a continuum of paradigms based on 

mutually exclusive philosophical assumptions about the world and the nature of 

science. However, Onwuegbuzie (2000) argued that in-between the two paradigms 

lies the third perspective - pragmatism, which posits that researchers make the most 

use of the paradigm on both extremes for a better understanding of the social 

phenomenon.  On both ends of the philosophical continuum are purists’ views, which 

comprise positivism and interpretivism. These perspectives are discussed in details 

below, starting with the two extreme views. 

3.2.1 Positivism 

Positivism emerged from the view that the perception of social science phenomenon 

should be similar to those of the natural sciences (Hughes and Sharrock 1997). In 

other words, it represents the traditional form of research, and the assumptions are 

more applicable to quantitative research than qualitative research (Creswell 2014). 

Positivism is a theoretical research perspective, which is underpinned by objectivism 

at the epistemological level and realism at the ontological level (Crotty 1998). 

Ontologically, the positivists are of the idea that reality exists outside of the mind, 

and epistemologically, that meaning exists in objects outside the mind (Crotty 1998). 

The positivists hold that reality is independent of the researchers whose aim is to 

develop theories based on empirical studies through observation and 

experimentation (Collis and Hussey 2014). Positivism can be traced to the works of 

Auguste Comte.  Some writers have argued that Comte only popularised positivism 

through the ‘Societe Positiviste’ founded in 1848, so it could be unjustifiable to credit 

him as the founder (Hughes and Sharrock 1997; Crotty 1998). This is because the 
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terms “positive science” and positive philosophy already existed centuries before 

Comte and can be linked to earlier writers such as Francis Bacon in the 16th century 

(Hughes and Sharrock 1997). Comte’s works were later developed further by a 

group comprising philosophers, mathematicians and physicists in the 1920s known 

as the Vienna Circle.  The Circle’s main interests were in language, logic and truth 

(Crotty 1998). The Vienna Circle propounded a philosophy regarded as logical 

positivism, which has been argued to be the most influential and most explicit 

version of positivism in the 20th century (Crotty 1998). They attacked and rejected 

metaphysics and recognised only the analytic and synthetic perspectives (Hughes 

and Sharrock 1997). 

Similarly, Hughes and Sharrock (1997) maintain that the tenets of positivism 

recognise only two forms of knowledge, empirical and logical knowledge, 

representing natural science and mathematics, respectively. Finally, the positivists 

believe that objective knowledge can only be gained scientifically, through direct 

observation and experience. They also argue that facts should be separated from 

values, and that science is based on quantitative data gained from the application of 

strict rules. Further, they suggest that scientific propositions should be based on 

facts, and that science aims to develop scientific laws of cause and effect 

demonstrated through empirical investigation.  They maintain that the transferability 

of assumptions and methods from natural science explains event only in relation to 

general truths (Robson and McCartan 2016). However, Robson and McCartan 

(2016) have criticised positivism on the grounds that its belief that only direct 

experience provides a sound basis for scientific knowledge is doubtful. They rejected 

the view that science should deal only with physical or observable phenomena and 

not the abstract, that theory and language of observation are not distinguishable; that 

there is no direct correspondence between theoretical concepts and observed 

reality, and finally that facts and values are impossible to separate.  

3.2.2 Post-Positivism 

The positivists hold an extreme dualist view criticised as being too narrow (Henderson 

2011). In order to broaden the positivists’ perspective, post-positivism emerges as an 

attempt to move positivism forward by contending that “absolute truth can never be 

found”, and that evidence in research is never perfect but always prone to errors. While 

post-positivist research aims to find the truth, it acknowledges that it is impossible to 
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arrive at the whole truth in any one study. However, they believe that confidence is 

progressively built on the outcomes and conclusions of a study if other related studies 

point to the same conclusions (Robson and McCartan 2016). For this reason, 

hypotheses are never proven in research; instead, they are either rejected or not 

rejected (Creswell 2014). Ontologically, the post-positivists are realists as they hold 

the belief that external reality exists separate from how we describe it, which is in 

contrast with the extreme positivist view (Robson and McCartan 2016).  

Epistemologically, post-positivism believes that there could be no absolute warrant 

for knowledge. Thus, researchers are guided by the best available evidence at a 

point in time, which can either be refined or abandoned when new evidence emerges 

(Robson and McCartan 2016). Hence, knowledge is shaped by data evidence and 

rational consideration; and conclusions must be examined for bias, reliability and 

validity in order to be objective (Creswell 2014). The post-positivists, who proposed 

the causation philosophy, suggest that outcomes or effects are determined by 

causes, similar to experimental research. This is also called the deterministic 

philosophy (Creswell 2014). The emergence of post-positivism does not entirely 

render positivism irrelevant (Henderson 2011); instead, it attempts to adapt the 

approach of natural science to social science (Robson and McCartan 2016). Of 

crucial importance to the post-positivist paradigm is the development of numerical 

measures of observation. Therefore, the philosophy lends itself to the use of 

quantitative methodology (Simpson 2009). 

3.2.3 Interpretivism 

Interpretivism is philosophically hinged on the doctrine of idealism, which contends 

that what is seen is created by the mind and that the world can be experienced 

through personal perceptions defined by preconceptions and beliefs (Nudzor 2009). 

It emerged as a result of the inability of the positivist philosophy to take the needs of 

social scientists into consideration (Collis and Hussey 2014). It is often attributed to 

the thoughts of Max Webber (1864-1920) (Crotty 1998). The central tenet of 

interpretivism is that social reality is shaped by human perception. Hence, it is 

subjective (Collis and Hussey 2014). The interpretivists contend that it is not possible 

to separate social reality from what goes on in the mind of the researcher. Therefore, 

the researcher (subject) interacts with the reality or being (object) researched (Collis 

and Hussey 2014). 



94 
 

Similarly, the interpretivists seek to reduce the distance between the subject and the 

object and tend to engage in different forms of participative studies. Interpretivism is 

regarded as a primary anti-positivist philosophy because it involves interpreting 

cultural derivatives of a social phenomenon under historical contexts, goals and 

experiences (Crotty 1998) and that there is no direct relationship between the 

subject and object of a study (Gray 2014). Interpretivism often combines with 

constructivism or social constructivism, which typically relies on the qualitative 

approach to research (Weber 2004; Creswell 2014). To Crotty (1998), interpretivism 

is a theoretical research perspective underpinned by constructivism at the 

epistemological level. Ontologically, the interpretivists believe that reality is socially 

constructed; hence, it is subjective. As a result, every individual has a different sense 

of reality from the others, which leads to the existence of multiple realities.  

Further, the positivists believe that life is rather what we imagine we are living and 

not what we live (Collis and Hussey 2014). Invariably, they emphasise that the world 

of experience is lived, felt and undergone by those acting in social circumstances 

(Weber 2004; Robson and McCartan 2016). In trying to understand the multiple 

constructions of meaning and knowledge, the interpretivists rely heavily on methods 

like observation and interview to enable the capturing of multiple perspectives, in 

which the research participants are perceived as helping in the construction of reality 

(Robson and McCartan 2016). Under interpretivism, the values of the researcher, as 

well as those of other participants exist or is said to be ‘value-laden’ (Collis and 

Hussey 2014). One advantage of interpretivism is that it is open, that is, it does not 

specify any particular method of doing research or data collection instruments as 

long as the method used will lead to understanding the phenomenon under 

investigation (Robson and McCartan 2016). 

However, interpretivism has been criticised for lacking agreed dogmatic 

underpinning for qualitative research, which could be used merely for initial 

exploratory stages of research to help gain an understanding of the phenomenon 

under investigation before the significant and more serious work commences 

(Nudzor 2009; Mack 2010). Further, because of its intrinsic reliance on subjectivity, 

interpretivists’ findings have been criticised as lacking in validity. The seeming lack of 

validity is due to the inconsistencies and contradictions that may arise as people give 

their subjective accounts and experiences of the social world. The contradiction may 
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arise as a consequence of the interpretivists’ lack of attention to some often 

overlooked but essential pauses and overlaps, which contribute to more accurate 

and balanced accounts of the social phenomenon (Nudzor 2009). Another limitation 

of interpretivism is its inability to generalise findings to other situations as it neglects 

the scientific system of verification (Mack 2010). The major limitation of 

interpretivism, as suggested by Mack (2010), is that it fails to accept that political and 

ideological factors influence knowledge and social reality.  

Apart from the weaknesses identified above, the researcher acknowledges that the 

qualitative method, which is underpinned by the interpretivists’ philosophy, is not on 

its own adequate for finding solutions to the research problem at hand. It will only be 

useful in finding answers to the ‘what’ question and not the ‘how’ question in the 

context of this study, hence the reason for pragmatism. 

3.2.4 Pragmatism 

The philosophical position adopted by this study is pragmatism. This position is 

informed by the nature of the research problem and the research questions 

formulated. Creswell (2014) argues that rather than focusing on a single approach, 

pragmatism advocates an emphasis on the nature of the research problem and the 

use of all available approaches to gain an understanding of a research problem. He 

further posits that the primary concern of pragmatism is ‘application’; in other words, 

‘what works’ in providing a solution to a problem. The pragmatists believe that the 

researcher should be free to mix methodologies from different paradigms based on 

their usefulness in answering the research questions under investigation, rather than 

being restricted to a particular paradigm (Collis and Hussey 2014). Similarly, Robson 

and McCartan (2016) contended that generally, pragmatism concerns itself with 

theoretical views to a lesser extent; instead, it is driven by practical experience. 

The rationale for adopting the pragmatic approach is the nature of the phenomenon 

being studied and a quest to proffer answers to the research questions. The 

research questions have been formulated in two parts as follows: ‘what are the 

organisational policies and strategies that enhance diversity and the inclusion of 

ethnic minority employees in TNCs, and how do D&I policies and strategies impact 

the performance of individuals and groups within the organisation? It could be seen 

from the stated research questions that they seek to answer the ‘what’ and ‘how’ 
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questions, which cannot be done using a single research method, hence there is a 

need to adopt a mixed methods approach.  

Pragmatism allows a combination of both the qualitative and quantitative 

methodologies in a single study to answer the ‘what’ and ‘how’ questions as 

formulated above. The approach is in line with the definition of pragmatism as “what 

works”. Philosophically, the researcher is of the view that reality exists in both 

singular and multiple forms that can be arrived at through empirical inquiry, and the 

aim is to solve practical problems in the real world (Feilzer 2010). The pragmatic 

philosophy underpins mixed methodological research designs (Onwuegbuzie and 

Leech 2005), which involves a combination of both qualitative and quantitative 

methods of data in a single study (Creswell 2014).    

Pragmatism is traceable to the works of Charles Peirce, William James, George 

Mead, and John Dewey between the mid-19th and 20th centuries (Simpson 2009; 

Creswell 2014; Gray 2014; Robson and McCartan 2016). Although pragmatism 

exists in different forms, the majority of its proponents believe it emerges from 

actions, situations and consequences as opposed to antecedent conditions 

(Creswell 2014). On the philosophical realm, it seeks a middle ground between the 

two purist philosophies and advocates a combination of both positivist and 

interpretivist philosophies, and that an active researcher should work flexibly within 

the appropriate philosophical paradigms to solve practical problems (Onwuegbuzie 

and Leech 2005; Collis and Hussey 2014). Thus, pragmatism does not devote itself 

to a single system of philosophy and reality (Creswell 2014). It acknowledges that 

the physical world, as well as the social and psychological world, exist and are 

equally important (Robson and McCartan 2016). Knowledge can be derived through 

both objective and subjective evidence, and the researcher can either be distant 

from the phenomenon under study or interact with it to arrive at a meaningful 

outcome (Collis and Hussey 2014). Consequently, it has been strongly advocated 

that researchers need to avoid asking questions about reality and the laws of nature 

and concentrate more on choosing an approach that works best in solving the 

problem at hand (Onwuegbuzie and Leech 2005; Collis and Hussey 2014). 

This philosophical stance was chosen ahead of others, such as positivism, post-

positivism, and interpretivism. Positivism represents the traditional form of research, 
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and the assumptions are more applicable to quantitative research than qualitative 

research (Creswell 2014). This study has not adopted positivism because on its own; 

it is not the single most appropriate philosophical approach considering that the 

nature of the research problem requires the use of both quantitative and qualitative 

methods as opposed to the positivists’ belief that science is primarily built on 

quantitative data. Thus, while it can be useful in answering the ‘how’ question in the 

research problem, it may not be appropriate in answering the ‘what’ question as 

constructed in this study. Similarly, the post-positivists’ stance is not suitable for this 

study as it subscribes primarily to quantitative methods of investigation. 

Interpretivism is philosophically based on the doctrine of idealism, which contends 

that what is seen is created by the mind and that the world can be experienced 

through personal perceptions defined by preconceptions and beliefs (Nudzor 2009). 

Like positivism and post-positivism, interpretivism has not been adopted on its own 

because it will only be useful in finding answers to the ‘what’ question and not the 

‘how’ question in the context of this study, hence the reason for the adoption of 

pragmatism which combines the two extreme philosophies. 

3.3 Research design/methodology 

Once a researcher has identified a philosophical stance, the next step is to design 

the research. The process of designing research involves methodological choices in 

line with the philosophical assumptions of the research paradigm (Collis and Hussey 

(2014). Robson and McCartan (2016) identified three types of research designs: 

fixed, flexible and multi-strategy designs. The fixed design adopts pre-specification 

before data collection and is associated with quantitative data and strategy. The 

flexible design typically develops during the data collection stage and involves the 

collection of qualitative data. The multi-strategy design is associated with a 

combination of components of the flexible design followed by fixed designs in most 

cases. This study adopts a multi-strategy research design and combines both 

qualitative and quantitative data simultaneously.  

Research methodology has been defined as an approach to the research process, 

which encompasses several different methods (Collis and Hussey 2014).  It involves 

those ‘strategies, plans of action, processes and designs’ that support specific 

choices and application of methods, and aligning selected choices and methods to 
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desired results (Crotty 1998).  The research methodology serves as a framework 

upon which specific choices of research methods are built. Gray (2014) suggests 

that methodological choices depend on collection factors, such as the researcher’s 

ontological and epistemological beliefs, and whether the researcher holds a 

positivist, interpretivist or other philosophical positions such as pragmatism. 

Researchers’ thought patterns can also determine the choice of methodology, and 

their perspective on the way theory should be used. For instance, the question of 

whether a theoretical perspective should emerge from an already built theoretical 

model, as in the case of deductive research, or whether the research should lead to 

the building of a theoretical model, as in the case of inductive research (Gray 2014). 

Thus, methodology serves as a bridge between philosophy and methods. Some 

examples of research methodology as suggested by Crotty (1998) are experimental 

research, survey research, ethnographic studies, phenomenological research, 

grounded theory, heuristic inquiry, action research, discourse analysis, and feminist 

standpoint research.  

Contrarily, Bryman (2015) provides a different perspective on research designs. He 

argues that research designs are frameworks upon which data are collected and 

analysed. He identified five different types of research designs: experimental 

designs, cross-sectional or survey designs, longitudinal designs, case study designs, 

and comparative designs. There is, however, no clear demarcation between these 

designs as some of them can be combined in the same study. Using the typology of 

research designs offered by Bryman (2015), this study adopts the cross-sectional 

research design.  It is cross-sectional because data was collected at a point in time 

and not over a period of time on a sample of cases. In-depth investigations were 

carried out in four subsidiaries of TNCs in Nigeria, in which case the individual 

employees and the national contexts in which this research was carried out are 

essential objects of analysis.  

Suffice to state here that the study also adopts the mixed methodological approach, 

which provides the most appropriate system of investigation into the kind of problem 

in focus. Details of mixed methods research together with specific methods were 

adopted for the collection, analysis and interpretation in line with research questions 

and the researcher’s philosophical position is discussed in the section that follows. 
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3.3.1 Mixed methods research design 

The mixed methods research design is also known as multiple methods research. 

This research approach involves the combination of methods as well as the use of 

multiple strategies, and as such, it is often referred to as a multi-strategy approach 

(Robson and McCartan 2016). Creswell (2014) defines mixed methods research as 

a research design that involves the combination of both qualitative (open-ended and 

with no predetermined responses) and quantitative (closed-ended responses such 

as found in questionnaires) research data in a single research study. Some of the 

elements of mixed methods research involve the analysis of both qualitative and 

quantitative data. It also involves the integration of the two forms of data in the 

design analysis through data merger, connecting or embedding data; incorporating 

the procedure into the overall mixed method design, taking into account the timing of 

the data collection procedure (sequential or concurrent) and the proportion of each 

form of data to use (equal or unequal) (Creswell 2014).  

Johnson et al. (2007) noted that although mixed methods research is relatively new, 

it can be historically traced to 1959 when Campbell and Fiske studied psychological 

traits using multiple quantitative methods, which triggered the use of multiple forms 

of data by other researchers. In general terms, Johnson et al. (2007) describe the 

mixed method as a theoretical and practical approach to knowledge that tries to 

incorporate more than one viewpoint, position, perspective and standpoint of both 

qualitative and quantitative research. Furthermore, they noted that mixed methods 

research is gaining popularity and acceptance in several fields of research practice, 

and the method is growing in recognition as the third dominant paradigm in research. 

Many different terms have been used to refer to mixed methods research in the past; 

some of these terms include qualitative and quantitative methods, synthesis, 

integration, mixed methodology and multi-method. Nevertheless, recent writings 

have favoured the use of the term mixed methods over others (Creswell 2014).   

Some of the purposes of using the mixed methods design in research include the 

following:  Complementarity, which enables researchers to obtain consensus opinion 

on similar experiences or opinion. This help in triangulation and mutual corroboration 

of findings. Completeness: helps the researcher in pulling together a comprehensive 

representation of outcomes from the two data collection methods and the attainment 

of a more robust conclusion. Developmental: this process helps in generating 
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questions or hypothesis to be fed into the next method. Expansion: helps in offering 

more clarification or expanding upon outcomes of a previous method. 

Corroboration/confirmation: helps in checking the validity or trustworthiness of the 

deduction made in a prior method. Compensation: employing a different method to 

make up for the deficiencies inherent in one method. Diversity:  to establish 

relationships and associations among variables through quantitative methods, while 

revealing meaning among participants using qualitative methods; through merging 

different individual perspectives (Caruth 2013; Harrison III 2013; Venkatesh et al. 

2013).  

Critics have advanced several arguments against the use of mixed methods in 

conducting research.  These arguments fall under two major streams. The first is the 

idea that research is deeply committed to ontological and epistemological positions. 

Therefore, a researcher’s decision to adopt a particular method depends upon his 

belief about how reality and knowledge are acquired. Hence, mixed methods 

research is not doable (Bryman 2015). The second argument falls under the idea 

that qualitative and quantitative researches belong to separate paradigms, which are 

based on distinct and inherent epistemological positions, and which have values and 

methods tied to them, therefore, not compatible with other paradigms (Bryman 

2015).   

Contrarily, there have also been arguments in favour of mixed methods.  Creswell 

(2014) presents some advantages of mixed methods. First, mixed methods studies 

draw on the strengths of both the qualitative and quantitative methods to mitigate 

their disadvantages. Second, mixed method makes it possible to compare different 

views obtained through qualitative and quantitative data. Third, it enables 

researchers to explain the results of data collected by one method with a follow-up 

data collection and analysis using another method. 

Similarly, Caruth (2013) offers the following advantages of the mixed methods study:  

The use of both qualitative and quantitative methods can be complementary. 

Another advantage is the method accommodates a broader range and types of 

research questions because of its flexibility. The conclusion arrived at in a mixed 

methods research is more robust. It makes it possible for triangulation of findings, 

thereby making it possible to cross-validate findings. The use of mixed methods 
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design also enhances the potentiality of result generalisation (Cronholm and 

Hjalmarsson 2011; Caruth 2013).  

The rationale for adopting the mixed method design is in line with the researcher’s 

pragmatic philosophical stance; as he believes in adopting whatever method that 

works best in solving the problem at hand. Secondly, the research questions 

formulated for investigating the social phenomenon of interest contains both 

exploratory and descriptive elements, and in order to provide answers to them, the 

most appropriate research strategy is that which can generate both qualitative and 

quantitative data and also contains techniques for analysis of such data. Collis and 

Hussey (2014) suggest that exploratory research is appropriate where there is little 

or no prior studies into a research problem which the researcher can refer to while 

carrying out the study and that this type of research aims to study patterns and ideas 

to develop as opposed to testing of hypothesis. Consequently, in formulating the 

exploratory research question, the researcher intends to explore and possibly 

identify D&I initiatives, policies and strategies of D&I operational in subsidiaries of 

TNCs, and the modes of implementation of the programmes. In the quantitative 

aspect of the study, the researcher aims to establish a perceptual relationship 

between D&I initiatives and employee performance. 

The following are the rationale for adopting the exploratory mixed methods 

approach: First, the exploratory design is in line with Gray (2018), who suggests that 

exploratory studies sought to investigate “what is happening and ask questions when 

little is known about the phenomenon”. The exploratory design is suitable for carrying 

out investigations into areas where there is a high level of ignorance, uncertainties 

and misunderstanding of a phenomenon; and that such investigations are flexible 

and may not adhere to any formal structure (Van Wyk 2012). Consistent with these 

views, and as the field of diversity is only emerging as pointed in the literature 

review, there is little knowledge about employee diversity management approaches 

among scholars and even management practitioners in Nigeria.  

Second, the mixed methods design is suitable for the nature of the research question 

formulated. Thus, this study combined features of both the exploratory and 

descriptive research by collecting both qualitative and quantitative data. 

Consequently, the first and central research question seeks to explore “what” 
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policies and strategies TNCS have put in place to enhance the practice of D&I. The 

objective of the question is to explore the policies and strategies of D&I employed by 

the sampled TNCs. The second research question seeks to describe employee 

perception of how D&I policies may influence performance variables in individuals 

and teams. Hence, the use of a quantitative method enabled the researcher to 

capture variable relating to the second research question (Van Wyk 2012).  

Third, similar studies assessing D&I initiatives have, in the past, adopted the mixed 

methodological approach. Examples include studies conducted by Wentling (2000) 

and Wentling and Palma-Rivas (2000), both studies adopted the mixed methods 

approach, using semi-structured face-to-face interviews and documentary analysis 

for data collection. The study analysed the data through both qualitative and 

quantitative content analysis techniques. The study by Wentling and Palma-Rivas 

(2000) aimed to assess the status and dimensions of diversity initiatives in sampled 

multinational corporations and expounds the ways that multinational corporations 

respond to the changes in workforce diversity while the purpose of the study by 

Wentling (2000) was to establish the practices, strategies and processes that 

multinational corporation use to evaluate their diversity initiatives.  

Hence, the researcher deemed it appropriate to adopt a similar methodological 

approach in the conduct of this study. Suffice to note that both the qualitative and 

quantitative data were collected concurrently and analysed separately; the findings 

were then synthesised to provide a clear picture of the overall research outcome. 

The method was described by Creswell (Creswell 2014) as the convergent parallel 

mixed method. 

Convergent parallel mixed methods design 

The design of this study bears similarity to the convergent parallel mixed methods 

design in Creswell’s (Creswell 2014) typology of mixed methods design. The design 

involves the collection and analysis of both qualitative and quantitative data 

independently and comparing results for consistency or otherwise. The design rests 

on the assumption that both qualitative and quantitative data yield varied kinds of 

information. The qualitative data may be in the form of interviews, documents, 

observation and records; while the quantitative data can take the form of survey 

data, observational checklist, or numeric records. The core elements of the 
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convergent parallel mixed methods design are that the researcher collects data-

parallel variables, concepts or constructs through both the qualitative and 

quantitative methods. The data gathered from the two methods are separately 

analysed and then synthesised or brought together.  

In this study, the qualitative data were collected using the semi-structured interview 

and documentary analysis, while the quantitative data were obtained through the use 

of survey questionnaires. No particular weight has been allocated to each data 

collection method but considering that the exploratory nature of the study and the 

fact that the two data collection methods have been used for the collection of the 

qualitative data, it naturally assumes a more significant weight than the quantitative 

method. Consequently, going by priority and the number of data collection methods 

used, this study design is - Qual + Quan (concurrent, convergent parallel) (Harrison 

III 2013).  

The rationale for adopting the convergent parallel design is due to time constraint. As 

this is a PhD study, the researcher has limited time to undertake the fieldwork.  The 

sequential mixed methods are more time consuming and given the setback 

experienced during the data collection stage, it would have been impossible to 

conduct the study given the time available for data collection.   

3.4 Data Collection Techniques  

As earlier stated, this study adopts the exploratory mixed methods approach. This 

means that both the quantitative and qualitative data were collected concurrently, 

and at a particular point in time. Below is a discussion of the two forms of data and 

the procedure used in collecting them.  

3.4.1 The qualitative methods 

Qualitative methods yield non-numerical data that are usually transient and present 

in the form of spoken or written words. The findings from qualitative data usually 

contain high levels of validity and are generally understood within the realm of 

interpretivist research (Collis and Hussey 2014). In this study, qualitative data was 

obtained from both primary and secondary sources using the methods discussed 

below.  
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Documentary analysis 

Documentary analysis is frequently employed in qualitative research when engaging 

in triangulation, that is, the fusion of different methodologies and methods (using 

different data sources) in investigating the same phenomenon (Bowen 2009). It gives 

a researcher the opportunity to among other things establish a convincing 

interpretation and explanation of the content of a document, tests the validity and 

credibility of interpretations, constructs arguments based on interpretations, and link 

the arguments to policy trends, current practices and other available evidence 

(Fitzgerald 2007). This method of data collection has the advantage of being 

financially cost-effective and time-saving (Archibong et al. 2009). The documents 

were not produced at the researcher’s instance but rather were produced for public 

consumption, and as such available in the public domain.  

Robson and McCartan (2016), however, caution that since these kinds of documents 

were produced for a different context, there may be severe issues of data accuracy 

and bias arising from their purpose. Concerns over data accuracy and bias are less 

in documents produced mainly for research purpose than those produce for public 

use (Robson and McCartan 2016). The reason for this is that documents produced 

for public consumption are intended to portray a company in a positive light in order 

to boost public image and reputation. 

The researcher analysed organisational policy documents obtained directly from the 

global websites of participating TNCs as well as those obtained from participants. 

These documents include policy statements found on organisational websites 

containing statements made by the top management executives. These documents 

contained information about the organisational mission, vision, core values, policies 

and strategies, and programmes relating to D&I. Obtaining corporate documents 

from global websites is in line with a study by Gröschl (2011), which conducted a 

content analysis of corporate diversity statements found in the websites of global 

hotel groups to develop an understanding of their diversity strategies. The use of 

documents obtained from websites is also in line with Winter et al. (2003), who 

suggested that corporate websites are becoming increasingly essential sources of 

data and a tool for public relations. 
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The rationale for a documentary analysis is to provide support for data provided by 

top managers in the interview as it may be possible for them to forget some of the 

D&I policies in operation. The documentary analysis makes findings more robust and 

comprehensive as it will serve to validate findings from other data sources.  

The information used in the documentary analysis was obtained from a variety of 

sources. First, two documents were obtained directly from the healthcare 

organisations through the interviewees. Second, three reports in PDF format were 

downloaded from the global websites of the participating organisations. The use of 

global websites is due to the lack of local websites for three of the TNCs however, 

there were links to the local subsidiary operations through the global web pages. 

Some of the documents such as annual reports and other policy briefings were 

downloaded from the D&I section under the “Our People” tab on the web pages. 

Third, in cases where the documents were not downloadable, or readily accessible 

through identified tabs, the researcher extensively searched through all the tabs on 

the website as well as used the information search function (Ctrl F) to search for 

related information for analysis. In this situation, it is difficult to state the exact 

number of documents as relevant information was gleaned from different sections of 

the websites and used for analysis.  

Semi-Structured Interview 

The primary qualitative data was sourced through the use of a semi-structured 

interview, conducted with members of top management staff in the four TNCs 

sampled. Semi-structured interviews are non-standardised interview methods used 

in gathering qualitative data (Gray 2014), which involves a conversation with one 

respondent at a time (Adams 2015). This form of interview enables the investigator 

to change the sequence in which the questions are asked and allows the liberty to 

probe further into leading responses, which may add more depth to the information 

gathered, even though the researcher has drawn up an interview guide containing a 

series of questions mostly constructed in general form, (Bryman 2015). The semi-

structured interview methods make use of a blend of both the open and closed-

ended questions and allow the interviewer to follow up with the “why and how” 

questions (Adams 2015). Longhurst (2003) holds that semi-structured interviews use 

an informal tone and are conversational, allowing the participants the freedom to 

respond to the questions in their own words without being forced to a ‘yes’ or ‘no’ 
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answer. The method also allows the interviewees to delve into other crucial and 

unexpected issues relevant to the discussion. The maximum duration of a semi-

structured interview is about one hour in order to avoid possible exhaustion for both 

the interviewer and interviewee (Adams 2015).  

This study employed the semi-structured interview method to gather data on D&I 

initiatives and policies employed by the local subsidiaries, the modes of 

implementation of the programmes and the likely challenges encountered in 

operationalising them.  The rationale for adopting the semi-structured interview 

method was in line with Saunders et al. (2016), who suggest that interviews with 

experts, focus group interviews and literature search are methods of conducting 

exploratory research. Also, Adams (2015) suggests that the use of semi-structured 

interviews are suitable in a mixed methods study as they supplement and add depth 

to other methods such as the standardised survey questionnaire. The author also 

suggests that the method is suitable when the study targets a category of people 

who are involved in the programme of interest, such as top managers.  

Six senior managers in the four organisations were interviewed. The rationale for 

using top managers is because they are usually responsible for designing and 

overseeing the implementation of policies and strategies. As a result, they are in a 

better position to provide information on the D&I policies and strategies formulated 

and the mechanism through which these initiatives are communicated and 

implemented throughout the organisation.  

3.4.2 The quantitative methods 

Quantitative methods yield numeric data (Collis and Hussey 2014). Quantitative 

primary data used for this study was gathered through the use of a closed-ended 

questionnaire survey.  

The questionnaire 

The questionnaire is perceived by many researchers as perhaps one of the most 

popular and easy to design tool for quantitative data collection. Although this 

perception is not backed up by evidence, the popularity of the questionnaire is 

believed to emanate from its inherent advantages (Gray 2018). The advantages of 

questionnaires include the following: 
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The cost of administering questionnaires is relatively low when compared to other 

collection tools such as interviews. A large number of questionnaires can be 

administered in a relatively short time and with a much smaller financial outlay. They 

attract quicker responses from a large number of respondents. They afford the 

respondents the flexibility of completing them at their convenience. Data drawn from 

closed-ended questionnaires are more comfortable to analyse because they are 

quicker to code. It is much easier to assure respondents’ anonymity as a large 

number of the questionnaire may be sent out to people who are unknown to the 

researcher. Finally, the method is devoid of interviewer bias as the use of 

questionnaires do not require researchers to interface with the respondents. 

On the contrary, Gillham (2007) suggests that if possible answers to questions are 

determined in advance by the researcher, it leaves little room for discoveries. Also, 

the response rate could be meagre if respondents have no intrinsic incentives for 

completing them if questionnaires are too lengthy (Gray 2018). Because 

respondents can read all the questions before responding, the questions are not 

independent. Other disadvantages include difficulty in asking many questions; they 

are not appropriate for some kinds of respondents, involves a higher risk of having 

missing data, and it is difficult to know if the right person has answered the questions 

since in most instances the researcher is usually not present at the point of 

completion (Bryman 2015). The paper type questionnaire contains meticulously 

constructed and selected questions after significant testing, designed to extract 

reliable information from a person or a group of people (Robson and McCartan 

2016).  

The Mor Barak Inclusion-Exclusion Scale (MBIE) and the Mor Barak and Colleagues’ 

Diversity Climate Scale was used as part of the instruments for gathering 

quantitative data (Mor Barak 2014). The MBIE is a tool for measuring the extent to 

which individual employees perceive that they form a crucial part of the processes of 

the organisation in terms of their involvement, access to information, participation in 

organisational activities, and the degree to which they can influence organisational 

decision-making process (Mor Barak 2014).  It is a 15 item instrument designed in a 

matrix form with five items, each relating to decision making, information networks 

and involvement/participation. Respondents were asked to rate their level of 

inclusion along a 6-point Likert scale with scores attached as follows: strongly 
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disagree- 1, moderately disagree - 2, slightly disagree - 3, slightly agree - 4, 

moderately agree - 5, and strongly agree - 6. The MBIE has been found to possess 

strong psychometric properties as it has been tested and applied across different 

countries and diverse workgroups (Mor Barak 2014).  

To measure the diversity climate within the organisation, the Mor Barak and 

Colleagues Diversity Climate Scale was used. It is a 16 item instrument designed to 

assess employee perception of organisational diversity climate using a 6-point Likert 

scale similar to that of the MBIE. The 16 items were in two dimensions- 

organisational and personal. The organisational factors were then subdivided into 

fairness and inclusion factors, while the personal factors comprise the personal 

diversity value and personal comfort with diversity factors.  

To assess the impact of inclusion on performance at both team and individual levels, 

the questionnaire instrument adapted from Darwin and Palanisamy (2015) was used. 

This instrument has been tested and found to possess a Cronbach Alpha score of 

0.98. 

Likert Scales 

A Likert scale is a psychometric rating scale commonly used in questionnaires to 

gauge respondents’ degree of agreement or disagreement to a series of statements. 

Developed in 1932 by Dr Rensis Likert, a sociologist at the University of Michigan, 

the scale is used to scientifically rate psychological attitudes in 5-point bipolar 

response categories from the highest to the lowest (Allen and Seaman 2007; 

Bertram 2007; Willits et al. 2016). Although originally developed as a five-category 

bipolar response, Likert scales can also assume three, four, six or seven-point 

response categories (Willits et al. 2016). The Likert-type questions are single items 

that may either be analysed on their own using aspects of the original response 

alternatives; while Likert-scales involve the aggregation of multiple (usually four or 

more items) Likert-type items into a composite scale during data analysis (Jamieson 

2004; Boone and Boone 2012).  

Although the instruments by Mor Barack (2014) was originally developed as a Likert 

scale instrument, the analysis was done based on the individual item similar to the 

Likert-type analysis as suggested by Boone and Boone (2012). This was in line with 

the objectives and exploratory nature of this study. Likert scales are ordinal scales 
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(Allen and Seaman 2007; Brown 2011). The problem with the use of the scale, 

however, is that the options are not equidistant from each other, that is, the 

difference between ‘agree’ and ‘strongly agree’ are not the same with ‘neutral’ and 

‘agree’ (Bertram 2007; Sullivan and Artino Jr 2013). Some of the strengths of the 

Likert scales include ease of construction, the likelihood of high scale reliability and 

simplicity of understanding and completion by respondents (Bertram 2007). 

However, the drawbacks include the difficulty in demonstrating validity, the likelihood 

of central tendency bias, and respondents may instead of being honest present 

themselves in a more socially acceptable way (Bertram 2007).   

3.4.3 Other available survey tools for assessing diversity and 

inclusion 

Standardised survey tools for assessing D&I are scarce. However, The Society for 

Human Resource Management has, in the past, developed survey tools for 

assessing organisational D&I. One of such tools is a 31 item questionnaire covering 

ten key areas: organisational attitude towards diversity, corporate culture, 

discrimination, hiring and recruitment, career development, employee’s role, policies 

and procedures, interaction within the organisation, relationship with immediate 

supervisor and organisational diversity training program (SHRM 2014). The 

instrument was designed to assess the diversity climate in an organisation using a 

five-point Likert scale. However, it is not clear how widely applicable it has been and 

what psychometric properties it possesses. Further, the instrument only covers 

issues about diversity in the organisation and not inclusion. As a result, the 

researcher considered this instrument inadequate for use in this study.  

3.5 Sampling methods 

A research sample is a selected portion of a population whose properties provide 

useful information about the entire population, while the population refers to all the 

individuals or objects in a group from which a sample is drawn (Lunsford and 

Lunsford 1995; Robson and McCartan 2016). Onwuegbuzie and Collins (2007) hold 

that the decision on the number of participants to select and how to go about 

selecting them is necessary and essential and that this choice can present difficulties 

and complexities to the researchers in both qualitative and quantitative studies and 

more so for mixed methods research.  
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3.5.1 Multilevel mixed methods sampling technique 

The multilevel mixed methods design involves drawing multiple sets of samples from 

different levels of a study (Onwuegbuzie and Collins 2007). Multilevel sampling 

techniques in mixed methods studies involve the use of both probability and 

purposive sampling techniques at different levels of a study, and it is more prevalent 

in studies that investigate settings in which different components of analysis are 

nested within one another such as found in schools, hospitals, and other forms of 

bureaucracies (Teddlie and Yu 2007). It is the most appropriate sampling technique 

for this study because different levels of organisational hierarchy such as top 

management, middle management and other employees were considered for the 

study using different types of data collection instruments. As this is a cross-sectional 

study, the samples were drawn concurrently across all organisational hierarchies.  

The concurrent sampling technique allows for the selection of units of analysis 

simultaneously and independently using both sequential and probability techniques, 

thereby allowing researchers to triangulate results and enable the confirmation or 

corroboration of findings (Teddlie and Yu 2007). Below is a description of the 

sampling techniques that were used in this research. 

3.5.2 Purposive sampling 

Purposive sampling technique is a non-probability sampling method, which involves 

the selection of units to be included in a study to satisfy a specific purpose, and 

which may either be to achieve representativeness, set up a comparison between 

different categories of units, select unique cases or meet a sequential order of unit 

selection (Teddlie and Yu 2007). This method was used to select top management 

staff because they were likely to have better knowledge and understanding of 

organisational policy framework regarding D&I since they are directly involved in 

policymaking. They are also likely to provide more reliable and in-depth information 

about D&I policies and strategies. The techniques helped in generating quality 

qualitative data for analysis; as Leedy and Ormrod (2015) remarked, the quality of 

the sample will determine the quality of the data obtained.  

3.5.3 Convenient sampling 

The convenient sampling technique is sometimes referred to as accidental sampling 

(Robson and McCartan 2016) or haphazard sampling (Etikan et al. 2016). It is a non-
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probability technique that involves the selection of subjects in the target population 

based on convenience, proximity, availability and willingness to take part in a study 

(Etikan et al. 2016).  This means that all the elements in the population do not have 

an equal chance of being included in the study as the principles of randomisation are 

not applied in the selection of the sample. Thus, the results are not necessarily 

generalised to the population in quantitative studies (Wu Suen et al. 2014).  

However, as is the case in quantitative studies, an increase in the sample size leads 

to an increase in the statistical power (Wu Suen et al. 2014). Although the 

convenient sampling technique is more prevalent in quantitative studies, Wu Suen et 

al. (2014) suggest that it is also applicable in both quantitative and qualitative 

studies.  

This study adopts the convenience sampling technique in the selection of survey 

participants, as opposed to the initial proposal of using a random sample. The main 

reason for using the convenient sampling technique was due to the researcher’s 

inability to gain formal approval from management for the study to be conducted 

across all the branches of the sampled organisation. As such, the study was only 

conducted in locations and units with the consent of heads of units and locations. 

3.5.4 Sampling population 

Given the difficulties experienced in carrying out this research, an accurate 

description of the study population may not be possible as official staff numbers and 

demographics are not available to the researcher. However, overall estimates of the 

number of employees obtained, whether directly from interviewees or other sources, 

such as company websites and blogs, are used here. The table below shows the 

total number of staff in Nigerian subsidiaries across all locations. Suffice to note here 

that the study was carried out in two states out of six in the South West geopolitical 

zone of the country. 
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Table 3.1: Population of staff 

TNC Total Number of 
employees in the 
Subsidiary 

HC 200 

FMCG1 2,300 

FMCG2 3500 

OandG About 2000 

 Source: Research finding from interviewees 

The healthcare company (HC) employs about 200 staff in the local subsidiary. 

Interestingly, there are no expatriates at the Nigerian subsidiary. As discussed later 

on in this study, a possible reason for the absence of expatriates in the subsidiary 

may be the lack of manufacturing operations in Nigeria. The First Fast-moving 

consumer goods company (FMCG1) employs about 2,300 people locally and has 

60% expatriates in top management positions.  FMCG2 has about 3500 employees 

in the Nigerian subsidiary. As noted later in the section on company profiles, the 

company has its largest manufacturing operations and market in Nigeria. Over 40% 

of FMCG2 top management staff are expatriates. Finally, the Oil and Gas company 

(OandG) employs over 2000 permanent staff with over 3000 contractors; and only 

about 10% of its top managers are expatriates. The information on the number of top 

management expatriates was obtained from the interviewees during the interview. 

3.5.5 Sample size 

Guest et al. (2006) suggest that the purposive sample size is primarily determined by 

saturation. Saturation is that point at which further sampling of additional cases 

yields no new information or themes in the data to be integrated into the analysis. 

The question of what sample size is needed to achieve saturation could be quite 

complicated because it can be determined by a variety of factors such as the quality 

of data, heterogeneity of the sample, resources available to the researcher, and the 

number of data analysers and interpreters (Collins et al. 2006; Guest et al. 2006). In 

line with Creswell (2014), the researcher carried out a semi-structured interview with 

six members of the top management across the four selected organisations. 

Although the sample size could be said to be small considering the number of 

participating organisations, the constraint imposed by the resistance faced by the 
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investigator, together with time and financial limitations, the investigator was not able 

to increase the sample size for the oral interview after making all efforts.  

With regards to the quantitative sample, Onwuegbuzie and Collins (2007) suggest 

that a minimum sample size of 51 participants are adequate to investigate a causal 

relationship for a one-tailed hypothesis and 64 participants for a two-tailed 

comparative. In line with this, the researcher aimed at achieving a minimum sample 

size of 51 participants in the quantitative study from each of the four organisations, 

making a total of 204 completed and returned questionnaires. Although all efforts 

were made to ensure that the targeted sample size was achieved, only 133 

completed questionnaires were retrieved. Again, the reason for not achieving the 

targeted sample size is due to the resistance faced by the researcher in gaining 

access to the selected organisations. 

Table 3.2: Minimum targeted sample size 

Data collection 
technique 

Minimum sample 
size per Firm 

Targeted 
Total (*4) 

Actual sample 
size 

Semi-structured 
interview 

4 – 5 16 – 20 6 

Survey 51 204 133 

 

3.5.6 Inclusion and exclusion criteria 

All members of staff of the four transnational healthcare companies were eligible for 

inclusion in at least one phase of the study. The table below shows the inclusion and 

exclusion and justification.  

Table 3.3: Inclusion-Exclusion Criteria 

Data 
collection 
technique 

Inclusion  Exclusion Justification 

Semi-
Structured 
Interview 

Top management 
executive [example, 
managing director, 
human resource 
manager, Company legal 
adviser, the manager in 
charge of diversity] 

All other levels of 
employees in the 
organisation 

Top management is 
involved in policy 
formulation 

Questionnaire Local employees from 
middle management 
downwards  

Top management 
executive and 
home 
country/expatriate 
employees. 

To assess local 
employee 
perception and 
experiences of D&I 
policies and impact 
on performance 
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The only set of employees to be excluded from all aspects of this study are those 

who cannot read, write, or communicate in English. However, the data collection 

exercise revealed that there were no workers in the selected organisations who were 

found to be illiterate. Hence, no section of the organisation was excluded from 

participating in at least one aspect of the data collection.    

3.5.7 Brief profile of organisations 

For confidentiality, the real identities of the organisations under study have not been 

disclosed; they have been referred to in this report as HC, FMCG1, FMCG2 and 

OandG. Below is a brief description of their profile including the number of top 

management staff as obtained from the websites of participating organisations. The 

information contained in the Table was gleaned from the web profiles of the 

managers. Specific designations are not included for the reason of confidentiality as 

such information could be traced back to individuals.  

Table 3.4:  Information on top management 

Organisation Number of 
top 
managers 

Number of 
expatriate 
managers 

Number of 
indigenous 
managers 

Number of 
Females 

Number of 
Males 

OandG 8 4 4 2 6 

HC 10 0 10 3 7 

FMCG1 14 7 7 3 11 

FMCG2 10 5 5 2 8 

Source: Organisational websites 

A common trend noticed across the four organisations is that all the managing 

directors or chief executive officers and directors of finance or chief financial officers 

are foreigners except for HC which has no expatriate managers. Also, it is observed 

that all the directors of human resources positions were held by Nigerian managers. 

Below are brief profiles of the participating organisations.   

Healthcare transnational company (HC)  

The healthcare company (HC) is a Swiss-based transnational corporation with 

operations in more than 140 countries and employs over 81,000 workers globally. It 

mainly operates as an oncological (developing treatments for different kinds of 

cancers and many rare diseases), pharmaceutical (develops patented treatments in 

ophthalmology; respiratory; neuroscience; immunology, hepatology and 

dermatology; and cardio-metabolic). It also provides patients and professionals with 

biosimilar and generics; in addition to offering a wide range of vision care devices 
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such as sophisticated equipment used for performing delicate eye surgery and 

advanced contact lenses. 

The company prides itself as the global leader in research and development, 

developing innovative products to protect and improve the health and wellbeing of its 

consumers. Statements on the company’s global website suggest that it is 

committed to providing its customers with high-quality products and services.  The 

organisation takes pride in its staff and have provided a vibrant working environment 

that enables employees to make a difference. It was one of the first global 

pharmaceutical companies to back the United Nations workplace standards in 

protecting lesbian, gay, bisexual, transgender and intersex rights. It was ranked 

second in the Thomson Reuters Diversity & Inclusion Index in the recent past.  

In Nigeria, the company has established its leadership status in the Human 

Resources practices through the provision of excellent employee conditions, 

nurtures and develops talent across all levels of organisational hierarchy and always 

striving to improve its recruitment practices to improve employee performance.  

However, it has no manufacturing presence in Nigeria and operates as a diagnostic 

and pharmaceutical products company with about 200 employees in the subsidiary.  

Fast-moving consumer goods 1 (FMCG1) 

FMCG1 has its headquarters in Switzerland and came into operation in the 1860s. It 

operates in the Fast-Moving Consumer Goods (FMCG) industries and is one of the 

world’s leading transnational companies with operations globally with over eighty 

different brands. It is one of the largest food and beverage companies in Africa and 

was listed as one of the largest 100 companies in Africa by Africa Business 

magazine. The Company began its distribution operations in the West African region 

in the 1950s. Today, it owns about ten manufacturing plants in the region and 

employs 5,200 people directly.  

It has operated in Nigeria for over 57 years with a staff strength of over 2,300 direct 

employees, three manufacturing sites, eight branch offices and a head office located 

in Lagos. The firm is listed on the Nigerian Stock Exchange for about 40 years. 

 

 

https://en.wikipedia.org/wiki/African_Business
https://en.wikipedia.org/wiki/African_Business
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 Fast-moving consumer goods 2 (FMCG2) 

FMCG2 is a transnational company with headquarter in the United Kingdom. It 

manufactures and distributes a variety of products globally. The Firm’s product range 

covers five broad categories – beauty, home care, personal care, food and nutrition 

and electronic products. Its global operations span Europe, North America, Africa 

and Asia; and employs over 5000 staff. 

In Nigeria, the company is a prominent player in the Fast-Moving Consumer Goods 

industries and other diverse industrial sectors. It manufactures and distributes and 

sells some of the most popular household brands in Nigeria. It has been in 

operations for over 100 years and currently employs over 3500 people across the 

country. In the Nigerian subsidiary, the firm is overseen by six executive directors 

comprising 3 Nigerians (two females and one male) and 3 Expatriates (all males). 

Due to bold acquisitions over the years, Nigeria currently offers the firm one of its 

largest markets globally. Consequently, the company has one of its largest 

manufacturing plants in Nigeria and operates about 26 distribution centres 

nationwide to facilitate the uninterrupted circulation of its products. 

Oil and Gas Company (OandG) 

OandG has operated in Nigeria for over forty years and is one of the top five largest 

oil producers and employs over 2000 direct staff and over 3000 contractors in 

Nigeria. Its investment in Nigeria is more than $2billion annually. It has interests in 

almost ten offshore deep-water blocks and operates three of them in Nigeria. It also 

holds a significant interest in eight concessions, operated under a joint-venture 

agreement with the Nigerian National Petroleum Corporation (NNPC). The 

company’s asset includes land, swamp and near-shore con-cessions spanning over 

3,000,000 acres.  

To improve its community engagement in the Niger Delta region of Nigeria, the 

company embarked on an initiative to determine and address the needs of the 

communities in which it operates. The drive makes the community more involved in 

determining the needs to be addressed. The programme aimed to bring peace, 

stability and development to the communities in which they operate. 
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3.6 Methods of data analysis 

Once the data collection has been completed, the next step is to analyse the data for 

ease of interpretation. The choice of data analysis technique depends on the nature 

of the data collected (Collis and Hussey 2014). Data analysis involves the 

management, processing and detailed examination of the components of a data set 

for ease of interpretation (Bryman 2015). Below is a description of the data analysis 

techniques used in this study.  

3.6.1 Thematic analysis  

The data obtained from the semi-structured interview and documentary analysis 

were analysed using the thematic analysis technique. The thematic analysis involves 

the identification, analysis and reporting of patterns and themes within qualitative 

data (Braun and Clarke 2006). Bryman (2015) notes that thematic analysis is one of 

the most commonly used methods of analysis in qualitative research, yet, the 

approach does not have an identifiable root, and its techniques have not been clearly 

outlined. One of the merits of thematic analysis is that it is flexible to use and 

presents a relatively easy method of conducting qualitative data analysis (Braun and 

Clarke 2006).  

The reflexive approach to thematic analysis was used to analyse the interview 

transcripts. Braun and Clarke (2006) outlined six steps to conducting a thematic 

analysis as follows: familiarisation with the data, generation of initial codes, 

searching for potential themes, reviewing themes, defining and naming of themes, 

and production of the report. In line with Braun and Clarke (2006), below is a 

description of the steps taken to analyse qualitative data in this study thematically.   

 The first step is familiarisation with the data. It involves getting to know the data 

better, becoming “immersed” in and making connections with the data in a variety of 

ways. It entails reading through or listening to audiotapes or watching the data 

videos and making notes of essential features in the entire data. The researcher 

(who had listened to the tape recording more than two times during the data 

transcription stage) read through the transcribed data two times and made casual 

notes in order to be familiar with the data.  

The second stage is the generation of codes. Coding provides a vital link between 

data collection and the development of the emerging theory (Charmaz 2014). This 
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stage involves engaging with the data systematically by placing labels or code to 

chunks of data or texts. The coding was done manually through the use of the 

Review Tab on Microsoft Word software. While reading through the data, the 

researcher highlighted portions of the data and inductively attached codes to chunks 

of texts in line with the meanings ascribed to the data. The process was inductive 

because the researcher started the analysis with the data itself as opposed to 

preconceived ideas, theories, concepts or the use of an already developed codebook 

(Braun et al. 2018). This stage of coding is similar to what Charmaz (2014) described 

as initial coding. Suffice to mention that the semantic codes were used in this study. 

Semantic coding ascribes explicit meanings, which are close to the participants’ 

language, instead of latent codes which capture deeper and more implicit meanings 

(Braun et al. 2018).  

The next step in thematic analysis involves searching for themes; this involves 

grouping the codes into potential themes (Braun and Clarke 2006). In this study, the 

researcher at this stage grouped all the codes into meaningful categories or 

subthemes. The subthemes were further merged into major themes in line with the 

research objectives and research questions. The major themes and subthemes were 

cross-checked with the data transcript to ensure that they capture the meaning 

communicated in the data.  

Finally, the presentation of the report shows the subthemes that merged to form the 

major themes. Both categories of themes were included in the analysis and 

discussion chapters of this report. 

The steps described above were used to analyse both the interview data and the 

documentary data. The rationale for using the thematic analysis approach is its 

flexibility and applicability to both the primary and secondary data used in this study. 

The use of the same analytical tool for the entire qualitative component of the study 

brought about uniformity in the data analysis since both primary and secondary 

qualitative data pursue a similar objective.  

3.6.2 Descriptive statistical analysis 

The quantitative data were analysed with the use of the descriptive statistical 

technique. Descriptive statistics is also known as summary statistics (Robson and 

McCartan 2016); it involves summarising data through the use of numbers to present 
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a description of what happened in the sample in terms of the core research variables 

(Thompson 2009; Gray 2018). Descriptive analysis is done by presenting data in a 

graphical form, or through the use of descriptive statistics such as computing mean, 

median, mode, range (including interquartile range), variance, and standard 

deviation (Gray 2014). Descriptive statistics are also useful in comparing the 

characteristics of one study with another and can help researchers to detect features 

that are useful in making conclusions about a sample (Thompson 2009).  

Descriptive statistics is a statistical method that provides numerical summaries of 

observations made. Kern (2014) offers the following characteristics of descriptive 

analysis. It helps in the identification of patterns of high magnitude as it relies less on 

starting premises. Both existing and new areas of interest can be observed in 

descriptive statistics. Descriptive statistics can initially be used for exploration of a 

subject area; it is used for corroboration in the later stages and can sometimes use a 

single counterexample to disprove; this makes intuition possible. The conclusions of 

descriptive statistics are the same as findings because they are observed. It is used 

to describe as many characteristics as possible.  However, it is challenging to 

observe a low scale between observed variables. Descriptive statistical analyses can 

take the following forms:  

Frequency distribution and measures of central tendency - frequency distribution is 

one of the popular methods of analysing survey data. The frequency of occurrence 

of an element is the number of times an element occurs in a class. Measures of 

central tendency are often associated with the use of the Likert scale in surveys 

(Bryman 2015; Gray 2018). Commonly used measures of central tendency include 

the calculation of the mean, median and mode (Manikandan 2011).  

Measures of dispersion: this involves measuring the spread around the mean to 

determine whether the mean represents the responses of the entire sample. 

Methods of calculating measures of dispersion include the range, the inter-quartile 

range, the variance, and the standard deviation (Bryman 2015).  A more detailed 

discussion of some descriptive analysis methods is presented below. 

Mean 

The mean is one of the measures of central tendencies which involves the 

summation of all the values in a distribution and dividing by the number of cases to 
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obtain the average (Byrne 2007; Herbst et al. 2020). Although the mean has a wide 

application in certain circumstances, it is difficult to apply to a Likert scale due to the 

likelihood of the mean falling between two alternative view thereby making it difficult 

to interpret (Byrne 2007). Although the mean values were presented in the 

comprehensive table of the quantitative findings, it was not used for analysis in this 

study.  

Median 

The median is the middle value in a sorted data (arranged either in ascending or 

descending order) and represents the midway in a data. It is calculated by sorting 

the data in ascending order and identifying the value which stands at the point where 

half of the data is below and the other half is above (Byrne 2007). The median is an 

important measure in a dataset with outliers because they (outliers) do not affect the 

median values as compared to the mean. The median value was used in this study 

to identify the values that fall in the middle thereby determining the direction of the 

stretch of the data. As mentioned earlier, the questionnaire adopted a six-point Likert 

scale with three levels of agreement and three levels of disagreement, therefore, 

dividing the options into two parts. Hence the middle value determines the tilt of the 

responses either towards approval or disapproval of the item.  

Mode 

The mode is the value with the highest frequency of occurrence. This is because the 

mean or median major is senseless while the most frequent major is more 

meaningful (Byrne 2007). In this study, the mode is determined by the most frequent 

option selected by respondents even though the findings table did not contain a 

column labelled the ‘mode’. This was one of the measures used in interpreting 

quantitative data.  

Interquartile range (IQR) 

The interquartile range is a measure of the data spread and considered as the mid 

50% of the data (Bertram 2007). It is less likely to be affected by outliers as it is 

obtained by dividing a sorted dataset into four parts and subtracting the median of 

the first quartile from that of the third quartile (Byrne 2007). Bertram (2007) 

recommended the use of the IQR together with the median for interpretation of the 
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results of Likert type data. In line with this suggestion, the IQR was used to interpret 

the findings of the survey. 

Standard deviation (SD) 

This is another widely used and most sophisticated measure of dispersion (Byrne 

2007). It measures the dispersion of the data around the mean. In this study, the 

mean has been generated through the use of the SPSS software so its formula is not 

explained in this chapter. It mostly used with continuous variables and depends on 

the calculation of the mean. It is however not recommended for use in the way the 

researcher has analysed the data generated in this study (Bertram 2007). 

Notwithstanding, it is presented in the table of findings for readers who may require 

more information.  

Inferential statistics, on the other hand, are also numbers but enable the researcher 

to compare characteristics of two or more samples, to determine if there are 

significant differences between them that could be present in the entire population 

(Thompson 2009). Inferential statistics attempts to go beyond the observed data to 

make conclusions. It is mainly characterised by statistical hypothesis inference 

testing with a high reliance on the starting premises of the study. The primary aim of 

the inferential statistic is to disprove the null hypothesis (H0). Conclusions are 

referred to as decisions. Attention can be given to a small difference when they are 

considered statistically significant. Statistical significance arises when decision rules 

are applied to numerical results (Kern 2014).  

In this study, the analysis of the quantitative data obtained from the Likert type 

questionnaires was analysed through the use of the IBM SPSS (version 24) 

Statistical software. The software was first launched in 1968 and was originally 

called Statistical Package for Social Sciences (SPSS) (Gray 2018). The software is 

most widely used today to analyse and for the presentation of different forms of 

quantitative data such as descriptive statistics, bivariate statistics, prediction of 

numeric outcomes and prediction for identity groups (Gray 2018). In this study, the 

SPSS was used to run descriptive statistical analysis and presenting analysed data 

in the form of frequency tables with columns for actual and cumulative percentages. 

The use of the SPSS statistical tool made it easier for the researcher to present 

analysed data without computing data in frequency tables manually. It also helped to 
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avoid human error associated with number computations once the raw data had 

been correctly entered into the software. Finally, learning to use the software has 

equipped the researcher with transferable skills to be used in the future (Bryman 

2015). 

The rationale for adopting the descriptive statistical analysis in this study is, first, in 

line with Kern (2014), who suggests that descriptive statistical analysis is suitable for 

exploratory studies of this nature. Second, it is the most appropriate method of 

analysis for answering the second research question, which seeks to describe 

employee perception of the influence of diversity policies on performance variables.   

3.7 Ethical considerations 

Ethical considerations in research are issues concerning the norms, moral values or 

principles that govern the conduct of research and how its findings or results are 

reported (Resnik 2011; Collis and Hussey 2014). Ethical considerations are of the 

utmost importance when dealing with human or animal participants. Behi and Nolan 

(1995) hold that designing and conducting investigations in an ethically acceptable 

manner requires researchers to have knowledge and understanding of research 

ethics. In social research, however, ethical issues revolve around how people should 

be treated during research and whether there are research activities that are 

potentially harmful to them, which should be left out of the exercise (Bryman 2015). 

Some vital ethical principles relevant to this study are highlighted below. 

Harm to Participants: This principle provides that researchers must take steps to 

avoid harm or potential harm to research participants and the researchers 

themselves during the research process. Harm, as defined by this principle, is not 

only in physical terms; it also includes psychological harm, harm to the development 

of participants, loss or diminished self-esteem, stress, embarrassment and luring 

participants to perform deplorable acts (Bryman 2015; Leedy and Ormrod 2015). In 

line with this principle, the researcher was aware that some ethnic minority 

participants (who as defined in the context of this study lack the power to make 

critical decisions) are likely to become emotional particularly when issues about their 

experiences of inclusion in the workplace are raised. Thus, a provision was made for 

proper counselling of participants, should the need arise. The counselling was to be 

done using in-house organisational counsellors who usually provide services to staff. 
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However, there was no need for counsellors during the data collection process as 

consenting participants were briefed about the interview, but none of them accepted 

counselling.  Also, there were no occasions during the interview that participants 

showed signs of stress or of becoming emotional. Hence, the services of counsellors 

were not needed throughout the telephone interviews. 

Voluntary and informed consent: This principle requires that a person with full 

knowledge and consciousness, voluntarily and unequivocally, grants his consent to 

participate in a research study after being provided with proper information of what 

the study involves, possible risks inherent and benefits of participation (Fouka and 

Mantzorou 2011).  

This ethical principle was fully applied in this study. The researcher ensured that all 

participants were fully informed about the aims and objectives of the study, and were 

told that they reserved the rights to withdraw their consent at any point in the 

research without being asked to give reasons for their actions. Also, the researcher 

ensured that participants were given copies of the information sheets and consent 

forms to read and understand before deciding to participate in the study. Upon 

deciding to take part, participants completed two consent forms each and were given 

one copy of the forms to keep for future reference (see appendix 6 and 9 for consent 

forms).  

Anonymity and confidentiality: Anonymity in research ethics refers to the pledge 

given by the researcher to the participants or organisations that their names or any 

form of identity will not be disclosed in any way in the research report. Confidentiality 

is the promise given to the organisation or participants by the researcher that all 

information provided will be reported in such a way that cannot be tracked or traced 

back to them (Collis and Hussey 2014). This principle requires the researcher to 

ensure that participants’ rights to privacy are respected (Leedy and Ormrod 2015). In 

this study, the researcher ensured that the principles of anonymity and confidentiality 

were applied at all stages of the study. The true identities of individual participants 

and the organisations they work for were not disclosed in this report. Instead, 

pseudonyms were used in place of names of individual participants, organisations 

and locations where the organisations are based. The researcher also ensured that 

direct quotations were not used in the documentary analysis as quotations could 
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quickly reveal the identities of the organisation when fed into Search Engines such 

as Google. Avoiding the use of direct quotations is particularly critical when data is 

obtained from company websites, for instance. Further, to avoid theft and other 

forms of compromise to data collection instruments, all instruments holding vital 

information were securely locked away in steel cabinets and destroyed after use. 

Deception: Ethical research practice requires that researchers do not give a false or 

misleading representation of their study. Sometimes, deception is used to woo 

participants into taking part in a study by giving a false representation to the study 

(Gray 2014; Bryman 2015). Deception can damage the professional reputation of the 

field of social science and consequent loss of confidence by potential future 

sponsors and participants. Secondly, it is not a pleasant thing to deceive people 

(Bryman 2015). In this study, no form of deception was used to attract the interest of 

participants in the study. The real aims and objectives of the study were fully 

disclosed to all participants to enable them to make informed judgements as to 

whether to take part in the study (see appendix 7 and 8 for information sheets). 

Honesty with Professional Colleagues: This principle provides that researchers 

report results of their findings in a manner that is complete with dignity and honesty, 

without attempting to falsify data to support all or parts of their conclusion and 

thereby misleading the public (Leedy and Ormrod 2015). It also requires that 

researchers correctly reference the sources of any materials, ideas or words taken 

from other authors (Leedy and Ormrod 2015). This principle has guided the 

researcher throughout this study. Care has been taken to ensure that all sources are 

properly referenced, and credit was given for all adaptations of the table and 

diagrams used in the final report. 

Researcher’s safety and Risk: The safety and well-being of the researcher is also 

an essential ethical consideration when planning research (Robson and McCartan 

2016). The conduct of this research did not pose any form of danger to the 

researcher. In terms of the location of the study, the southern part of Nigeria, 

particularly Lagos and Ogun states (South-West Nigeria) where the study was 

carried out, is relatively peaceful and poses no threats or danger to the researcher’s 

safety. 
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3.7.1 Ethical approval 

This study conforms to the ‘University of Bradford Ethics Policy for Research 

Involving Human Participants, Data and Tissue’ which can be found at 

http://www.brad.ac.uk/gateway/research/RSU/ethics.php. It was subject to ethical 

review and approval by the University of Bradford Committee for Ethics in Research. 

The Committee for Ethics is responsible for ensuring that all proposed research 

projects conform to ethical standards in line with the University’s policy and 

principles on ethics in research. The review and approval were done before the 

researcher embarked on the fieldwork for the recruitment of participants for the 

study. Furthermore, the research ethics committee ensured that the design of this 

study was logical and sound in design. Consequently, approval was granted for the 

conduct of this study by the Chair of the Humanities, Social & Health Sciences 

Research Ethics at the University of Bradford on 04/10/17. 

3.7.2 Trustworthiness, validity and reliability of the study 

Trustworthiness in qualitative research, the issue of trustworthiness involves 

credibility, transferability, dependability and confirmability. These concepts are to be 

treated from different perspectives in mixed methods research and not to be mixed 

because they all have their equivalents in quantitative research (Tashakkori and 

Teddlie 2010; Bryman 2015).  

Credibility in qualitative research involves the use of multiple data sources, 

adhering to sound ethical practices and obtaining confirmation of the results from the 

respondents, which is often referred to as respondent validation (Bryman 2015). This 

study obtained data from three different sources to enable the triangulation of 

findings and ensure credibility.  

Transferability involves the possibility of making generalisations or transfer results 

of qualitative studies from one context to another (Gray 2014). To achieve this, it has 

been suggested that researchers focus on in-depth and rich accounts of the 

phenomenon studied to provide a robust evidence base for making judgements 

about its transferability or similarity with other situations (Gray 2014; Bryman 2015). 

As an exploratory study, the subject in focus was investigated in great details to 

provide rich data for possible use by other researchers.   

http://www.brad.ac.uk/gateway/research/RSU/ethics.php


126 
 

Dependability has to do with whether or not the research is carried out 

systematically and rigorously, and whether complete records have been kept in all 

the stages of the research study (Collis and Hussey 2014; Bryman 2015). One way 

of ensuring the dependability of a study is through an ‘audit trail’, which entails that 

accurate and complete records be documented at all phases of the research process 

(Gray 2014; Bryman 2015). Accordingly, the research has kept proper records by 

opening a research journal for recording all the processes undertaken. Also, oral 

telephone interviews were electronically recorded with the use of tape recorders to 

ensure that information was captured correctly; completed questionnaires were 

retrieved and locked away in secure steel cabinets for reference purposes.  

Confirmability entails that every phase in the research process must be fully 

described and that researchers must try as much as possible to maintain objectivity 

and not allow personal values or theoretical stance to influence the conduct of the 

study and its findings (Bryman 2015). Also, the audit process must show consistency 

between the data collected and the findings (Collis and Hussey 2014). The 

researcher ensured that every phase of the research process was fully described 

and all findings were devoid of personal beliefs and that all activities carried out in 

the research process were documented and verifiable.  

Validity and reliability  

Validity entails the degree to which the research instrument measures what it is 

intended to measure in a way that the result is reflective of the phenomenon studied 

(Collis and Hussey 2014; Gray 2014). The questionnaire instruments that were used 

for collecting quantitative data had been tested and found to have high internal 

validity. One way to ensure external validity is for the participants to be randomly 

selected.  

Reliability refers to the accuracy and precision with which an instrument can 

consistently measure what it is designed to measure (Collis and Hussey 2014; 

Bryman 2015).  

The MBIE has been applied in the USA, Israel, Korea and Denmark. For instance, it 

has been applied in a series of studies involving cross-cultural employees from two 

similar high-tech companies in Israel and the USA and demonstrated good internal 

reliability with Cronbach’s alpha of 0.90 and 0.81 for two samples. The Bartlett’s Test 



127 
 

of Sphericity was 1342.30 and 406.72 at p < 0.001 and Kaiser-Meyer-Olkin 

measures 0.87 and 0.78 for the two samples, respectively, and with the combined 

factors making up to 65% and 67% respectively for the two samples (Mor Barak 

2014). Similarly, the Mor Barak and Colleagues’ Diversity Climate Scale have 

demonstrated a high degree of internal and external consistencies in studies carried 

out in the USA, India, Australia and Italy. For instance, the diversity perception scale 

was used in a study of 202 African American female employees in a national 

organisation to investigate the relationships among diversity, job satisfaction, 

commitment and intention to leave. Results showed good consistency with 

Cronbach’s alpha 0.81 and 0.67 for organisational fairness and organisational 

inclusion factors, respectively (Mor Barak 2014). These two instruments were used 

for the collection of quantitative data used for this study. 

The instruments that were used to assess the impact of inclusion on performance at 

the team and individual levels were adapted from Darwin and Palanisamy (2015). 

The original version had a Cronbach Alpha of 0.98. 

3.7.3 Avoiding bias 

The researcher was aware that bias might occur at any stage in the study. As an 

attempt to mitigate or eliminate bias, the researcher has put in place measures to 

deal with the possibility of bias being introduced into the study. One of the measures 

involved the use of multiple data sources to improve the thoroughness of the 

research outcomes (Robson and McCartan 2016). Similarly, the researcher ensured 

that the interview process followed a clearly outlined interview protocol. Thus, 

whenever an interviewee refused to answer a question, the interviewer neither 

showed signs of irritation nor attempted to persuade the respondent to provide 

answers.  

3.7.4 Language 

The study was conducted in the English language, which is the official language in 

Nigeria. Although Nigeria is made up of several ethnic groups with distinct 

languages, the language used for educational and official communication is 

predominantly English. As a result, all employees, especially those working in TNCs, 

are expected to possess some level of proficiency in English. Consistent with this 
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assumption, the research participants had no problems understanding the language 

used in both the questionnaires and the interview. 

3.8 Researcher’s fieldwork experience 

This chapter details the researcher’s experience during the data collection phase of 

this study. It begins with a description of the arrangements that were made before 

that researcher embarked on the fieldwork. The fieldwork required the researcher to 

travel from the United Kingdom to Nigeria to conduct face-to-face interviews, focus 

group interviews and distribute questionnaires. The chapter also describes the 

researcher’s experience in the field, the challenges faced and some of the factors 

that may have contributed to the changes. It also covers the counter strategies 

adopted to ensure that the exercise was successful at the end. The researcher 

deliberately placed this chapter just before the methodology because some of the 

fieldwork experiences informed the final choice of the methods adopted for this 

study. 

3.8.1 Initial arrangements  

Arrangements towards undertaking the fieldwork began six months into the PhD, as 

soon as the supervisors and the researcher agreed upon the choice of methodology. 

The researcher started contacting colleagues and professional networks to make 

prior arrangements with top members of the proposed healthcare companies 

identified for the data collection. During this period, the researcher contacted a 

professional colleague who worked with one of the prominent private universities in 

Nigeria. The strategy of going through the university looked very promising, given 

that it runs a variety of both academic and professional programmes for top 

managers and that many TNCs have in the past had collaborations with it.  

The networking progressed with much success as the researcher was able to make 

connections with the chairman of one of the companies and the Managing Director 

(MD) of the other. The researcher sent emails to both contacts with information 

about the study, attaching the research proposal to acquaint them with what the 

proposed research was all about. The proposal provided information on the type of 

data to be collected, the category and number of participants needed, and the 

procedure for recruitment of participants.  The researcher thought that this step was 

necessary as it would provide the Chairman and MD with timely information to pass 
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on to their colleagues to facilitate the formal approval. It would also help to prepare 

the grounds for the formal approach through the official channels 

The Chairman and the MD from the two organisations then advised the researcher to 

formally write to the organisations through their Human Resource Manager (HRM) 

and the Head of Corporate Communications (HCC) respectively. The researcher 

sent emails to the two managers with information about the proposed study. Copies 

of the research information sheet and consent for all three data collection methods 

(semi-structured interview with senior managers, three focus group interviews across 

three organisational levels- top middle and lower, and distribution of questionnaires 

to employees from supervisory level downwards) were attached.  Although the 

researcher was yet to obtain full approval at this stage, he had complete confidence 

that the consent would be obtained given the assurances given to him by the 

Chairman and GMD.   

3.8.2 Commencement of the fieldwork 

After obtaining ethical approval for the study, the researcher embarked on the trip to 

Nigeria for the official start of the data collection exercise in December 2017. Upon 

arrival in Nigeria, sent email reminders to the two organisations informing them of his 

arrival in the country and that he was awaiting their formal approval. After about one 

week without response, he decided to make phone calls to them. This time, he got 

through to the HRM who advised him to submit a hard copy of the letter, attaching all 

supporting documentation to the regional head office in Lagos. The researcher 

presented hard copies of the documents as requested the following day as he had 

everything ready at that moment. The HCC advised the researcher to be patient as 

Christmas was approaching and the company was preparing for the Christmas 

holidays, and many of the senior managers were not available at the moment.  

After the Christmas and New Year holidays, the researcher resumed the pursuit of 

approval without success. Suddenly, the HRM implied he was not aware of any 

previous communication with the researcher and became a bit hostile each time he 

had a telephone conversation with the researcher. The HCC was no longer 

responding to emails and avoided picking up telephone calls. The researcher sent 

mails to the Chairman and MD but got no response. The researcher went back to his 
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professional colleague, who also send reminders to both the Chairman and MD 

without luck. 

At this point, it became clear that something had gone wrong, all the contacts were 

no longer receptive; this was the middle of January, and no progress had been made 

with the fieldwork yet. Towards the end of January, the researcher got approval from 

his supervisors to approach new companies. The researcher began contacting more 

professional colleagues, friends and family members who linked him to senior 

members of other TNCs. Eventually, a friend referred the researcher to a top 

manager at a Fast-Moving Consumer Goods (referred to in this study as FMCG1), 

the manager worked in the Regulatory and Governmental Affairs Unit (to be Known 

as HRGA) and was based in Abuja, the Federal Capital of Nigeria. A telephone 

conversation with HRGA proved very revealing and informative. According to him, 

the President of Nigeria had recently signed an executive order, part of which 

mandated all foreign companies to comply with the Expatriate Quota Regulation. As 

a result, many of the organisations were apprehensive and not sure of the extent to 

which the executive order will affect them. According to HRGA: 

….. let me just tell you this because the person who sent you to me is a 

brother and I respect him very much. All those multinationals you are 

contacting no one will answer you. Everybody is afraid. Are you aware that 

the president recently signed an executive order mandating the enforcement 

of the expatriate quota law? We have always known about it since December, 

but we were hoping he would not sign it. As we speak, immigration officers 

are bundling some of them (referring to expatriates) from their offices. You 

know things are not done right in this country, and the truth is that many of 

them don’t comply. Even if you say you are from a foreign university in the 

UK, they still will not trust you because the DSS (Department of State 

Security) are using postgraduate students to get information on some of the 

companies. 

It became clear to the researcher that perhaps the sudden change of disposition of the 

companies towards participation had to do with them getting the prior information 

about the Executive Order before It was eventually given.    
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There was a need for the researcher to become more innovative and flexible with the 

proposed research design. He decided that since it was difficult to obtain full 

approval from the organisational hierarchy, the task of conducting a focus group 

interview would be daunting giving the tight timelines available for the conduct of the 

fieldwork. The only feasible solution was to drop the idea of conducting a focused 

group interview and instead focus more on obtaining data from more than two 

organisations to widen the data coverage. Instead of waiting endlessly for official 

approval, managers could decide to participate in the interview in personal 

capacities. Also, he could directly approach heads of units within organisations and if 

they consented, questionnaires would be distributed to willing members within the 

departments. While adopting this new strategy, the researcher continued making 

formal approaches to new companies for official approval and hoping for some luck. 

The new strategy proved fruitful towards the middle of February; the researcher got 

consent from a transnational healthcare company (Later known in this study as HC). 

Also, the researcher decided to offer the interview participants the choice of 

conducting a telephone interview or a face-to-face interview. All the interviewees 

preferred the option of a telephone interview due to its flexibility in terms of time and 

location for the conduct of the interview. Consequently, most of the interviews were 

conducted either late in the evening after official working hours or during the 

weekends. One of the interviews was conducted at about 10 pm, while the 

respondent was on the way to the airport since he was not the one driving the car. 

3.8.3 The Executive Order 05  

Executive Order 05 (EO05) is titled “The Presidential Executive Order: For Planning 

and Execution of Project, Promotion of Nigerian Content in Contracts and Science, 

Engineering and Technology” was signed by the President of Nigeria on the 2nd of 

February 2018. The order, amongst other things, directs the Ministry of Interior to 

“ensure that Expatriate Quota for projects, contracts and programmes are granted in 

line with the provisions of the Immigration Act and other relevant laws, where 

qualifications and competency of Nigerian Nationals are not available or cannot be 

ascertained, which shall be contingent on training such a number of persons as may 

be required for the execution of the contract or project” (EO05 2018). The order 

prohibits the granting of Visas to foreigners whose skills are available in Nigeria, and 

that expatriate quota approval would depend upon evidence of modalities put in 
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place to train Nigerians in areas where there is a deficit in qualification and 

competence. The objective of EO05 is to ensure that locally available manpower and 

competencies are maximised, especially in areas with high unemployment (Olowe et 

al. 2018). 

3.8.4 Challenges in getting private organisations to participate in 

research in Nigeria 

Perhaps the introduction of the EO05 was not the only reason for the difficulties 

encountered in getting organisations to participate in the study. There seems to be a 

general apathy towards research participation among TNCs in Nigeria. One of the 

researcher's contacts who had previously carried out a similar study confirmed that it 

is usually complicated to get Nigerian subsidiaries of TNCs to grant researcher 

access to collect data. According to him, it took him more than six months of 

continuously pressurising one of the TNCs to give him approval for one of his 

studies, even though he and his colleagues have had previous engagements with 

the organisation.  

Similarly, one of the managers who agreed to participate told the researcher that he 

had turned down many researchers in the past.  He said the reason he was 

participating in the study was that the researcher’s professional colleague used to be 

his course mate in the university and that he had been assured that the researcher 

was from a foreign university with strict ethical standards that will guarantee 

confidentiality and the anonymity of the data. He strictly asked the researcher to 

reassure him that his participation would not get him or any of his subordinate in 

trouble. Suffice to mention here that this participant turned out to be the most 

cooperative and helpful as he allowed the researcher access to his factory and even 

helped in the distribution and retrieval of questionnaires as well as participating in the 

interview. 

3.8.5 Awareness about workforce diversity management in Nigeria 

One of the strategies the researcher used to penetrate the TNCs was to look through 

the list of members of Board of Directors in indigenous companies hoping to identify 

a familiar board member who could then link him up with colleagues in TNCs. The 

researcher stumbled upon an acquaintance who was at that time, the Financial 

Director (FD) in one of the Indigenous Pharmaceutical Companies. The researcher 
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booked a face-to-face appointment and met with the FD at his office. During the 

conversation, the researcher introduced his research area as diversity management, 

but interestingly, after much explanations, it became clear that the manager had no 

idea of what workforce diversity meant. FD jokingly said: “… I know about financial 

inclusion and all that, but this one you are talking about workforce D&I or ethnic 

minority in organisations is a bit new to me.” 

It is interesting that a senior manager, heading a strategic unit such as finance, who 

is responsible for managing his unit members, does not know about workforce D&I in 

a country as diverse as Nigeria.  

3.9 Summary 

So far, this chapter has discussed methodological issues involved in this research. 

The researcher has assumed a pragmatic stance and believes in what works in real 

life in solving a problem should be adopted. The study adopts the exploratory mixed-

methods approach, and employed both qualitative (semi-structured interview, 

documentary analysis) and quantitative (survey questionnaires) data. The three data 

sources enabled triangulation and helped to mitigate the weaknesses of the 

individual data collection methods to ensure the trustworthiness of the findings. The 

purposive sampling techniques were used to select senior managers who know 

about D&I policies for the interview, while the convenient sampling technique was 

used in selecting survey respondents. The researcher ensured adherence to ethical 

principles and obtained ethical approval before the commencement of the fieldwork. 

At this point, the researcher has completed the data collection and analysis.  

This chapter also highlighted some of the researcher's experiences during the 

fieldwork. It has described the challenges the researcher face even after extensive 

initial contacts were made with the proposed organisations identified for data 

collection. The sudden rejection the researcher encountered was partly due to the 

introduction of an executive order (EO05) which unfortunately coincided with the 

period of data collection. The Executive order created agitation and uncertainties 

among TNCs that led them to develop cold feet in deciding to participate. The 

chapter has also described the counter strategies the researcher adopted to ensure 

the success of the fieldwork. 

The next chapter will present findings from the semi-structured interview.



134 
 

4 Findings from the interview 

4.1 Introduction 

This chapter presents findings from a personal interview with top executives of four 

transnational organisations with subsidiaries in Nigeria. The participating 

organisations cut across three industries of the Nigerian economy – Healthcare, Fast 

Moving Consumer Goods (FMCG) Manufacturing and the Oil and Gas industry. The 

aim of conducting the interview was to investigate D&I policy initiatives employed by 

local subsidiaries of the organisations in focus. Preliminary investigations had 

revealed statements in the global websites of the organisations communicating a 

commitment to D&I. With this information, the researcher was confident that local 

subsidiaries would implement global D&I initiatives and managers at the local 

subsidiary would have significant knowledge of D&I; hence, informing the choice of 

the selected organisations.  

Initially, this phase of the study proposed to conduct a face-to-face interview with the 

managers, to obtain information about D&I policies and practices employed by local 

subsidiaries.  However, as mentioned earlier, this was not possible due to difficulties 

faced in getting approval for the study to be conducted as previously conceived. 

Consequently, the researcher resolved to adopt telephone interviews with the 

participants. This was the only feasible alternative given the circumstances that 

prevailed during the data collection phase of the study.  

The sections that follow present findings from the analysis of data obtained from 

interviews with the six top executives. Thematic analysis was used to identify and 

develop themes from the data. This was done manually through the use of the 

review tab on Microsoft Word software as described in Chapter 3 – Philosophy and 

Methodology. The chapter begins with a restatement of the research objectives, a 

presentation of the biographical data of participants, followed by a description of how 

the analysis was done. Finally, the chapter presents the major themes and sub-

themes that emerged from the analysis of the data. 

4.1.1 Study aims 

This study aims to develop an understanding of the nature of D&I policies, and 

strategies implemented by subsidiaries selected from transnational companies 
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operating in Nigeria. It also aims to develop an understanding of how ethnic minority 

employees perceive D&I initiatives in their organisations, and how D&I policies and 

strategies impact the performance of individuals and groups within the organisations. 

Specifically, this interview proposes to achieve the first research aim of developing 

an understanding of the nature of D&I policies and strategies adopted by 

transnational corporations while attempting to provide answers to the first of the two 

research questions stated below. 

4.1.2 Research questions 

1. What are the organisational policies and strategies that enhance diversity and 

 inclusion of ethnic minority employees in TNCs?  

2. How do D&I policies and strategies impact the performance of individuals and 

 groups within the organisation? 

4.2 Characteristics of Interviewees  

The table below conveys the characteristics of the top managers that participated in 

the interview. The information was both obtained directly from the interviewees 

during the interviews while some were obtained by the researcher during one of the 

visits to the organisations either to distribute or retrieved completed questionnaires  

Table 4.1: Characteristics of interviewees 

Pseudonym 
(interviewee’s 
name) 

Gender Length of stay in 
the organisation  

Industry Company name 
(Disguised) 

Bisi Female Nine years Healthcare HC 

Ese Female Five years Healthcare HC 

Musa Male 15 years FMCG FMCG1 

Chika Male Ten years FMCG FMCG2 

Akinjide Male Six years FMCG FMCG1 

Udo Male 16 years Oil and Gas OandG 

 

Data in Table 4.1 shows that two females and four males participated in the 

interview. Their tenure in the current organisation ranges from 5 – 16 years, and all 

of them occupied senior management positions. Two participants were engaged in 

the Health Care industry, three in the Fast-Moving Consumer Goods (FMCG) 
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industry and one in the Oil and Gas industry. More information about the 

interviewees is presented below. 

Bisi: Bisi is the head of corporate communications based in the Lagos corporate 

office. 

Ese: Ese is the Human resource director based also in Lagos corporate office. 

Musa: Musa is a Communication & Government Affairs Director whose job partly 

involves liaison with the government on issues relating to regulations and lobbying to 

influence policies that affect the organisation. His job also involves keeping up to 

date with happenings within the government that could affect their organization. He 

is also responsible for conducting external and internal communications and ensure 

that policies are understood by both the employees and the general public.    He is 

based in Abuja but frequently visits the Lagos office for work engagements.   

Chika: Chika is one of the human resources managers in charge of the companies 

largest Factory in Africa. He performs HR functions as well as oversees the effective 

implementation of HR-related initiatives such as the newly introduced social 

engagement programmes involving indoor sporting activities located within the 

premises of the organisation. During the researcher’s visit to distribute 

questionnaires, he was seen participating in a table tennis game with some junior 

employees during break hours. According to him, the initiative was designed to 

enhance social integration among colleagues as well as senior managers. Managers 

were encouraged to participate in sports with junior workers to promote the culture of 

belongingness and acceptance across all organisational hierarchy. 

Akinjide: Akinjide is the site director in one of the organisation’s new ultra-modern 

manufacturing factories based in South West Nigeria. His job includes looking after 

manufacturing operations for the business, managing the business resources for the 

growth and sustainable delivery of the Nigeria subsidiary goals. His career in 

operations management career spans over 16 years, 10 of which were in the 

pharmaceutical manufacturing environments.  

Udo: Udo is a human resource manager and the formal diversity champion of his 

organisation. His job involves the design, implementation and promotion of diversity 

initiatives in the organisation. He was based in the Lagos corporate office.   
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4.3 Exploration of findings 

Thematic analysis was employed to explore the data and draw out findings. Suffice 

to mention that the method of thematic analysis enabled the researcher to infer from 

the data and attach labels or codes to each significant piece of data in line with the 

research questions and objectives of the study. Emerging codes were further 

regrouped leading to the development of 14 subthemes to capture the essence of 

the study. Finally, the subthemes were categorised into five major themes in line with 

the research questions and objectives of the study. These major themes, together 

with the subthemes, are presented here as findings from the personal interview with 

the top management. 

It is important to note here that the themes are presented in no particular order of 

hierarchy of importance. The major themes include the importance and benefits of 

D&I; identifying D&I initiatives; adapting and applying to a local environment; 

fairness; and personal experiences. The theme “Importance and benefits of D&I” 

involves the respondents’ perception or observation of the positive impact of D&I on 

their organisations. It also represents the organisational rationale for embarking on 

or recognising D&I as business imperatives. Encapsulated under this major theme 

are subthemes relating to how respondents perceive that their organisations derive 

benefits from differences in employee backgrounds, experiences and talents; and 

the extent to which D&I have become imperatives due to the global nature of 

business operations.  

Another major theme, “Identifying initiatives”, explored whether or not respondents 

were able to identify specific D&I initiatives such as specialised diversity training. The 

next major theme is “adapting and applying D&I initiatives to local environments”. 

This theme involves adapting global D&I initiatives to local peculiarities such as local 

laws, agreements with the government, cultural considerations, attitudes of 

employees and the nature of the initiative itself. The theme “Fairness” reflects the 

respondent’s view of the application of the principles of fairness in organisational 

processes and activities. Under fairness, respondents talked about issues relating to 

equal employment opportunity, glass ceiling, human resource processes, and the 

application of the merit versus quota system. Finally, respondents explored their 

personal experiences, both positive and negative. Quotations were used in 

presenting findings, using pseudonyms to depict the respondents as seen in the 
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table above. It is noteworthy to state that interviewees were deliberately given names 

from other ethnic groups outside their stated ethnic group to further conceal the 

identity of the respondent.    

4.3.1 Importance and benefits of diversity and inclusion 

Leveraging individual differences 

To explore D&I, interviewees were asked how important D&I are in their 

organisations. This question was designed to give a background to the discussion 

that would follow and allow the respondents to speak generally about the rationale 

for investing in D&I initiatives. A range of responses was received and are presented 

here, as stated by the interviewees. A common trend among the respondents was 

the quick reference to individual differences and how these could be used to the 

benefit of the organisation. 

Udo stated:  

D&I help you or are important to the extent that you have a range of 

characteristic differences qualities in your employees and perhaps even your 

customers and stakeholders and it is in your interest to maximise those things 

and use those things as enablers for your business. Diversity helps you to 

recognise those differences and appreciate the differences. While inclusion 

helps you to ensure that you have everybody feeling comfortable and 

confident to contribute to the success of the organisation regardless of their 

peculiarity or their difference. 

Bisi was also quick to note that diversity involves people with a different set of 

characteristics:  

…so D&I is very important in HC, very, very important. It’s not just about the 

male-female difference; it’s about even accepting different people from 

different locations. If you are not English speaking, you are from the lower 

minority or … we are just making sure that everybody’s preferences are 

included in everything that we do. 

In addition to identifying individual differences and using them to organisational 

advantage, Bisi’s thoughts added another dimension by saying that her organisation 
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tries to ensure that everybody’s preferences are included in the organisational 

processes.  

Similarly, Chika’s response also followed this line of thinking as he believes diversity 

recognises differences in people and it is in the best interest of his organisation to 

use these characteristics to the benefit of the company through inclusion. He stated: 

Now diversity is saying that we are different people, we are different 

employees of different national origins, of different colour, of a different race, 

of different (you know) assumptions and the likes. However, we need to be 

inclusive in all ramifications for the business to be able to achieve its 

corporate objectives. 

Musa’s account drew attention to the underlying reasons for diversity in global 

organisations. He, however, wonders if embarking on diversity is a deliberate 

attempt to create diversity or a matter of need to be successful. He commented:  

…so with the organisation where I work now diversity is one very critical part 

of the organisation, the question is whether it is conscious, whether it is 

because the organisation needs… wants to have diversity, or … 

Finally, Ese added that D&I are of strategic importance in her organisation: 

D & I are a part of the organization’s long term strategy and there is a 

conscious/deliberate effort to promote it. 

The above responses highlight the importance of D&I in organisations. They 

represent the initial thoughts of the interviewees on the significance organisations 

place on D&I, which laid the foundation for how organisations approach and 

embrace the subject. 

Global nature of business operations 

The nature of business operations emerged as another reason why organisations 

embark on D&I initiatives. One manager was of the view that D&I have become 

inevitable in his organisation due to the global nature of business operations, which 

also involves the management of talents. 

Musa said:  
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The organisation is globally managed which means that you are relating with 

talents all across the world, ok, so if you are relating with talents from all 

across the world, there is, there will, you will need, uhh people will need to be 

moving across countries in order to be able to get their jobs done. For that 

kind of organisation to ever be successful there need to be some kind of 

embrace of diversity… So the organisation itself actually promotes D&I. 

Musa’s comments also revealed that D&I are critical factors for organisational 

success. His response suggests that globalisation and the internationalisation of 

organisations make D&I organisational imperatives. Organisations seek talents from 

across the world and create diverse teams to work on projects. Thus, it becomes 

challenging to manage global companies without embarking on managing diversity 

which involves recognising and making individual difference work. Hence his views 

conveyed the need for organisations to be diverse and inclusive.  

4.3.2 Identifying initiatives 

Identifying specific D&I initiatives and practices in organisations capture the essence 

of the first research question. As earlier stated, preliminary investigations already 

revealed that organisations under study have operationalised D&I policies at the 

global level. It is therefore expected that these policies trickle down to the 

subsidiaries as a way of integrating, controlling and developing a global 

organisational management strategy as suggested by global management experts 

and scholars. Global policy transfer to subsidiaries enables the adoption of a unified 

corporate culture and technology across the world.  

Two prominent subthemes emerged - specific diversity initiatives and no specific 

initiatives. This means that while some organisations have implemented specific 

diversity initiatives, others have not. Although there were programmes in place to 

support individual differences, they are just not “spelt out”. 

Specific diversity initiatives 

Out of the three sectors investigated, the oil and gas sector had the most developed 

and organised set of diversity initiatives. Udo revealed the following list of D&I 

initiative practised in his organisation: customised diversity training, diversity 

councils, employee network groups, community outreach, learn-a-language initiative, 
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recognition and award for diversity, diversity week celebrations, and diversity 

metrics. 

Diversity training: designed to help employees understand organisational policies 

and practice of D&I and guidance on diversity action plans.  

Diversity councils: promote D&I across business units and corporate functions 

through hosting of diversity councils that actively support strategic business 

approach.  

Employee network group: they help in the promotion and celebration of diversity. 

The networks serve as a resource for the attraction and retention of talents. They 

provide opportunities for career development and skill-building as well as offering 

mentoring programs.  

Community outreach: employee resource groups enhance organisational 

reputation through assisting the community and partnering with schools within the 

community they operate.  

Learn-a-language Initiative: to foster the understanding of different cultures, 

diversity councils organise language classes for interested employees to learn 

different languages.  

Recognition and Award for Diversity: this involves reinforcing employee 

performance in culture and diversity by recognising employees as diversity change 

agents or diversity ambassadors.  

Diversity Day Celebrations: this involves a dedicated day for the celebration of 

diversity usually held at the local subsidiary location. It features a series of activities, 

including diversity quizzes and fashion parades to promote diverse cultures.  

Diversity Metrics: this is done both at the corporate and individual levels for 

monitoring and evaluating the extent to which corporate activities are aligned with 

global diversity objectives. 

Udo referred to an earlier published list of initiatives in his organisation and added 

that a few of the published initiatives might have been reviewed since then. For 

instance, the diversity week celebration used to be called the ‘diversity day 

celebration’. 
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The initiatives identified in the oil and gas company above were available to all 

workers in the organisation, irrespective of position in the organisational hierarchy.  

Bisi also mentioned that her company embarks on a variety of e-trainings, including 

training on D&I. Also, there are periodic update courses. The diversity champion also 

runs what is known as “did you know” as a constant reminder to the employees. She 

spoke extensively about gender-focused diversity initiatives and suggested that the 

organisation has an almost equal number of male and female employees. She also 

reported that the company took work-life issues affecting women seriously and 

designed programmes that encourage women to rise to leadership positions. Bisi 

said: 

Also, from the male-female perspective, we have a very specific female-led 

initiative. In HC, we do not think that the woman is at a disadvantage at all 

because we have quite... I don’t know whether we have more females …but 

we have almost equal percentages of male and female. However, we try to 

bring out female issues to the fore so like how to handle marriage, children 

and your work, be it how to… women in leadership how to, no, how to be a 

better leader because of being a woman, we’ve had courses on ehhh around 

that anyway, international women’s day we celebrate it, …it’s a big deal with 

us we bring in speakers to come and talk about anything that has to deal with 

women’s issues so that is, …Equal employment bit and also salaries are not 

based on sex, it is equal opportunity depending on your role, depending on 

what you negotiate, you get what you deserve. 

Despite the views expressed by Bisi, she believed that the mode of implementation 

of diversity initiatives is faulty, and there are still signs of prevailing gender inequality 

in the organisation. She stated: 

…there was one day I was looking at a global picture or something; it was one 

woman and it was a room full of men and it just occurred to me that these 

things are easier said than done. I do know that HC really believes in D&I, 

however, I don’t know whether when I see a room full of men and there’s only 

one woman there, I don’t know whether it is because other women were not 

competent enough or whether there was a subconscious effort, so I ask this 

question.  
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Bisi’s comments suggested a contradiction between when the organisation said it 

would do and what it does or the extent to when the implementation of initiatives are 

followed through. 

However, the case is different in the first FMCG Company, where D&I policies were 

more applicable to top management. Musa noted: 

… let me also say that these policies actually work more for senior staff, not 

for junior staff most of the time because the peculiarity also is that you hardly 

need a junior staff on expatriation because … 

Musa is a top manager working in the country head office of the company, which 

identified conferences, mission and expatriation as initiatives that the organisation 

has put in place to encourage D&I.  

Also, Ese identified two initiatives mainly focused on gender inclusion in hiring and 

succession planning. Her comments: 

Including women and locals in the succession plans of senior leaders and 

when hiring from outside, ensuring that female candidates are considered as 

well. 

She cited male dominance of the industry as a reason why her company focuses 

more on gender-related D&I policies. 

 

Akinjide’s response, when asked if he could identify D&I initiatives was more 

general. For him, the initiatives revolved around the organisation’s core values of 

integrity and respect for individuals’ cultures. He said: 

Yes ehhh yes our core values (you understand) are just to respect … The 

thrust is just talking about ehhh… it is just about integrity… We respect each 

other’s culture; we don’t want to undermine anybody’s potentials, so we give 

everybody the enabling environment to actually prove themselves … 

Akinjide presented an interesting dimension for looking at D&I. It represents the 

moral imperative for D&I as the company respects employee’s cultural background 

and creates an inclusive organisational environment for employees to develop to 

their full potential. Despite opening a new dimension to the present discourse, the 

response digresses from the specific question of identifying specific action plans or 
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activities designed to encourage D&I. The interviewer rephrased the question and 

asked if he could list some specific D&I initiatives currently employed by his 

organisation. He responded: 

 

(Long pause) ok, ahh yesterday was international women’s day, ok. Which 

shows that we definitely you know give credence to… we also appreciate the 

fact that women are also very important in the organisation as it is also 

important in the life of each and every one of us. Talking about the ehhh… 

what is it called ehhh all these health-conscious day ehhh talking about the 

diabetes day ehhh we have quite a number of them, name it, you understand, 

all these initiatives like the international day for women, for father for ehhh you 

understand, we respect these and we also ensure that we put it in the culture. 

  

Akinjide’s response identified international women’s day celebrations, health-

conscious day and international day for diabetes awareness as D&I initiatives. 

Incidentally, this response is at variance with Musa who is also a manager in the 

same company.  

No specific diversity initiatives 

In contrast to the organisations with specific and identified D&I initiatives, there are 

others whose initiatives are not well defined as that of the oil and gas company. This 

may not necessarily imply that D&I are not promoted as in some cases, interviewees 

stated that although the initiatives do not have specific action plans, they are implied 

in many other organisational activities and processes. This was the opinion of Chika, 

a senior human resource manager in an FMCG company. He stated: 

 Yes we have perhaps it’s not stated so to say,…. we currently do not have, I 

mean I don’t know if we currently have, you know policies that say we do this 

we do this, but in terms of the way we go about our business we are 

conscious of that and we have always especially for those of us in HR we 

understand that and we are conscious of that in our day-to-day activities. 

The researcher probed further to find out the possibility of the existence of certain 

initiatives to probably serve as a reminder. He, however, declines the existence of 

diversity training and the designation of a diversity leader or champion in the 

organisation. He added:  
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Well, we don’t have a spelt-out diversity champion so to say but HR is at the 

forefront of this… so we are conscious of that even though we don’t have a 

designated person that is in charge of that HR is in forefront of that…  

Notwithstanding the above submission by Chika, he identified some of the activities 

his company has put in place to foster inclusion and diversity, particularly for junior 

staff who according to him, have previously complained of lack of engagement by 

the management. Chika explained:  

…you know most of the things that the business has actually done through 

HR actually at one point what we did was to do a survey, an organisation-wide 

survey to actually know what is it that people are saying, you know it’s not just 

enough to hear two or three people saying this you know you actually need to 

ensure that they are speaking the minds of the entire employees. Ok, at that 

point, it was then we apparently reviewed the employees were not engaged, 

you know, more than 50% of employees were not engaged, you know, what 

we now did, of course, that was a flag for us, I mean if more than 50% of our 

staff are not engaged. So from then, we started to put in place some 

engagement activities which is more or less like inclusion… now in 2017, I 

think early 2017 we were to do staff engagement in the office and this staff 

engagement involves some sports, involves like employee recognition and the 

likes. 

In the response above, Chika linked employee engagement activities to inclusion; his 

thoughts add a new dimension to the discussion at hand. To further strengthen the 

process and engender even greater employee engagement, he explained that the 

process of planning and organising the activities was jointly undertaken by both 

senior management employees and the junior staff, which helped in reducing 

grudges and complaints, particularly by junior employees. He explained: 

Now before now the entire process would be driven by managers or driven by 

HR, apparently part of the things that I did was to incorporate some of the 

junior employees into the planning of that activities so that actually addresses 

the thing of you know we are not included, we are not informed, we are not 

participating in decision making. So from then, we all sat together at all cadre 

as a group and then we developed …, so from then it has actually reduced 
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that grudge in terms of we have some people who are not included in the 

activities of the organisation. 

Challenges facing the implementation of initiatives 

Implementing policy initiatives in a manner that allows for the effectiveness of such 

programmes is very important in organisations. In some cases, organisations face 

challenges in implementing initiatives that have been articulated. Sometimes there is 

a discrepancy between what the company says it would do and what it does in 

reality. This point was implied in Bisi’s response when she spoke about the 

challenges faced by her organisation in implementing D&I policies. For her, despite 

her organisation’s commitment to D&I, a lot still needs to be done to achieve full 

application and operationalisation of the initiatives written down. She said: 

…there was one day I was looking at a global picture or something, it was one 

woman and it was a room full of men and it just occurred to me that these 

things are easier said than done. I do know that HC really believes in D&I, 

however, I don’t know whether when I see a room full of men and there is only 

one woman there, I don’t know whether it is because other women were not 

competent enough or whether there was a subconscious effort, so I ask this 

question but I would not call it a challenge I think it is just more like us 

reminding ourselves because we tend to… we are in a male-dominated 

society and there are male norms, cultural values and norms and all that. We 

just have to keep reminding ourselves that we are women and we should 

have equal opportunity… 

Musa’s company was also confronted with challenges in the implementation of D&I 

initiatives. Musa believes that although the company strives to create a diverse and 

inclusive organisational environment, there is still an element of discrimination within 

the system, which restricts the level of opportunities available to non-white or non-

expatriate employees. Musa stated:   

One of the core challenges really is the fact that ahh, for some of us, we feel 

that even though we feel there is D&I, that it is still skewed towards the colour 

of the skin. So I can tell you that I firmly believe that if I am white I will have 

more opportunities in this organisation than if I am black, that is my belief.  
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Further, Musa believed that although the organisation claims that there is no 

discrimination, white employees tend to have more opportunities than their black 

counterparts. He continued: 

The company, ehhh the company, openly I can’t tell my subordinate that, but 

the company tries to say that this does not exist. But on a day-to-day basis, 

what you find out is that the whites actually seem to have more opportunities 

than the blacks you know.  

Musa is however of the opinion that his perception of discrimination against black 

employees is partly caused by the blacks themselves. He explained:  

However, we found out that a lot of things actually contribute to this, because 

in reality, the person that manages HR amidst blacks is also black, so you  

cannot so much blame a white person for a black person not going on mission 

when the guy that decides how many people will go on mission is also a 

black. But, understand that the white man where he comes from sees those 

things as a norm, while the black man where he comes from sees it as a 

luxury.  

Musa’s comment suggested the presence of structural discrimination even with the 

presence of a Nigerian HR manager. In Musa’s views, the perception of some D&I 

initiatives as “luxuries” by indigenous managers could partly be attributed to cultural 

background. He, therefore, argued that the organisation cannot completely be 

faulted for practices that are skewed towards employees from certain ethnic 

backgrounds. He concluded:  

So, when they put this guy as a head of HR, even if there is a quota for a 

hundred and he says I approve ten, then that is what he approves. So, it may 

not really be the fault of the organisation, but the fact that our culture generally 

does not encourage D&I very strongly. 

Akinjide presented a different type of challenge facing the implementation of D&I 

initiatives in his organisation. He sees the lack of employee openness to change as a 

major factor hindering the implementation of initiatives. He explained: 

… people are not too open to change, you understand? Human beings are 

the most difficult actually to manage you understand, so that is where we do a 
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lot of effort to ensure that there is clarity, you understand, to whatever 

initiative you are bringing on board. An average African will just see once 

there is a change you know... an average person, you understand, an 

average human being is lazy. But once you communicate that ok… we always 

want to be in our comfort zone. 

From the above responses, an array of challenges confronts the implementation of 

D&I initiatives in organisations. These range from organisations’ inability to stick to 

the articulated diversity initiatives, as Bisi noted, to systematic discrimination, and 

finally to employee attitudes towards embracing the change brought about by the 

introduction of diversity initiatives.   

4.3.3 Adapting and applying global initiatives to a local 

environment 

Adapting global D&I initiatives to local peculiarities is another major theme that 

emerged from the interview. This theme will be explored through the following 

related subthemes:  

Local laws/agreement with partners 

Consideration and adherence to local laws and regulations are important factors that 

organisations consider when developing or transferring D&I initiatives from global 

headquarters to local subsidiaries. For instance, when speaking about the 

expatriate–local manager mix in employment, Udo referred to the agreements with 

the federal government of Nigeria about whose responsibility it is to appoint the 

managing director of the organisation. He stated:  

… the reality of it is that in Nigeria there is what is called a joint operating 

agreement between the multinational (by multinational here is meant 

multinational oil company) and the Nigeria government, and that agreement 

has said that the multinational will determine who is the MD, the multinational 

determines the life span of the MD, the Nigerian government says I’m ok with 

that. 

Similarly, reacting to how the organisation adapts and manages the layers of 

diversity found in the Nigerian subsidiary, Udo said: 
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Don’t forget that we also have laws in Nigeria that talk about diversity. Laws 

like things around employing people, ensuring you don’t discriminate on the 

basis of sex, gender as enshrined in the Nigerian constitution so you are 

going to have a balance of both. 

Consistent with adhering with local laws and regulations as advanced by Udo above, 

Akinjide noted that his organisation’s philosophy is thinking globally and acting 

locally: 

…from the perspective of the policy … We think globally and also act locally, 

you understand, think globally and act locally, which means whatever is 

obtainable globally, we try to really align local content to get the right result let 

me just put it very simply that way. 

Musa drew attention to cultural differences in the perception of diversity initiatives 

between the whites and the blacks. He suggests that for some initiatives, the whites 

may perceive certain diversity initiatives as normal organisational practices while the 

blacks may see them as luxurious incentives designed for the privileged few. 

According to him, variations in perspectives could be associated with specific cultural 

influences, particularly in relation to D&I initiatives. He stated: 

…But understand that the white man where he comes from sees those things 

as a norm, while the black man where he comes from sees it as a luxury… So 

it may not really be that fault of the organisation, but the fact that our culture 

generally does not encourage D&I very strongly. 

Employee Attitude 

Employee attitude to the introduction and review of diversity initiatives is a factor to 

be considered in relation to the adaptation of diversity initiatives to local peculiarities. 

This mainly manifests when new initiatives are about to be introduced. Akinjide was 

of the view that employees become agitated when a new policy is about to be 

introduced for fear of possible job losses as a result of redundancies. He stated: 

 You know change is the only constant thing in life, ok, people are not too 

open to change you understand, human beings are the most difficult actually 

to manage, so that is where we do a lot of effort to ensure that there is clarity 

to whatever initiative you are bringing on board.   
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Contrary to Akinjide’s response, where employees were found not to be open to D&I 

initiatives as a result of the fear of the unknown, Udo reveals that employees in his 

organisation are enthusiastic about participating in the programmes. He also 

emphasises that they are open to accepting D&I initiatives depending on the extent 

to which they understand the initiatives. He responded: 

ehhh I think they are open I mean to the extent to which they understand what 

… ehhh they are open. They are open about it. 

Similar to the positive disposition towards D&I initiatives as found among employees 

in the oil and gas company above, Ese believed that employees in her organisation 

understand and accept most parts of the D&I initiatives. 

Cultural considerations 

Another issue that emerged concerning the adaptation of D&I initiatives is local 

cultural considerations or factors prevailing in the local subsidiary, which act upon 

the adaptation process. Some interviewees reported that the cultural backgrounds of 

the employees have a significant impact on organisational attempt to develop a 

culture of inclusion. For instance, Bisi highlighted the difficulty faced by her 

organisation in implementing what she refers to as the “blue culture” despite 

employees’ full knowledge of how the initiative works. She explains that it is difficult 

for employees to speak out immediately they observe that things are going wrong for 

fear of victimisation, particularly when it involves a superior. Also, it could be 

culturally unacceptable for subordinates to call superiors by their first names. She 

explained: 

…employees are aware, we have a very open culture we call it the blue 

culture …and the blue culture is just telling us that we have to be ehhh, We 

have to speak up so we are not … every day yes, yes sir, yes ma kind of 

person we are not the red aggressive kind of person, we are the blue which 

the collaborative, speaking up if anything is not going well, number one we 

encourage the first time basis for everybody whether you are oga (boss) or 

you are the lowest person there it doesn’t matter. It’s a bit difficult I notice for 

subordinates to do that but they know that it is encouraged, they know that 

nobody is going to hold it against you so employees are aware of every 

initiative including the D&I one. 
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Across many cultural groups in Nigeria, first name-calling, especially for older people 

and those higher up in the organisational hierarchy, is deemed disrespectful. 

Consistently, many cultures consider it rude for juniors to report wrongdoings 

committed by their seniors. Therefore introducing organisational cultures that 

encourage employees to call one another by their first name as well as blow the 

whistle as soon as they observe wrongdoing will require more efforts by the 

organisations in sensitising all members of staff about the possible advantages of 

such policies. 

4.3.4 Fairness 

The theme - “fairness” became visible when participants described some 

organisational activities targeted at giving all prospective and current employees 

equal access in the organisation. All the participants referred to at least one issue 

pertaining to fairness during the interview. In some cases, it was contained in the 

very first sentence made by the participants. The following are some of the 

subthemes grouped under fairness. 

Equal opportunity  

This is one of the most referenced themes in the interview; interviewees mentioned 

this while attempting to describe the extent to which organisations apply the principle 

of fairness in their recruitment process. For instance, Udo thought that his 

organisation did not consider a candidate’s ethnicity in their recruitment process and 

that the most qualified candidate usually gets the job irrespective of ethnicity. He 

said:  

…like I said we are an equal opportunity employer so if an ethnic minority is 

the best person he gets the job, so we don’t have issues around ethnic 

minority or non-minority. 

He, however, clarified that even in cases where there is targeted employment, there 

still exists some levels of fairness in the way selection is done. Udo continued: 

It depends on the kind of hiring we are doing, I mean as a policy ehhh there is 

ehhh we are an equal opportunity employer but sometimes we do targeted 

employment based on either the role or either the peculiarity of the role. Now 

in saying that, to saying that ehhh we are even going to say we want to be 
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specific about the region or the place where the people come there has to be 

the most qualified of them. 

Finally, he identified merit-based equal opportunity employment as one of the 

company’s global diversity objectives. 

Interestingly, Chika began the conversation by describing his organisation as an 

equal opportunity employer, and this, according to him, means a lot to the 

organisation. His words: 

Ok, thank you very much. My organisation is an equal employment 

opportunity organisation, and we don’t deal, we don’t trade with that, you 

know so the business is much more interested in that because we understand 

that the diverse we are the better for the organisation to be able to achieve its 

corporate goals and objectives. 

Bisi also stated that her organisation applies the principle of equal opportunity in its 

recruitment exercises. She, however, clearly explained that even though the 

organisation makes attempts to employ people from all parts of the country, it does 

not conform to the Nigerian Federal Character Principles. According to her: 

… when we are talking about ehhh what do you call it employment we also 

bear in mind, I mean it’s not like we are doing it like the Nigerian way where 

we do federal character or whatever name it is called, but we make sure that it 

is equal opportunity for everybody. Depending on the role that is open we do 

not say because this person is from this part of the country or that… 

Bisi further noted that the principle of equal opportunity also applies to other areas of 

operations and not only employment. She identified gender pay gap as an essential 

area where her company applies equal opportunity. She stated: 

…it’s also one of the initiatives that come with the D&I outside the 

employment... equal employment bit and also salaries are not based on sex, it 

is equal opportunity depending on your role, depending on what you 

negotiate, you get what you deserve. 
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Similarly, Chika pointed out that equal opportunity principles were also used for 

selecting people that will embark on training and other career development initiatives 

in his organisation. Chika stated:  

So like I mentioned to you that we try as much as possible even in our 

recruitment process, in everything that we do factor that into it so in terms of 

training and development we don’t make it tilt to one side in terms of who 

attend training, in terms of resourcing we don’t make it shift one side so we 

are conscious of that … 

Akinjide’s company also shared a similar policy concerning staff training and 

development. He believes that as a result of the level of employee access to training, 

they are always wanted by other competing companies. If they decide to move, they 

are given much higher positions. He said:  

I can tell you some of our guys that have left are doing extremely well and are 

top managers in competing companies, an average low-level guy here 

definitely will be a full manager in a competing firm. So it’s more like a training 

ground and people are really going for it.  

However, when asked if junior staff are allowed to attend some top management 

meetings as part of the developmental process. Akinjide responded: 

One thing about my company like I told you is not about ehhh you know our 

core values you know we stick by our core values, talking about trust …and 

action. And talking about communication there is a lot of briefing about what is 

happening in the country, in the company, there is always briefing via emails, 

face-to-face briefing sessions with opportunities to even ask questions, there 

is an open opportunity for people to actually ask questions. Clarity is 

something that we take very seriously. 

While implying that junior employees were not allowed to take part in management 

meetings, Akinjide added that employees only get to know about management 

decisions through briefings, which are carried across various channels. He also said 

that the only way junior employees get the opportunity to put inputs into the decision-

making process is through a system of giving feedback as long as they have been 

briefed on management expectations.     
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Glass Ceiling (Career progression opportunities)  

Glass ceiling as a subtheme under fairness, unfolded as interviewees described 

organisational practices designed to help employees develop to their full potential 

without hindrances or restrictions of any form. Even as top management executives, 

some managers thought that certain factors impede the progress of employees.  

When asked if he perceives the existence of a glass ceiling in his organisation, Musa 

responded: 

Certainly, there is a glass ceiling. 

According to him, the glass ceiling manifested in the criteria employees are required 

to meet to be elevated into top management positions. The criteria were so stringent 

that they could only be met by a certain cadre of workers. Musa identified three 

diversity initiatives – mission, conferences and expatriation (as listed earlier), which 

were more available to senior staff in the organisation. Access to these initiatives 

determines the extent of career progression in the organisation. Musa said: 

So the way the organisation is now, so I told you that everybody in the top 

management is not a native. Ok? So what that means is that for you to get to 

management you must be an expatriate. So that means that if your level of … 

if your organisation is not expatriating... if your own country is not expatriating 

people at the same rate as others, they will have lesser people into 

management in the organisation, you understand? So that means that if you 

do not go on expatriation you cannot enter top management, so you find out 

that as long as you are… you are not getting into that level of diversity you are 

actually pegged because you are limited because of your level of exposure 

you need to move into top management. 

In contrast, Bisi saw no glass ceilings in her organisation, particularly with respect to 

gender inclusion. She cites an example of a woman rising to the position of a country 

head, which implies that any employee can rise to a top position in her organisation. 

She stated the following:  

…from a D&I perspective but also knowing that there’s no glass ceiling to 

climb you can go over and above whatever is also important so like the 

previous country head of HC ago up till 2014 was a woman and she was in 
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charge of English Speaking West Africa and she was there for like four years 

or something I mean that’s the kind of company we are in where a woman will 

be allowed to rule abi (rather) run the affairs of the organisation you know so 

everybody knows that they have …. the organisation. It’s open and there are 

no issues so to speak. 

Consistent with Bisi above, Chika responded: 

We do not have any glass ceiling; you can rise to the top of your function. 

Akinjide shared the same opinion that there are no glass ceilings in his organisation. 

He used himself as an example of a local employee rising to a top management 

position. According to him, once an employee has the required values and has learnt 

to align them to the company’s objectives, he can rise to the top of the organisation. 

Akinjide explained: 

… there is nothing like any cultural differences or any segregation between 

maybe whether you are white or you are black. If you are able to really have 

the required values irrespective of your culture, you understand, if you have 

learnt the company’s objectives in no time definitely you would get yourself up 

there.   

Human resource processes 

D&I in an organisation is primarily focused on the human capital element of the 

workplace and as such, becomes one of the key responsibilities of the human 

resources as well as other departments. The task of fostering D&I is embedded in 

many human resource activities such as recruitment, promotion, training and 

development, progression planning and many other similar activities. Therefore, it is 

expected that human resource activities reflect the organisation’s stance on D&I. 

This view was conveyed by some of the interviewees as they essentially believed 

that their organisations were fair and transparent in carrying out these activities. One 

of the topics that emerged from the interview in relation to fairness in the human 

resource process (as discussed above) is the claim that organisations are equal 

opportunity employers. Another important issue mentioned by the interviewees was 

the process in which internal vacancies are advertised, in terms of how information is 

circulated within the organisation. Chika stated: 
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… basically what we do in our organisation is what we call internal job 

posting, right? so when we don’t want… if the vacancy is strictly for 

employees within the business we will specifically say that in an email blast 

that will blast across the length and breadth of the organisation. We will 

specifically say that this vacancy is actually not open to any external it is 

actually open to only employees within the business. So through the email 

blast, all the employees will get the information. And those employees that are 

not on email, we will paste the same information on the notices board with the 

strong caveat that we do not want this thing to go outside. 

The practice in Akinjide’s company was similar to that of Chika above.  According to 

Akinjide: 

If it is internal, we do internal communication across all our sites. And the one 

we say ok there is opportunity outside as well we will advertise it through our 

normal media, we also have our website as well … 

Merit and quota 

To investigate the extent to which organisations deliberately make efforts to ensure 

ethnic diversity across all levels, the respondents were asked to comment on their 

organisational practices with regards to ethnic D&I. 

An interesting issue that came out of the interview concerning ethnicity is the 

argument surrounding quota and merit-based employment. Respondents believed 

that their organisations did not discriminate against candidates from any ethnic 

background as long as such candidates are qualified for the positions applied for. 

They, however, equated ethnic representation to the quota system as practised 

under the Federal Character Framework. Bisi stated: 

And when we are talking about ehhh what do you call it employment we also 

bear in mind, I mean it’s not like we are doing it like the Nigeria way where we 

do federal character or whatever name it is called, but we make sure that it is 

equal opportunity for everybody. Depending on the role that is open we do not 

say because this person is from this part of the country or that … 

Furthermore, Akinjide argued that such a system breeds inefficiency in the 

organisation. He believed there was inefficiency in Nigeria as a result of the quota 

system: 
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It is purely on merit, it is purely on merit, it is purely on merit because you are 

saying that there will be some level of, ok we want to give some ehhh how 

would I put it quota to, for instance, to give to some people from the North and 

everything it would inform a lot of inefficiencies. Look at what is obtainable in 

the Nigerian government today,… and that is why you find out that most of 

these multinationals that are really waxing strong despite all concerns are 

strictly on merit basis and everything. 

However, Udo mentioned that there are cases where the Oil Company requires 

candidates to come from specific ethnicities depending on the peculiarities of the 

position advertised. He called this targeted employment, but also said that despite 

this, the candidate must be suitably qualified for the job. He said: 

It depends on the kind of hiring we are doing; I mean as a policy ehhh … we 

are an equal opportunity employer but sometimes we do targeted employment 

based on either the role or either the peculiarity of the role. Now in saying 

that, to saying that ehhh we are even going to say we want to be specific 

about region or the place where the people come there has to be the most 

qualified of them. 

Although the participating companies do not insist that candidates must come from 

specific ethnic groups and claim to employ purely on the basis of merit, one 

company however makes effort to track the ethnic configuration of its employees to 

avoid lopsided employment. Bisi illustrated: 

…. there’s really no demarcation really and truly, I don’t want to sound like 

ehhh the organisation is doing everything right but there’s really no 

demarcation. We have people from every tribe possible because we have 

made that conscious effort, because somebody is tracking. Like I said 

somebody is giving us calls there’s a KPI that somebody is tracking so we 

have to be sure that we have a Hausa person, we have an Ibo person, we 

have every tribe… anybody who deserves to be there, that bias of ethnicity or 

sex or looks or whatever is removed that’s the idea yeah.  
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4.3.5 Personal experience 

Because only local managers consented to participate in the study, the researcher 

decided to include items that explored the personal experiences of the participating 

managers with respect to the practice of D&I in their organisations. The responses 

received were mixed; they ranged from having no regrets to situations where one felt 

not listened to because he is a local manager. The subthemes, which combined to 

form this major theme are positive and negative experience as are explored below. 

Positive experience 

The positive experiences are those that made respondents feel good and which they 

feel should be reinforced. Akinjide believed that his organisation does not 

discriminate between host and home country employees when it comes to career 

growth and employees’ chances of rising to a top management position. He used 

himself as an example when speaking about things that his organisation is doing 

right in terms of discrimination. He stated: 

A very good example is myself you understand, over the years I have I ehhh I 

would just say I have had no regrets and there is nothing like any cultural 

differences or any segregation between maybe whether you are white or you 

are black. If you are able to really have the required values irrespective of 

your culture, you understand, if you have learnt the company’s objectives in 

no time definitely you would get yourself up there. 

Similarly, Udo stated that he has had no personal experience of discrimination or 

exclusion in the organisation. Although he did not directly refer to himself, his 

response indicated that there were acknowledgement and respect for individual 

contributions. Udo explained: 

Yeah sometimes that has always happened, maybe you are dealing with 

ehhh, or when you do something in some of the organisations where there is 

no respect for individual contribution the boss will attribute you to having done 

that, that will not likely happen where I work. 

Negative experiences 
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Despite occupying top management positions, some of the respondents reported 

personal negative experiences of discrimination. Two of such experiences stood out 

in the interview.  

Chika was a bit philosophical when commenting about his negative experiences of 

D&I. He believed that being a local; it is natural to feel inferior when compared to 

expatriates. This might be reflective of some practices in the organisation. He 

explained: 

Yes, yes well ehhh it’s just natural especially for those of us that are dark-

skinned, ok? We have this natural complex especially when you rate yourself 

with a white man, you understand? Once the person is not black, you just 

have this complex you know, and that is ehhh sometimes it just plays out in 

the ways things are being done in the organisation. 

 Further, Chika described a situation where he felt his suggestions and 

recommendations were not acted upon by the organisation for two reasons. The first 

reason was that the employees affected in the incident were locals, and secondly, he 

was not taken seriously since he is not an expatriate manager. Chika illustrated: 

Let me give you a practical example, my current factory is in location Ikeja 

(disguised name of factory location), I don’t know if you know Ikeja very well, 

so the express road and all of that. So we’ve had several accidents on that 

road that have actually claimed the lives of like 2 or 3 or 4 or 5 employees. 

Over the years this thing has been there forever you know, and of course, this 

is a federal road and FMCG2 at some point I tried to influence to say ok if you 

want to put like a speed breaker in one or 2 or3 locations just to ensure that 

cars are not over speeding, and it is a major express so people just over 

speed and before you know it they crash. 

In his description, Chika attempted to influence his company’s intervention in putting 

speed-breakers on a road leading to the factory location, which had claimed the lives 

of several employees, but nothing was done about it. One of his subordinates, in a 

discussion, mentioned that the reason nothing was done about the road by the 

organisation was probably that no expatriate had been involved in an accident on the 

road. Chika continued: 
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So recently I was discussing with ehhh, it was even my junior chairman 

actually, err the junior employees' chairman and he said to me that Oga 

(meaning boss) you know that if this thing… ehhh, if we had had errr an 

expatriate killed on this road that the business would have done something on 

that road. 

Although Chika said he did not agree with his junior staff chairman’s position at this 

point because of his position as a manager, he knew inside him that the chairman 

was right. He stated: 

Now because of the role I play, I didn’t accept that in front of him, even though 

behind my mind I know that he is actually saying the truth, if we had had an 

expatriate die on that road I can bet you within 2 or 3 days they would find 

something to do on that road.  So it’s normal it’s just African, the environment 

is just complex especially when you see somebody that not a tasking one like 

us. 

Chika believed the company declined to act on his suggestion to intervene in 

addressing the situation because neither he nor the accident victims on the road 

were expatriates. 

Similarly, Musa described a situation in the past where he felt discriminated against 

based on the country and the institution, he obtained his educational qualifications. 

He spoke of an internal vacancy he applied for in the past and believed that the 

process was not fair to him on account of him being black and earning his degrees 

locally. He described the situation: 

For me the only exclusion that I have had was probably, had probably to do 

with... well that can also be because I am black, has probably to do with 

where I schooled, ok, so I have been involved in an interview where I felt very 

seriously that I was probably the best person in that interview, I felt so strongly 

that I had to call for the result of that interview and at the end, the feedback I 

got after the result was shared with me, you know this is an internal advert, it 

gave me more doubt about the sincerity of the interview. 

However, he concluded that perhaps it was because he did not have a foreign 

degree at that point that he was not given the job. He stated further: 
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But then the only thing I saw was that almost everybody that was sitting there 

was either from Harvard, MIT, … you know all those top schools, ahhh that’s 

a bias that happens in my company I don’t know what happens in other 

companies, there are certain schools when they hear their name they seem to 

fall on their knees and they… they lose reason. So if you come with a ma…, 

at that time I didn’t have any foreign degree, that’s what made me go for a 

foreign degree at the end. I had all my degrees in Nigeria, my masters in 

Nigeria, my MBA in Nigeria in all these Ife, UI, so and when they look at it they 

just look at it as if it is trash so every other thing you say they they… 

Musa revealed that because he felt discriminated against on the basis of the 

institution, he obtained his educational qualifications, he decided to get a foreign 

degree. He believed that he performed well enough in the interview and should have 

been given the job if not for the fact that he did not have a foreign degree. He 

concluded: 

…so in this particular interview, I was actually head-to-head with a guy that 

schooled at Harvard and I can’t see the reason why they didn’t give me the 

job except that that guy went to Harvard, so that is the experience I have had 

personally. 

This practice could be discriminatory against local candidates who are usually less 

likely to possess foreign degrees. 

Finally, apart from reporting direct personal experiences of perceived discrimination 

as a result of organisational practices, there was also a reference to individual 

activities in which, although not backed by the organisation, could result in 

unpleasant circumstances and possibly be perceived as discrimination. According to 

Udo, despite having not directly experienced discrimination or exclusion from 

organisational activities, he observed that some individuals within the system could 

be playing what he called the “dirty game”. Udo’s responded: 

… except of course, except because I mean sometimes… sometimes the 

challenge is when you have people play the empty game not because of the 

fact that the company say they should but it is just that they are playing the 

empty game and its just reality of life. But of course the company frowns at 
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those behaviours but I wouldn’t say it doesn’t happen all, I would not be telling 

the truth but some people don’t want to play them. 

Udo’s illustration shows clearly his understanding of the structures and processes of 

the organisation. Other interviewees reported no personal experiences of either 

discrimination or exclusion.  

4.4 Summary of interview findings 

So far this chapter has explored findings from the semi-structured interview with six 

top management staff of the participating TNCs. Five core themes emerged after a 

thematic analysis of the data. The core themes are - the importance of benefits of 

D&I, identifying initiatives, adapting and applying to the local environment, fairness 

and personal experience. The theme importance of diversity comprised leveraging 

individual differences, the global nature of business operations. These subthemes 

encapsulate instances where respondents reflected on the importance of diversity 

and inclusion. According to them, businesses recognise that individuals are endowed 

with a variety of talents that organisations can harness for more profitability. Also, 

believe that the nature of business operations of TNCs means that D&I are inevitable 

due to the global nature of business operations. 

The next major theme identified the policies implemented by organisations to 

promote an organisational culture that encourages the participation and involvement 

of employees with different identity characteristics. The finding suggested a variation 

in the degree of policy availability among the participating organisations. While 

OandG was found to have designed and implemented concrete diversity initiatives 

such as customised diversity training, diversity councils, employee network groups, 

community outreach, learn-a-language initiative, recognition and award for diversity, 

diversity week celebrations, and diversity metrics”; FMCG2 was found not to have 

implemented any initiative. One of the interviewees from FMCG1 identified a 

different set of initiatives including conferences, mission and expatriation which are 

believed to be more applicable to employees in the top management hierarchy than 

those at the middle and operational levels of the organisation. The interviewees from 

HC alluded that the organisation focuses on gender representation and inclusion. 

This includes ensuring gender consideration in the employment process while also 

promoting equal pay between men and women. 
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The next major theme that emerged from the interview was about the process and 

key considerations in the mode of adaptation of D&I initiative at the local subsidiary 

in terms of the mechanisms that ensure inclusion across all organisational 

hierarchies. Three subthemes -  local laws/agreement with partners, employee 

attitudes and cultural considerations combined to form this theme. The first 

subtheme involves adherence to local laws as well as agreements with other project 

partners. For instance, the interviewee from OandG alluded to a joint operating 

agreement between the federal government of Nigeria and the organisation which 

specifies the procedures and responsibilities for hiring the managing director (MD). 

Findings under this theme also show that employee attitude and receptiveness 

towards diversity initiatives also play an important role in adapting diversity initiatives 

to a local environment. The third factors involve a consideration of the local cultural 

beliefs. For instance, cultural beliefs could have a significant impact on the 

introduction of first-name calling and encouraging employees to speak out against 

inequalities. 

The chapter found “fairness” as one of the major themes that emerged from the 

interview data. It comprises equal opportunity, glass ceiling, human resource 

processes, and merit and quota. This theme portrays the extent to which 

organisations applied the principles of fairness in employee-related activities. 

Summarily, all the interviewees highlighted support for equal opportunity in 

employment and other human resource processes. However, interviewees were 

mostly against the use of quota in employment as they believe that the system 

encourages ineffectiveness. They alluded that all activities relating to employment 

and promotion should be based on merit. Lastly, opinions were mixed on the 

existence of a glass ceiling or other impediments in the career growth of the local 

employees. While one of the interviewees from FMCG1 perceives the existent of 

such careers hindrances to local employees, others in HC and FMCG2 had contrary 

opinions as they believe that nothing limited the career progression path of 

employees as long as they possessed the requisite skills for their job functions.  

Finally, some of the interviewees narrated both positive and negative personal 

experiences. The two participants from FMCG1 narrated contrasting experiences of 

discrimination with the organisation. While one of the managers used himself as an 

example of local managers rising to top management positions, the other believed 
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that he was discriminated against in a recruitment exercise. The manager from 

FMCG2 also perceived discrimination resulting from the organisation’s failure to act 

on his recommendation to apply measures in the express road leading to the 

organisation.  

In conclusion, this study has found variations in D&I policies and practices across the 

four participating organisations. While some managers have demonstrated 

extensively the level of policies implementation, others have failed to articulate them. 

Similarly, while some managers have had positive experiences of inclusion and 

involvements, others have experienced unequal treatment with respect to their 

expatriate counterparts. Despite that, most of the managers alluded to the 

application of the principles of fairness and equality in organisational employee-

related activities. 

The next chapter presents findings from the documentary analysis. 



165 
 

5 Findings from documentary analysis 

5.1 Introduction 

This section involves an analysis of organisational documents on D&I. These include 

two policy documents obtained directly from one of the interviewees from HC, other 

documents downloaded from global websites containing statements of commitment 

to D&I, organisational publications and other D&I statements (see section 3.4.1 in 

chapter 3 for details). The thematic analysis method was also used for the coding of 

documents leading to the emergence of subthemes and major themes. Four major 

themes emerged. These include statements of organisational value for D&I, 

corporate activities to enhance D&I, benefits derived from D&I, and assessing and 

reinforcing D&I performance in employees. 

5.2 Exploration of findings 

Statement of organisational value for D&I as a major theme encompassed three 

subthemes - defining D&I, D&I as part of company core values and organisational 

stance on discrimination and fairness. These three subthemes captured the meaning 

organisations attribute to D&I, which is usually reflected in statements that convey 

the importance of D&I, culminating in organisational stance on discrimination against 

individuals in the work environment. The statement of diversity as part of core value 

lays the foundation upon which D&I are practised in the organisation. To facilitate 

this practice, organisations put together a series of activities or action plans aimed at 

promoting and instilling D&I as an acceptable way of behaving within the workplace. 

This involves developing specific diversity initiatives and the strategies for 

implementing them, and the creation of an organisational culture that supports the 

practice of D&I.  

Next, the documentary analysis revealed that organisations have statements that 

communicate derivable benefits from D&I. Some of the benefits include diversity as a 

source of innovation, pool talents, and how individual talents are leveraged for 

organisational benefits. Finally, organisations assessed diversity performance based 

on set goals and rewarded and reinforced positive performance from time to time. 

This is done across different organisational levels including individual, departmental 

and corporate levels. Programmes designed to reinforce diversity performance in 
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employees include giving out awards such as designating employees as diversity 

change agents.  

Considering that most of the data used in this section are available to the public, 

direct quotations will be avoided as this can easily be traceable when verbatim 

quotes are fed into internet search engines. Instead, statements will be paraphrased 

to avoid providing information that can be traced to participating organisations. The 

figure below presents a graphic display of the major themes with their corresponding 

subthemes, as highlighted above. 

 

 

 

 

 

 

 

 

D&I policies and strategies

Statement of 
organisational value for 

D&I

Diversity as part of 
organisational core values.

Defining D&I.

Organisational stance on 
discrimination.

fainess

Activities to enhance D&I 

D&I initiatives.

Building organisational culture 
of D&I.

Enhancing leadership diversity

Benefits derived from 
diversity

Diversity as a source of 
innovation and creativity.

Diversity creates a pool of 
talents.

Leveraging on individual 
Differences.

Assessing and reinforcing 
diversity performance

Diversity goals.

Rewarding and reinforcing 
diversity performance.

 

Figure 5.1: Themes and subthemes of documentary analysis 
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5.2.1 Statement of organisational value for diversity and inclusion 

 

Figure 5.2: Statement of core values 

These are statements that organisations have put out to express the importance of 

D&I. These statements are usually contained in policy and strategy documents, and 

printed in employee handbooks and other organisational publications such as annual 

reports. They are also generally very visible on company websites and promoted 

through various organisational communications channels. The following sections 

explore the subthemes that emerged when such statements were analysed. 

Diversity as part of organisational core values 

This study found from documents analysed that D&I were referred to as part of core 

values in organisations. All four organisations were found to have statements that 

conveyed the importance of D&I. 

An analysis of documents of FMCG1 revealed that the organisation holds employees 

in high regards. Their statements portrayed a moral perspective on D&I. Their values 

are hinged on regards for individual employees, their cultural backgrounds and 

perspectives, as well as respect for the society in which they do business.  To them, 

respect for organisational diversity entails truthfulness and inclusivity in all activities 

both within and outside the organisation. They believed in representative diversity, 

which means that the composition of their workforce reflected the diversity in the 

society in which they operate as well as the consumer segment they served. Finally, 

they emphasise equality in all respect and value for employees and work to create 

an inclusive environment where all employees feel a sense of acceptance and 

belonging.  

Similarly, FMCG2’s statements were anchored on honour and value for employee 

diversity. It conveyed a commitment to respecting employee differences and treating 

Statement of organisational 
value for D&I

Diversity as part of 
organisational core 

values
Defining D&I

Organisational 
stance on 

discrimination
Fairness



168 
 

them with dignity. The statements also indicated that the company strived to provide 

opportunities for employees to grow to their full capacity and for their voices to be 

heard irrespective of organisational status. 

OandG’s statements of commitment to D&I as found on the global organisational 

website suggested a devotion to the active promotion of D&I in the workplace. The 

statements supported the creation of an inclusive work environment where diverse 

employee ideas are valued. The organisation was committed to instilling D&I into the 

corporate values and enshrining them in all organisational processes. To the 

organisation, D&I are vital in developing high-performing talents needed to enhance 

its success. Also, it applied the organisational learning perspective to all its 

operations across different cultures and attempts to create a culture that values the 

unique skills, talents and experiences of all employees. An analysis of the core 

values of OandG suggested a mix of the organisational imperatives for D&I. The 

company’s core value statements showed an attempt to blend the moral and 

business cases for D&I. 

Consistently, HC’s statements indicated that D&I were of prior importance. The 

organisation’s policies support the creation of an open organisational environment 

where employees are encouraged to express themselves freely and be listened to. 

The organisation believed that this kind of situation would help employees develop 

new ideas to enhance innovation. A quote from the Global Chief Executive of the 

company emphasised its recognition of the distinctiveness of individuals and the 

creation of unique opportunities to suit individual characteristics. Fundamentally, the 

company followed the line of the business imperative for D&I by recognising that 

individual differences breed innovation and creativity.  

Interestingly, none of the organisations was found to have adopted the legal case for 

diversity, as no mention was made of embracing diversity to meet the legal 

requirements of the countries or communities in which they operated. However, this 

could prove problematic in some instances as legal requirements in some countries 

proscribe some diversity dimensions applicable in some countries (see chapter 1for 

an explanation of the Same-Sex Marriage (Prohibition) Act 2013).  

Summarily, the organisations expressed commitment for D&I in recognition of the 

importance of respecting and valuing the unique characteristics of the individual and 
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acknowledged that these characteristics could be harnessed to the benefit of the 

organisations as regards creativity and innovation they potentially contribute.  

Defining D&I 

This subtheme emerged as organisations attempted to articulate what D&I means to 

them. In attributing meaning to D&I, an organisation lays the foundation as to the 

measure of importance it places on D&I. The definition or meaning given to the 

concepts will create a perspective through which employees perceive and relate with 

policies of D&I. Employee’s perception of the policies of D&I will, in turn, impact how 

they behave and interact with one another within the workplace. Two organisations 

were found to have made attempts at defining D&I.  

HC viewed diversity as a blend of an array of different individual characteristics, both 

noticeable and unnoticeable. These characteristics occurred in different dimensions, 

including gender, age, ethnicity, values, physical appearances, beliefs, experiences, 

education, thinking styles, preferences, behaviours and socio-economic 

backgrounds. On the other hand, HC defined inclusion as putting the range of 

differences to work. This involves activities designed to proactively foster inclusive 

environments where individuals are treated with respect and fairness, encouraged to 

be themselves, and given equal access to resources and opportunities as they 

contribute to the overall organisational productivity.  

For FMCG1, diversity meant employing and respecting people from different ethnic 

backgrounds and balancing the gender gap in representation and pay. It also implies 

celebrating and accepting people of diverse sexual orientations such as LGBTI and 

providing an organisational climate of inclusion for all. The above definitions suggest 

that the organisations recognised a wide range of diversity dimensions, including the 

invisible and rarely mentioned characteristics such as thinking styles and behavioural 

differences. The company believed that this meaning captures the essence of 

diversity for a modern business that aims to be successful and sustainable. 

Organisational stance on discrimination 

The above subtheme emerged from statements that convey organisations’ stance 

against forms of discrimination. Organisations sometimes expressly state their 

positions regarding either individual or systemic activities, which may be directly or 

covertly exhibiting behaviours that may be discriminatory by nature. The subtheme 
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was derived from instances when companies either directly used the term 

discrimination or implied it in their documents.   

Policy documents of HC contained the most elaborate expressions of commitment to 

challenge workplace discrimination against a variety of diversity dimensions. The 

organisation boldly stated its zero tolerance for workplace discrimination based on 

skin colour, gender, race and ethnicity, age, sexual orientation, religion, marital 

status, heritage, physical and mental abilities, and other protected characteristics in 

line with existing laws and legislation across all its operations. Also included in the 

document were policy statements conveying the organisation’s stance against 

harassment in all its forms and actions or behaviours that infringe on the rights to 

dignity and respect of all employees.  

OandG clearly stated in its policy documents that it has put in place measures to 

curb discrimination against people of various sexual orientations – lesbian, gay, 

bisexual, transgender and intersex (LGBTI) individuals. 

FMG1’s mention of discrimination was in relation to gender. The statement 

expressed commitment by the organisation to confront gender discrimination, 

particularly against women and promote the rights of women in the organisation. 

Further, they stated that the organisation was working hard to challenge 

discriminatory practices against LGBTI and the enhancement of inclusion of all 

individuals within the workforce. 

Fairness 

All four participating organisations claimed to provide equal opportunity for current 

and prospective and employees. This theme is related to the above (stance against 

discrimination) as it seeks to eliminate occasions where people with specific 

characteristics are treated differently from others. However, fairness goes beyond 

discriminatory practices to encompass the elimination of all forms of prejudice and 

the application of objectivity in the decision-making process. Participating TNCs 

suggested that they were fair in the implementation of organisational and human 

resource processes.  

Some of the core areas where participating TNCs have claimed to apply the 

principles of fairness include promotion policy, pay policy, maternity leave, training, 

job assignment, mentoring, training and development and succession planning. 
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5.2.2 Activities to enhance diversity and inclusion 

 

Figure 5.3: Diversity action plans 

This major theme emerged as companies highlighted specific policy initiatives and 

action plans designed to promote D&I. The theme identified D&I and social 

responsibility initiatives. Below is an exploration of the subthemes under this 

category.   

D&I initiatives 

This subtheme emerged as some companies highlighted specific programmes 

designed to promote D&I. The following highlight the programmes identified. 

Diversity conferences 

Conferences provide an opportunity for people to come together and share ideas on 

issues of common interest. This was the opinion of FMCG1, which introduced a 

series of conferences in subsidiaries across the world that brought together 

individuals of diverse characteristics to pull together ideas and experiences that 

would enhance D&I in the organisation. Areas covered in one of the conference 

discussions include cultural and organisational bias, negotiation, leading diverse 

teams, and flexibility. 
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Diversity training 

The documentary analysis reveals that FMCG1 and OandG have developed training 

programmes on D&I to help employees learn more and embrace diversity. Mainly, 

FMCG1 had designed broad organisation-wide initiatives encompassing training and 

workshops. The workshops provided employees with the avenue to freely express 

themselves and share real-life experiences of discrimination and bias in the 

workplace. The diversity training programmes served as tools for discovering and 

gauging biases unknown to employees, and to apply recommendations to help in 

personal development and the development of organisational culture. The 

organisation expressed a commitment to increase the range of training options 

available to employees. The new range of options included how to avoid potential 

unconscious bias in the process of making decisions that affect people, such as in 

areas of recruitment, performance and pay. The company also expressed the desire 

to run sessions that will offer support for individuals to effectively manage their 

careers. 

Diversity training at OandG was developed to create an understanding of 

organisational diversity policies and to enhance the knowledge of the practice of 

inclusion among employees.  

Diversity Council  

Diversity Council is an initiative practised by OandG. The purpose of hosting the 

council is to promote D&I in all subsidiaries and across business units in order to 

enhance the strategic diversity approach. 

Employee network group 

Employee network groups are networks of employees that help in projecting 

organisational D&I values across various dimensions. At HC, employee network 

groups served to help the organisation in incorporating patient diversity into product 

development through the network’s knowledge and understanding of patient 

demographics. This helped the company to achieve one of its strategic D&I pillars of 

leveraging the knowledge and understanding of patients and customers to improve 

business and scientific innovation. 

At OandG, employee network groups were found to be critical drivers in the 

organisation’s quest to promote and celebrate diversity. The activities helped in 
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attracting and retaining talented employees and also helped in projecting 

organisational values and reputation through their engagement with the community. 

The group provides an avenue for employees to network, offered mentoring 

programmes, and provided employees with the opportunities to learn new skills and 

other career development initiatives.  

Gender-focused initiatives 

All organisations studied were found to have at least one initiative focused on gender 

equality and diversity; these include initiatives focused on female, male or LGBTI. 

Gender policies developed by FMCG1 aimed at confronting gender discrimination 

and advancing the rights of women. In order to combat the challenges faced by 

women in the global workplace, the company has enshrined in its statement of 

shared values a commitment to promoting gender balance in the workforce and the 

empowerment of women across its value chain. Gender balance and inclusion is the 

primary focus of the organisation, in addition to other diversity dimensions. The 

company strives to increase the number of women at all levels of organisational 

hierarchy, particularly at top management positions. To enhance the careers of 

nursing mothers, it put in place a robust maternity policy, and other initiatives to 

support women. These include flexible work schedules, mentoring and coaching 

opportunities, networking opportunities and roundtable discussions, role modelling, 

training on leadership development for women, and workshop sessions on avoiding 

unconscious bias.  

The gender policies at HC also primarily focused on ensuring the inclusion of women 

in the mainstream of organisational structures and activities. The company claimed 

to have achieved almost 50% of women in its workforce, cutting across all 

organisational hierarchies and locations. Similarly, FMCG2’s gender policies focused 

on women inclusion at all levels of the organisation and bridging the gender pay gap. 

The company claimed to have achieved over 30% women in its senior team and 

board of directors, and it was working to bridge the gender pay gap, which is slightly 

in favour of males at that moment. The company explained that the slight pay gap 

was a result of the fact that they still had more men in the top management team and 

also had more men than women working in factories across the world. However, it 

had some initiatives in place aimed at developing women to assume leadership 

roles.  



174 
 

An analysis of the documents of OandG regarding gender-focused initiatives 

revealed that the organisation took gender D&I seriously. The company had won 

several awards in recognition of its gender inclusion initiatives. It had spearheaded 

many policies aimed at gender advancement, education for women and the 

promotion of justice and peace in many communities in developing countries such as 

Nigeria and Myanmar. It promoted gender equality by providing an avenue to enable 

Finally, an analysis of the global website of OandG revealed that the organisation 

had adopted the Catalyst’s Men Advocating for Real Change (MARC) initiative. 

MARC was a programme developed by the Catalyst for men dedicated to achieving 

workplace equality. It is a platform that provides the opportunity for men to acquire 

unbiased knowledge about gender equality through support for others with similar 

desire for equality and inclusive workplace culture. The initiative was designed to 

encourage men and leaders to support the workplace by creating avenues for them 

to interact with others to gain insights into what workplace equality and inclusion was 

all about. The catalysis has developed a series of online learning programmes to 

help men understand that supporting equality and inclusion of women is not only 

beneficial to women but men as well. 

Building organisational culture of D&I  

Building a corporate culture of D&I emerged as organisations highlighted efforts to 

create work environments where individual differences are accepted, valued and 

instilled as a standard.  

Developing a culture of inclusion appeared prominently in HC’s statement of 

execution of D&I strategy. It aspired to create an inclusive work environment that 

allowed employees to thrive and fully contribute to organisational success. The 

organisation intended to achieve its aspirations through the implementation of 

inclusive leadership and work-life-integration programmes. Also, the company 

adopted an inclusive workplace model as one of its strategies for delivering D&I in 

line with stated core values.  

Similarly, FMCG1 expressed a strong commitment to increasing diversity, which was 

manifested in the way the organisation worked as a team. It involved building a 

culture of inclusion and leveraging on employee differences. This culture is 

strengthened through expansion to include creating awareness about LGBTI and 
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partnering with several external networks. Finally, the company believed that one of 

the ways of sustaining inclusive organisational culture was by reducing the damaging 

impact of unconscious bias in the workplace.  

One of the activities put in place by OandG to enhance D&I involved the building of 

an inclusive workplace culture that values individual talents and other characteristics 

by focusing on people. This had helped in enshrining a culture that attracts, develops 

and retains talents from diverse backgrounds. 

Finally, FMCG2 also expressed a commitment to creating an organisational culture 

that encouraged D&I. The company demonstrated this in its statement of core values 

by stating its resolve to creating a culture that treats all employees with respect and 

dignity and allows them the opportunity to realise their potential in the organisation. 

The above statements were demonstrations of organisational commitments to taking 

actions aimed at enhancing the creation of an enabling environment for D&I to thrive. 

They also demonstrated organisations’ willingness to enshrine D&I in the way they 

conduct business and relate with stakeholders both within the organisation and in the 

outside world.  

Enhancing leadership diversity 

Another strategy for improving D&I in organisations was found to involve the creation 

of diverse leadership. Organisations acknowledged the importance of leadership 

diversity. For instance, in HC, the first of four strategic diversity pillars included in the 

executive D&I strategy involved leadership and talent development. In this respect, 

the company aspired to engage more women and young talents from emerging 

markets in senior executive positions. The company’s statements suggest that it 

would take actions to make D&I an integral part of the human resource process. 

Similarly, this study found FMCG1’s diverse leadership policies to be gender-

sensitive. The organisation aims to create enabling an organisational environment 

that promotes gender balance by annually increasing the number of women in top 

management positions.  

FMCG2 expressed the willingness to ensure that its leadership team was reflective 

of the diversity of the market and environment in which it operates by developing 

diverse indigenous talents who understand different local cultures. The company 
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also encourages the appointment of indigenous managing directors for subsidiaries 

to enhance the achievement of diversity at leadership levels further.  

From the above, three organisations acknowledge the importance of developing 

diverse leaders and ensuring the organisational leadership team is reflective of the 

diversity of the environment and culture in which they operate. To further create 

robust leadership diversity, some organisations chose to focus on gender diversity at 

senior management levels. 

5.2.3 Benefits derivable from diversity 

   

Figure 5.4: Derivable benefits 

This theme involves the various benefits organisations believed they derived from 

investing in D&I. These include diversity as a source of innovation and creativity, 

pooling of talents, and leveraging on employee differences for organisational 

benefits.  

Diversity as a source of innovation and Creativity 

This subtheme conveys the extent to which organisations describe diversity as a 

source of innovation. In a quote on the global website of HC attributed to the 

company’s Chief Executive Officers (CEO), the company expressed its belief in the 

ability of diversity of employee to breed innovation. The CEO believed that when 

people can express different perspectives and reasoning, the organisation may 

become more creative. Similarly, the company recognised diversity as a significant 

driver of innovation in its statement of core values and expressed its plan to 

strategically use it for long-term benefits. Innovation will help the organisation in 

reaching the best solution by attempting to provide answers to difficult questions and 

daring to do things differently, according to the CEO.  

FMCG1 was committed to creating innovative ideas through leveraging employee 

differences and building an inclusive organisational culture that considers all 
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available perspectives. OandG stated that innovation is achieved by creating an 

inclusive workplace that values employee diversity, experiences, ideas and talents; 

leading ultimately to better organisational performance. 

The statements described above, establish a link between three essential concepts 

in organisational diversity – differences, innovation and organisational performance. 

Diversity creates a pool of talents 

Organisations identified diversity as a factor that creates a rich pool of talent. HC 

believed that its D&I initiatives have helped the organisation in attracting and 

retaining diverse talent. 

FMCG2 was proud of its enormous employee diversity, which had helped it in 

pooling together diverse talents from different cultures and with different 

perspectives, particularly from developing countries or emerging markets. The 

company developed a vast pool of talents by designing bespoke training 

programmes to help meet the needs of its operations across different cultures. 

An analysis of the documents obtained from OandG showed that the company 

indicated right from its statements of core values through the description of precise 

D&I initiatives using a variety of perspectives. For instance, in its statements of core 

values, the organisation highlighted the importance of D&I in the development of 

talents and a high performing pool of employees required for business success. It 

further stated that its unique way of implementing D&I, which essentially focuses on 

people, had contributed to the development of an organisational culture that plays a 

role in attracting and retaining diverse talents. Besides, the company has designed 

some initiatives aimed at developing young talents in different communities and 

preparing them for future careers. For instance, one of its initiatives designed in 

partnership with a national foundation and several other professional associations 

aimed at educating young girls and women in engineering and designing training 

programmes for teachers. This programme was explicitly created to expand the pool 

of diverse talents available to the organisation when needed. To further develop its 

pool of talents, it allowed all employees the opportunity to find mentors of their 

choice from within the business units. The mentors were usually senior members of 

staff ready and willing to share their knowledge and experiences with younger 

colleagues and helping them make the right decisions to grow in the organisation.  



178 
 

Perspectives from the three organisations as highlighted by the findings above 

showed that organisations consider and use diversity through various initiatives as a 

potent tool for increasing the talents available to them. 

Leveraging individual differences 

Leveraging individual differences was one of the most recurring themes in the data. 

All the documents analysed referred to this at one point or the other. This involves 

embracing multiple talents, cultures, experiences, viewpoints, and values that 

diversity creates for business benefits. Organisations generally recognised that 

diversity has to do with bringing differences to bear within the workplace, and they 

have all fashioned out ways to make individual differences work for them. This 

features prominently in organisational documents right from the point where some of 

the companies tried to give meaning to the term diversity.  

For instance, HC’s definition of inclusion can be interpreted as “making individual 

differences work for the organisation”. This definition could be said to capture the 

entire essence of investing in D&I and presents a justification for the business case 

for diversity. The organisation recognises that differences may come in different 

dimensions; it has therefore created a culture that embraces all facets of individual 

characteristics, visible or invisible. Finally, the company was of the view that the 

differences within the organisation made it stronger. 

The view above was also applicable to FMCG1, which has built an inclusive 

organisational culture, enabling it to leverage employee differences for business 

success. As a global, transnational corporation, the company attempts to understand 

cultural dynamics quickly. Therefore it provides support for its people to learn how to 

adapt and cope with cultural differences and the dynamics of how business is done 

across the world.  The company also provides support for employee learning and 

understanding of the differences in communication and behaviours across diverse 

cultures. 

OandG believed in the ability individuals have to transform the business. The 

company was of the view that it would not achieve its best results if every employee 

did not have the opportunity to succeed. It believes that if it values individual 

differences and uniqueness, it would deliver the ambitious business plans that it had 
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developed. In recognition of its investment in D&I, the organisation had won several 

local and international awards.  

The perspectives above represent an affirmation of the strength differences in 

employee characteristics can offer to organisations. It shows that when carefully 

managed, diverse employee perspectives, reasoning, cultural backgrounds, 

experiences and other features unique to individuals could transform organisations. 

5.2.4 Assessing and reinforcing diversity performance 

  

  

Figure 5.5: Assessment and reinforcement 

Organisations attempted to periodically measure the actual performance of an 

initiative against the set goals. Interestingly, despite the level of commitment to D&I 

as expressed in the documents analysed thus far, this study found that only one 

organisation had a diversity performance parameter to measure the actual 

performance against set goals. All other organisations, except OandG, had no direct 

or implied reference to setting diversity goals for individual employees, teams, or 

departments. The following were subthemes that emerged under this theme. 

Diversity goals 

As part of the company’s annual performance evaluation, employees are asked to 

set measurable objectives upon which they will be assessed and graded. To help 

achieve organisational diversity vision, the plans can be linked to some forms of 

incentives. Diversity goals were not only set at the individual level, similar objectives 

were also set at the team, unit, and corporate levels of the organisation as part of the 

annual diversity strategic action plan. At the end of each assessment period, an 

evaluation is done to monitor the level of performance and the extent to which the 

objectives were met. 
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Rewarding and reinforcing diversity performance 

At the end of the evaluation period, good diversity performances are rewarded and 

reinforced. Awards are usually given in two categories – employees who have 

exhibited positive diversity behaviours may be named diversity ambassadors, and 

employees who demonstrated specific diversity attributes that serve as models to 

others are awarded diversity change agents. These awards were usually presented 

during the diversity day celebration. 

5.3 Summary 

Most of the documents used for this analysis were obtained from the global websites 

of the participating organisations. Some of the TNCs only operate websites at the 

global level with links to different countries of operations. However, the links mostly 

contain products and services and little information related to policies and initiatives.  

The documentary analysis produced four major themes and 12 subthemes, many of 

which overlapped with the overall findings from the interview. The major themes 

included statements on value for D&I; activities embarked upon to enhance D&I; 

organisational benefits derivable from D&I; statements that convey how 

organisations assess and reinforce diversity performances at various levels of the 

corporate structure. Table 5.1 presents an overview of how the 12 subthemes 

crystalised into the major themes presented in this chapter.  

Table 5.1: Overview of key findings. 

S/N Subthemes Major themes 
1 Diversity as part of organisational core values Statement of organisational 

value for D&I Defining D&I 

Organisational stance on discrimination 

Fairness 

2 Diversity initiatives 

• diversity conferences 

• diversity training 

• diversity councils 

• employee network groups 

• gender-focused initiatives 

Activities to enhance 
diversity 

Building organisational culture of D&I 

Enhancing leadership diversity 

3 Source of innovation and creativity Derivable benefits 

Pool of talent 

Leveraging individual differences 

4 Setting diversity goals Assessing and reinforcing 
diversity performance Rewarding and reinforcing diversity performance 
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The analyses in this chapter show that most of the companies embedded D&I in their 

statements of core values and have clearly articulated this in policy documents. 

Some organisations made attempts to define the terms D&I in order to provide a 

sense of clarity to employees and external stakeholders. Findings also show that 

some of the organisations explained their stance against all forms of discrimination 

and unconscious bias that may exist among employees. This study also found that 

organisations tried to put words into action by developing specific action plans 

through which to achieve their diversity objectives. Some of these strategies include 

developing specialised diversity training; organising workshops and conferences to 

encourage conversations about organisational diversity policies and practices; 

building organisational culture and environment to encourage D&I and enhancing 

leadership diversity across global operations. 

The study also found that participating organisations identified with the value-in-

diversity proposition. The theme – “benefit derivable from diversity” emerged as 

organisations articulated the values derivable from D&I. Some of these benefits were 

found to include diversity as a source of innovation; creativity; a pool of talent; 

leveraging on diverse perspectives, experiences and a host of other characteristics 

unique to individual employees.  

Finally, the theme - assessing and reinforcing diversity performance emerged as 

some of the TNCs indicated a practice of goal-setting and evaluation of performance 

against set goals. Interestingly, the study found that only one company had put in 

place enabling structures for the setting of diversity goals, assessing and rewarding 

diversity performance. This process was achieved through periodic goal-setting 

across all levels of the organisation and reinforcing excellent diversity performance 

and behaviours through the presentation of awards to winners. 

The next chapter presents findings from the survey instrument.
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6 Findings from the survey 

6.1 Introduction 

So far, this study has presented findings of the personal interview and documentary 

analysis. As mentioned in Chapters 4, the interviews sampled the views of top 

managers in four organisations. Similarly, some of the data contained in the 

documents analysed were comments by senior global executives as contained in 

websites. This means that the study is yet to achieve a balance because the views of 

junior employees are yet to be sampled. Therefore, the analysis is likely to present 

lopsided findings skewed towards top management perspectives alone. The study, 

therefore, sampled the view of junior employees who are usually at the receiving 

side of organisational policies and strategies to achieve a balance in the 

perspectives.  

 

This study employed the survey method to obtain the views of junior employees. The 

choice of the survey became expedient considering the need to reach as many 

employees as possible and at a relatively low cost compared to conducting personal 

interviews. The study used already existing and validated questionnaires which have 

been tested with different population across the world, as mentioned earlier in the 

methodology chapter (Chapter 3). The survey instrument contained four sections; 

the first section sampled relevant personal information of the respondents; the 

second was the Mor Barack inclusion-exclusion scale (MBIE) containing 15 items; 

section three was the Mor Barak and colleague’s diversity climate scale (MBCDC) 

containing 16 items. The third section comprised two parts; the first contained seven 

items that were designed to collect data on the relationship between inclusion 

policies and individual performance, while the second part also contained seven 

items but was designed to capture views on the relationship between inclusion 

policies and team performance. 

 

Analysis of the questionnaire data was done using the simple descriptive analysis 

with the help of the Statistical Package for the Social Sciences (SPSS) software. The 

use of descriptive analysis is most appropriate due to its exploratory nature of the 

study as it seeks to establish the current state of affairs given the limited contextual 
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information that currently exists on the subject matter in Nigeria.  Frequency tables 

were used to present information for easy reading and understanding of 

respondents’ views.  The mean, standard deviation, median and interquartile range 

were also computed. However, the median, interquartile range and mode values 

were mostly used in the analysis as it presents the average scores on each of the 

items. Even though the mode was not explicitly represented in the results tables, the 

response with the highest frequency was used as a means of analysis to signify the 

mode.     

 

Varying numbers of questionnaires were distributed to different organisations as the 

researcher was unable to gain direct access to organisations due to hitches and 

delays in getting approval for the conduct of the study from the national headquarters 

of the selected companies (see section 3.8 for details). Table 6.1 shows the numbers 

of questionnaires distributed in each organisation and the corresponding response 

rate. 

 

Table 6.1: Response rate 

Company 
Name  

Number of surveys 
distributed 

Number of Questionnaires 
returned  

Percentage of 
response 

HC 90 45 50 

FMCG1 70 38 54 

FMCG2 60 28 47 

OandG 50 22 44 

Total 220 133 60 Average 

 

A total number of 220 questionnaires were distributed to employees of four 

organisations, out of which 133 were returned, representing a response rate of 60%. 

A breakdown shows that 45 out of 90 individuals returned their questionnaires in HC, 

38 out of 70 in FMCG1, 28 out of 60 in FMCG2, while 22 out 50 individuals 

completed and returned their questionnaires in OandG. HC recorded the highest 

response rate, while OandG recorded the lowest response rate. The sections that 

follow will be devoted to the presentation of findings from questionnaire data.  
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6.2 Part A: Participants’ personal information 

This section presents personal information about the respondents; this includes 

participant’s organisation, length of time they have worked there, gender, nature of 

employment, nationality, and the geopolitical zone (for Nigerian participants). 

Table 6.2: Gender Information 

Gender Frequency Percent 

Male 91 68.4 

Female 42 31.6 

Total 133 100 

 

The gender distribution of the respondents indicates that 91 out of a total number of 133 

respondents were males, while 43 were females. 

Table 6.3: Length of employment in the organisation 

Length of employment in Years Frequency Percent 

1-3  76 57.1 

4-6 23 17.3 

7-9 12 9.0 

10-13 16 12.0 

14-16 1 0.8 

16 and above 5 3.8 

Total 133 100.0 

 

Respondents were asked to indicate how long they had stayed in the organisation. 

Responses (Table 6.3) show that 57.1% of the respondents had stayed for 1-3 

years, while only 0.8% had stayed for between 14-16 years. However, 17.3, 9.0, 

12.0, and 3.8% of the respondents had stayed in their organisations for 4-6, 7-9, 10-

13, 16 years and above respectively. 

Table 6.4: Nature of employment 

Nature of Employment Frequency Percent 

Non-Expatriate 133 100.0 

Expatriate 0 0.0 

 

Table 6.5: Respondents' nationality 

Nationality Frequency Percent 

Nigerian 133 100 

Foreign National 0 0 

 

All the participants were Nigerians and non-expatriates. The target population for the 

administration of the survey are all employees from the supervisory level 

downwards. The findings suggest that indigenous employees dominate this level of 

organisation.  
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Table 6.6: Respondents’ Geo-political zone if Nigerian 

Geopolitical Zone Frequency Percent 

North-Central 7 5.3 

South-south 22 16.5 

South-East 14 10.5 

South-West 90 67.7 

Total 133 100.0 

 

The respondents were asked to indicate their geopolitical zones if they are 

Nigerians. Responses show that 5.3% of them were from North-Central, 16.5 from 

South-South, 10.5 from the South-East, while a majority 67.7% were from the South-

Western part of the country. This high percentage of participants from the south-

western region was probably due to the location of the participating subsidiary 

branches in the south-western states of Lagos and Ogun States in Nigeria.  

6.3 Part B: The Mor Barack inclusion-exclusion scale  

The Mor Barack inclusion-exclusion scale (MBIE) is a tool used for measuring the 

extent to which individual employees perceive that they form a part of the processes 

of an organisation in terms of their involvement, access to information, participation 

in organisational activities, and the degree to which they can influence the decision-

making process.  It is a 15-item instrument designed in a matrix form with five items 

each relating to decision making, information networks and involvement/participation. 

Respondents are asked to rate their level of inclusion along a 6-point Likert scale 

with scores attached as follows: strongly disagree - 1, moderately disagree - 2, 

slightly disagree - 3, slightly agree - 4, moderately agree - 5, and strongly agree - 6.  

In the analysis that follows, aggregate response tables were used to present data 

from the four participating organisations. Table 6.7 presents results from the MBIE, 

columns 2-7 contain the frequency of responses with the corresponding percentages 

in brackets, the numbers attached to the scale in the first row are the corresponding 

scores. The last two columns contain the mean and standard deviation (SD) in the 

bracket as well as the median with its corresponding interquartile range (IQR) in the 

bracket.       
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Table 6.7: Descriptive statistics for the MBIE 

No Strongly 

Disagree 

(1) 

Moderately 

Disagree 

(2) 

Slightly 

Disagree 

(3) 

Slightly 

Agree 

(4) 

Moderately 

Agree 

(5) 

Strongly 

Agree  

(6) 

Mean  

(SD) 

Median 

(IQR) 

Missing 

Values 

 Frequency 

(%) 

Frequency 

(%) 

Frequency 

(%) 

Frequency 

(%) 

Frequency 

(%) 

Frequency 

(%) 

   

1 9 (6.8) 6 (4.5) 8 (6.0) 30 (22.6) 44 (33.1) 36 (27.1) 4.52 (1.42) 5 (1.00) 0 

2 3 (2.3) 2 (1.5) 4 (3.0) 29 (21.8) 45 (33.8) 50 (37.6) 4.96 (1.10) 5 (1.00) 0 

3 2 (1.5) 1 (0.8) 4 (3.0) 21 (15.8) 54 (40.6) 51 (38.3) 5.08 (0.99) 5 (0.50) 0 

4 21 (15.8) 38 (28.6) 42 (31.6) 27 (20.3) 3 (2.3) 2 (1.5) 2.69 (1.12) 3 (0.50) 0 

5 2 (1.5) 7 (5.3) 15 (11.3) 34 (25.6) 36 (27.1) 39 (29.3) 4.60 (1.25) 5 (1.00) 0 

6 16 (12.0) 34 (25.6) 41 (30.8) 33 (24.8) 7 (5.3) 2 (1.5) 2.90 (1.15) 3 (1.00) 0 

7 14 (10.5) 25 (18.8) 38 (28.6) 42 (31.6) 13 (9.8) 1 (0.8) 3.14 (1.17) 3 (1.00) 0 

8 3 (2.3) 3 (2.3) 4 (3.0) 24 (18.0) 31 (23.3) 68 (51.1) 5.11 (1.17) 6 (1.00) 0 

9 11 (8.3) 11 (8.3) 9 (6.8) 29 (21.8) 38 (28.6) 34 (25.6) 4.32 (1.54) 5 (1.00) 1 

10 36 (27.1) 35 (26.3) 26 (19.5) 27 (20.3) 8 (6.0) 0 (0.0) 2.52 (1.26) 2 (1.50) 1 

11 15 (11.3) 3 (2.3) 14 (10.5) 31 (23.3) 34 (25.6) 35 (26.3) 4.30 (1.57) 5 (1.00) 1 

12 42 (31.6) 36 (27.1) 27 (20.3) 18 (13.5) 9 (6.8) 0 (0.0) 2.36 (1.25) 2 (1.00) 1 

13 25 (18.8) 18 (13.5) 10 (7.5) 30 (22.6) 31 (23.3) 18 (13.5) 3.59 (1.72) 4 (1.50) 1 

14 8 (6.0) 5 (3.8) 14 (10.5) 31 (23.3) 36 (27.1) 38 (28.6) 4.48 (1.42) 5 (1.00) 1 

15 7 (5.3) 5 (3.8) 13 (9.8) 16 (12.0) 21 (15.8) 70 (52.6) 4.89 (1.50) 6 (1.00) 1 

 

Table 6.7 shows findings from the MBIE instrument with the serial number 

representing the question item as numbered in the questionnaire (see appendix 4). 

Figure 6.1 is a  graphic representation of the findings in Table 6.7 showing the 

direction of the responses based on the percentage (shown on the bottom horizontal 

lines) for each questionnaire item as shown on the vertical axis on the left-hand side. 

The vertical line of the right-hand side shows the total number of respondents. 
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Figure 6.1: MBIE response chart  

6.3.1 The workgroup level 

The workgroup level of the MBIE comprises the first three items (1-3). The first 

statement required respondents to indicate the extent to which they influenced work 

team decisions. Findings on the first item indicated that an aggregate of 82.8% of the 

employees agreed, while a total of 17.2% disagreed. The item had a median value of 

5 which means that one half of the sample gave a rating above moderately agree. 

The corresponding IQR is 1, suggesting that 50% of the responses lie one place 

away from 5. This finding indicates that employees generally believed that they 

influenced the decisions of their workgroups as only 17.2% disapprove of the 

assertion. Item 2 aimed to investigate the rate at which employees shared work-

related information among team members. Results show that while 6.8% reported a 

lack of open information sharing among group members, 93.2% affirmed open work-

related information sharing information in the group. The item had a median value of 

5, IQR of 1 and a mode of 6 indicating that the level of agreement tends to be strong. 

The results from the third item also affirmed to a strong degree that workers were 

generally involved and participated actively in performing work-related activities 

across work teams. This was evident as a combined 94.7% agreed to the statement 
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while only 5.3% disagreed. The corresponding median value for this item was 5, IQR 

of 0.5 and a mode of 5. The three items that combined to form the workgroup level 

analysis show positive results across the decision-making, information networks and 

the participation/involvement dimensions. All the three items of workgroup inclusion 

showed moderate levels of agreement hence, it could be said that employees 

generally agreed to a moderate extent that they were included at the workgroup 

level. 

6.3.2 The organisational level 

The next three items (4-6) aimed to explore employee inclusion at the organisational 

level along three dimensions - inclusion in the decision-making process, access to 

information networks and level of participation in work-related activities. Contrary to 

results from the workgroup level which were consistently positive, the organisational 

level showed mixed outcomes. Item four revealed a median of 3 and a mode of 3 for 

employee influence in organisational-level decisions, with a 76% rate of disapproval 

of the assertion that employees influence decisions taken at the organisational level. 

However, results showed a median of 5, IQR of 1 and a mode of 6 on the information 

networks dimension, with 29.3%, 27.1% and 25.6% of the respondents expressing 

strong, moderate and slight agreement that they had access to information and were 

not among the last to know about important changes taking place in the organisation. 

With regards to participation/involvement (Item 6), results tended towards slight 

disagreement with a median of 3 and a mode of 3. Precisely, a total of 68.4% of the 

respondents expressed different levels of disagreement, while 31.6% expressed 

forms of agreements. At the organisational level, it could be concluded that only the 

information network dimension showed approval, while the decision-making and 

participation/involvement dimensions showed disapproval.  

6.3.3 The supervisory level 

Items 7-9 focused on the supervisory level and aimed to investigate the extent to 

which supervisors involve subordinates along the three dimensions. The first item 

sought to explore the degree to which, supervisors seek the opinions of subordinates 

before making crucial decisions. Results showed that 57.8% of the participants 

disagreed, while 42.2% agreed. The corresponding median value was 3 and a mode 

of 4 which indicates a slight rate of disapproval. The next item on the supervisory 

level aimed to investigate the rate of information sharing. The item was negatively 
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worded and had been reversed during data capturing. Results indicated an 

overwhelming agreement with the assertion that supervisors shared information with 

their team members as a combined 92.5% of the total number of respondents in all 

four organisations, while only 7.5% disagreed. The ninth item was designed to 

investigate employee participation in review and evaluation meetings with the 

supervisors. Results revealed that a combined 76.5% of the respondents alluded to 

the statement that they are usually invited to actively participate in review and 

evaluation meetings with their supervisors, while 23.5% reported that they were 

usually not invited. With a median value of 5 with a mode of 5, these results tend to 

suggest a moderate degree of agreement of employee participation in review and 

evaluation meetings with supervisors. Further, a summation of the frequencies 

amounted to 132 indicating that a respondent failed to react to the item. Taken 

together, results show an improved level of employee inclusion at the supervisory 

level over the organisational level as most of the responses were affirmative. This 

finding is consistent with the above findings that organisations under study are 

generally more inclusive at the team level than at the organisational level.  

6.3.4 Higher management level 

The higher management level (items 10-12) as used here represents other 

organisational levels higher than immediate superiors. The first survey item at this 

level (MBIE 10) stated as follows: “I am often invited to contribute my opinion in 

meetings with management higher than my immediate supervisor”. Responses 

indicated that a cumulative 73.5% of the respondents disagreed, while 26.5% 

agreed, and one participant failed to respond. Consequently, the median score for 

this item is 2 and a mode of 1 which indicates a general disapproval rate. Although 

the 26.5% of respondents who agreed are not to be ignored, these results tend to 

suggest poor employee participation in meetings at higher management levels. MBIE 

11 required participants to indicate the extent to which they frequently received 

communication from management higher than their immediate supervisors. The 

analysis revealed that 24.2% of the individuals who responded to this item reported 

that they did not frequently receive communications from management higher than 

their immediate supervisors. While the remaining 75.8% said they frequently 

received communications such as memos and e-mails from management higher 

than immediate supervisors, while one participant failed to respond. This item had a 
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median value of 5 and a mode of 6 indicating that participant generally firmly agree 

that they frequently received communication from higher management. 

 

At the participation/involvement dimension, participants were asked to indicate the 

extent to which they were invited to participate in meetings with management higher 

than immediate supervisors. Results showed a median of 2 and a mode of 1, 

indicating a firm disagreement level. More specifically, the results showed that a 

cumulative 79.5% of employees reported that they were not invited to participate in 

meetings with management higher than their supervisors. While none of the 

respondents strongly agreed, 13.6% and 6.8% of the respondents slightly agreed 

and moderately agreed respectively. As the information suggests, approximately 

20% of the respondents agreed. The percentage of agreement could be probably be 

accounted for by some of the supervisors who took part in the survey, as this group 

of employees are often invited to meetings with top management to present reports 

of team activities. This item is similar to MBIE10, the difference, however, is that 

MBIE 12 involves participation in meetings with management higher than immediate 

supervisors while MBIE 10 involves an invitation to contribute an opinion.  

6.3.5 The social information level 

The social information level (items 13-15) represents non-job-related activities such 

as preparing for social events organised by individual units or organisation-wide and 

informal collegial outings such as going out for drinks or lunch. The statement on 

MBIE 13 examined the extent to which participants were given the opportunity to be 

involved in the planning of social activities outside their job functions. The findings 

indicated that an aggregate of 40% (approximately) of the participants disagreed with 

the statement, while an aggregate of 60% (approximately) agreed that they 

contributed to the planning of social activities in their organisations. Also, the item 

had a median value of 4, an IQR of 1.5 and a mode of 5 which suggests that the 

middle 50% of the responses were between slight and moderate agreement. 

Findings, therefore, indicated a more than average level of perceived employee 

involvement in the planning of social activities. 

 

In MBIE 14, the respondents were asked to indicate the extent to which they felt they 

were informed about informal social activities and events. Findings revealed that 
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20.5% of those who responded said they were usually not informed about social 

activities, while the remaining 79.5% said they were usually informed. One person 

did not respond to the statement. The item had a median value of 5, IQR of 1 and a 

mode of 6 suggesting a strong rate of approval. The final item on the MBIE also 

showed an almost moderate level of agreement with a median of 6, IQR of 1 and a 

mode of 6 (52.6%). This is evident as only an aggregate of about 19% of the 

employees said they were usually not invited to join colleagues for lunch or drinks, 

while one individual declined to respond. The remaining 81% of those who 

completed this item alluded to the assertion that they were often invited to join co-

workers for lunch or drinks after work. 

 

In summary, analysis of the MBIE revealed positive results at the workgroup level 

across all three dimensions of decision-making, information networks and 

participation/involvement. The organisational level, however, showed mixed results 

as only the information network dimension was positive. This suggests that although 

employees had access to organisational information, they felt excluded from the 

decision-making process as well as other organisational-level activities. Further, the 

results indicated a positive degree of inclusion in two of the three dimensions of the 

supervisory level, while the third dimension slight disapproval. Results at the higher 

management level were consistent with the organisational level where only the 

information dimension showed positive results. Finally, the findings showed a 

positive perception of inclusion at the social information level across all three 

dimensions. Hence, it could be concluded that employee perception of inclusion was 

positive across all three dimensions at the workgroup and information networks 

levels and 2 at the supervisory level. However, results were mixed at the 

organisational and higher management dimensions as perceptions of inclusion were 

only positive at the information networks dimension at these levels. 

6.4 Part C: the Mor Barack and colleagues’ diversity 
climate scale  

As stated in chapter three, the Mor Barack and colleagues diversity climate scale is a 

16 item survey instrument divided into two dimensions - organisational and personal. 

The organisational factors were then subdivided into fairness and inclusion factors, 

while the personal factors comprised the personal diversity value and personal 
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comfort with diversity factors. The instrument was used to explore the diversity 

climate within the four participating organisations. It adopted a 6-point Likert scale 

similar to that of the MBIE. Table 6.8 presents results from the Mor Barack and 

colleagues’ diversity climate scale (MBCDC). 

  

Table 6.8: MBCDC data table 

No Strongly 

Disagree 

(1) 

 

Moderatel

y Disagree 

 (2) 

 

Slightly 

Disagree  

(3) 

 

Slightly 

Agree  

(4) 

 

Moderately 

Agree  

(5) 

 

Strongly 

Agree  

(6) 

 

Mean (SD) Median 
(IQR) 

Missing 
Values 

 Frequen
cy (%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

   

1 5 (3.8) 6 (4.5) 8 (6.0) 18 (13.5) 12 (9.0) 83 (62.4) 5.08 (1.43) 6 (1.00) 1 

2 10 (7.5) 3 (2.3) 9 (6.8) 23 (17.3) 48 (36.1) 39 (29.3) 4.61 (1.42) 5 (1.00) 1 

3 6 (4.5) 1 (0.8) 12 (9.0) 31 (23.3) 37 (27.8) 45 (33.8) 4.72 (1.29) 5 (1.00) 1 

4 9 (6.8) 5 (3.8) 15 (11.3) 20 (15.0) 37 (27.8) 46 (34.6) 4.58 (1.49) 5 (1.00) 1 

5 4 (3.0) 1 (0.8) 11 (8.3) 23 (17.3) 41 (30.8) 52 (39.1) 4.91 (1.21) 5 (1.00) 1 

6 6 (4.5) 6 (4.5) 8 (6.0) 28 (21.1) 48 (36.1) 36 (27.1) 4.62 (1.32) 5 (1.00) 1 

7 4 (3.0) 5 (3.8) 17 (12.8) 34 (25.6) 39 (29.3) 33 (24.8) 4.50 (1.27) 5 (0.88) 1 

8 22 (16.5) 11 (8.3) 18 (13.5) 32 (24.1) 31 (23.3) 19 (14.3) 3.72 (1.64) 4 (1.25) 0 

9 5 (3.8) 12 (9.0) 13 (9.8) 18 (13.5) 25 (18.8) 60 (45.1) 4.70 (1.52) 5 (1.00) 0 

10 20 (15.0) 10 (7.5) 15 (11.3) 23 (17.3) 37 (27.8) 28 (21.1) 3.98 (1.71) 4 (1.00) 0 

11 6 (4.5) 9 (6.8) 9 (6.8) 34 (25.6) 45 (33.8) 30 (22.6) 4.45 (1.34) 5 (0.50) 0 

12 1 (0.8) 1 (0.8) 6 (4.5) 21 (15.8) 49 (36.8) 55 (41.4) 5.11 (0.97) 5 (0.50) 0 

13 6 (4.5) 7 (5.3) 9 (6.8) 27 (20.3) 47 (35.3) 37 (27.8) 4.60 (1.34) 5 (1.00) 0 

14 5 (3.8) 3 (2.3) 7 (5.3) 20 (15.0) 45 (33.8) 53 (39.8) 4.92 (1.25) 5 (1.00) 0 

15 13 (9.8) 17 (12.8) 26 (19.5) 21 (15.8) 20 (15.0) 36 (27.1) 3.95 (1.68) 4 (1.50) 0 

16 12 (9.0) 17 (12.8) 12 (9.0) 27 (20.3) 27 (20.3) 38 (28.6) 4.16 (1.66) 4 (1.50) 0 

 



193 
 

 

Figure 6.2: MBCDC response chart  

6.4.1 The organisational dimension 

This section is divided into two subsections- the organisational fairness and inclusion 

factors. The two subsections are analysed below.  

Organisational fairness factors 

The first item of the MBCDC was reverse-scored and captures most of the essence 

of the title of this study. It attempts to investigate the extent to which respondents 

feel that they have been treated differently due to ethnic identity. Findings showed 

that the item has a median of 6, IQR of 1.0 and a mode of 6, indicating a strong level 

of agreement. Approximately 86% of those who responded to the item reported that 

they did not feel they had been treated differently because of their ethnicity. 

However, approximately 14% thought they had been treated differently, while one 

person did not respond to the question. This aligns with the data on geopolitical 

zones above, where most (approximately 68%) of the respondents indicated that 

they were from the South-Western geopolitical zone of the country hence the level of 

local ethnic diversity is low among participating organisations. This high percentage 

of people from South-West Nigeria could be due to the location of the TNC branches 

participating in the study. These branches were located between Lagos and Ogun 
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states, hence, it is expected that the majority of the workers would come from the 

south-Western states. 

 

The second item investigated the level of managers’ objectivity in the hiring and 

promotion of employees without regards to ethnicity. Findings showed that most 

(83.3%) of the respondents who completed the item agreed that hiring and 

promotion processes were fair, while only a total of 16.7% disagreed, with one 

respondent failing to respond. The item has a median value of 5, and a mode of 5 

indicating an average response tending towards a moderate level of agreement that 

managers were generally fair in hiring and promotion activities. 

 

MBCDC 3 aimed to assess the extent to which the principle of fairness was applied 

to the feedback and evaluation processes. Results indicated a median value of 5 and 

a mode of 6 which indicates strong approval.  The results also showed that a total of 

85.6% of the respondents who responded reported agreement, while a total of 

14.4% disagreed. One employee failed to respond to the question. 

 

Layoff decisions are sensitive in organisational settings, especially in those with 

diverse employees. With a median of 5 and a mode of 6, results generally indicated 

affirmative response. The results also revealed that less than a quarter (22%) of the 

respondents expressed disagreement, while the remaining 78% agreed with the 

assertion that managers made layoff decisions fairly, regardless of employees’ 

ethnicity. However, 0.8% of the participants declined to respond to the item   

 

MBCDC 5 also investigated another pertinent organisational issue involving fairness 

in managers’ interpretation of human resource policies such as sick leaves. Findings 

revealed that a total of 12.1% of the respondents believed that managers did not 

interpret HR policies fairly for all employees, while a total of 87.9 % of those who 

reacted to the statement said the interpretation of HR policies were fair for all 

employees. The item showed a corresponding median of 5 and a mode of 6, 

indicating a strong level of agreement with the assertion. Hence it could be said that 

the interpretation of HR policies was perceived to be fair to a moderate extent. 



195 
 

The sixth item of the MBCDC explored the extent to which work assignments were 

commensurate with the skills and abilities of employees. Findings revealed a median 

of 5, a mode of 5 and a combined 84.8% of the respondents who reacted to the 

statement expressed different levels of agreement, while 15.2% disagreed. The 

findings affirmed that organisations assigned duties and responsibilities based on the 

skills and abilities of the employees. 

 

Organisational inclusion factors 

The formation of employee network and support groups was one of the identified 

diversity initiatives in this study. The seventh item on the MBCDC investigated 

employee perception of the extent to which management encouraged the formation 

of network support groups. The results showed that a cumulative 80% of those who 

responded to the statement reported agreements while only about 20% disagreed. 

However, one participant declined to respond to the question. The median value was 

5, the IQR was 0.88 while the mode was 5.  This indicates an affirmative perception 

that the management of the sampled organisations encouraged the formation of 

employee network support groups. 

 

Mentorship programmes are essential in organisations as they help prepare 

employees for higher roles in the future. MBCDC 8 investigated the extent to which 

ethnic minority employees were identified and prepared for greater responsibilities 

through mentoring programmes. Findings revealed a median value of 4, an IQR of 

1.25 and a mode of 4 which tends towards an average response of slightly agree as 

more than a third (38.3%) of the respondents reported a lack of mentorship 

programmes, while 61.7% alluded that there were mentorship programmes.  

 

The old boys’ network (MBCDC 9) is a social initiative that brings formal employees 

together to network and support one another. It is a powerful and influential closed 

membership group with a tendency to advance the career prospects of its members. 

Because the old boys’ network seeks to exclude non-members, it becomes 

exclusionary and undesirable in organisations hence the survey item is reverse-

scored. Findings from this item showed that 77.4% of the respondents reported that 

the old boys’ network was not alive in their organisation, while 22.6% said the 
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network was present. The data generated a median value of 5 and a mode of 6 

which suggests that the average response tends towards a strong level of perception 

that the old boy network not functional in participating organisations. 

Notwithstanding, it also suggests that 22.6% of the employees felt excluded from 

networks of opportunities within the organisations. 

 

MBCDC 10 aimed to explore employee perception of the extent to which 

organisations committed adequate time and financial resources towards the 

promotion of D&I through investing in awareness and training initiatives. Findings 

indicated that a total of 33.8% of the respondents felt the resources devoted to 

promoting D&I were inadequate, while 66.2% thought enough resources were spent 

on D&I awareness and training. The most frequent response was 5, the middle value 

was 4 while the IQR was 1.0. This showed that respondents almost predominantly 

slightly agreed that adequate resources were committed to the promotion of 

diversity-related activities. 

6.4.2 The personal dimension 

Similar to the organisational dimension, this section has been subdivided into 

personal diversity value and personal comfort with diversity as reported below.   

 

Personal diversity value 

This section explored individual employees’ value for diversity. The first item asserts 

that: “knowing more about cultural norms of diverse groups will help employees 

perform more effectively in their jobs” (MBCDC 11). Findings revealed an 82% level 

of agreement and an 18% level of disagreement, while the median score was 5 while 

the mode was 5, indicating a predominance of moderate agreement with the 

statement.  

 

The next item (MBCDC 12) concerns the extent to which respondents felt that 

diverse views and perspectives added value to group performance. This item 

examined the “value in diversity” or “the business case” proposition. Findings 

showed that only a total of 6% of the respondents disagreed with the statement, 

while 94% expressed various levels of agreement. This resulted in a median of 5, an 
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IQR of 0.5 and a mode of 6, which indicates most of the respondents strongly agree 

with the value in diversity proposition as stated. 

 

MBCDC 13 investigated a different dimension of the business case proposition. This 

involves the strategic importance of promoting D&I. Consistent with the findings of 

MBCDC 12 above, 83.5% of the respondents agreed that diversity is of strategic 

importance to businesses while 16.5% disagreed with a corresponding median value 

was 5 while the mode was 5. Although this percentage is lower than those in support 

of value in diversity, it indicates consistency in the extent to which respondents value 

diversity. Hence, results showed a consistent positive perception of high employee 

value for diversity in all three items explored.   

 

Personal comfort with diversity 

The personal comfort with diversity dimension examined the extent to which 

individuals are comfortable with diversity; this includes being in the midst of people 

from other backgrounds, the ease of disagreeing with others, and the perception of 

the impact of diversity on group effectiveness.  

 

The 14th item on the MBCDC assessed the degree to which individuals felt at ease 

amid people from different backgrounds. Findings showed a general perception that 

respondents felt at ease with colleagues from diverse backgrounds with a median of 

5 and a mode of 6. Specifically, 88.7% of the respondents agreed, while 11.3% 

disagreed.  

 

Respondents were asked to indicate the extent to which they were afraid to disagree 

with members of other groups for fear of being called prejudiced (MBCDC 15). 

Findings showed that almost 58% of the respondents said they were not afraid to 

disagree with members of other groups for fear of being called prejudiced, while the 

remaining 42% held an opposing view. The responses produced a median of 4 and a 

mode of 6 indicating a predominance of strong agreement with the assertion when 

reversed. Despite this, a significant percentage of the respondents disapprove of the 

assertion. 
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The final item on the MBCDC required respondents to rate their opinions on the 

effect of diversity on work team performance. The statement was structured to depict 

a negative relationship between diversity and performance of work teams (reverse-

scored). Findings indicated that respondents were instead in support of a positive 

relationship between diversity and team performance as 69.2% disagreed with the 

negative relationship. The revised data showed a median of 4, an IQR of 1.5 and a 

mode of 6 which indicates a more than slight agreement. Hence, the perception is 

that diversity issues do not prevent a team from performing maximally. 

 

In conclusion, it could be said that results generally indicated a positive diversity 

climate as all the items indicated some degree of affirmation. These positive results 

occurred across all the four factors examined - organisational fairness, 

organisational inclusion, personal diversity value and personal comfort with diversity. 

6.5 Part D: Inclusion and performance 

This section explored the perceptual relationship between D&I and organisational 

performance at the individual and team levels. The data has been presented and 

analysed in two separate subsections. Unlike the first two instruments, the 

questionnaires used for the assessment of organisational inclusion and performance 

adopted 5-point Likert type options ranging from strongly disagree, disagree, neutral, 

agree and strongly agree. The scores of 1 to 5 respectively were allocated to each 

option as listed.  

6.5.1 Inclusion and individual performance  

The next set of seven items (see results in Table 6.9) explored the relationship 

between organisational inclusion policies and individual-level performance. 
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Table 6.9: Inclusion and individual performance data (I&IP) 

No Strongly 
Disagree  

(1) 

Disagree 
(2) 

Neutral 
(3) 

Agree 
(4) 

Strongly 
Agree 

 (5) 
 

Mean (SD) Median 
(IQR) 

Missing 
Values 

 Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

   

1 1 (0.8) 2 (1.5) 10 (7.5) 66 (49.6) 53 (39.8) 4.27 (0.73) 4 (0.50) 1 

2 3 (2.3) 3 (2.3) 12 (9.0) 75 (56.4) 39 (29.3) 4.09 (0.82) 4 (0.50) 1 

3 18 (13.5) 42 (31.6) 41 (30.8) 22 (16.5) 9 (6.8) 2.71 (1.11) 3 (0.50) 1 

4 38 (28.6) 50 (37.6) 26 (19.5) 16 (12.0) 2 (1.5) 2.2 (1.04) 2 (1.00) 1 

5 3 (2.3) 3 (2.3) 6 (4.5) 74 (55.6) 46 (34.6) 4.19 (0.81) 4 (0.50) 1 

6 0 (0.0) 8 (6.0) 39 (29.3) 48 (36.1) 37 (27.8) 3.86 (0.90) 4 (1.00) 1 

7 1 (0.8) 3 (2.3) 13 (9.8) 78 (58.6) 37 (27.8) 4.11 (0.73) 4 (0.50) 1 

 

The chart in Figure 6.3 below represents the data in Table 6.9, a visual analysis of 

which revealed that five of the seven bars were tilted towards the right-hand side 

while three were towards the left-hand side of the zero point. The green shades 

represent positive responses while the red and pink segments depict negative 

perceptions, the grey segment at the far left-hand side represents missing responses 

and the light yellow or cream coloured segment in the middle of the bar depicts 

neutral responses. This description of the chart is also applicable to the chart in 

Figure 6.4. A more detailed analysis is presented below.  

 

Figure 6.3: I&IP response chart  

Item 1 of the I&IP asserts that sharing of ideas among members of an organisation 

improves the quality of work of individual employees. Findings showed that only 
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0.8% of the respondents strongly disagreed, 1.5% disagreed, while 7.5% were 

neutral. However, approximately 90% of the respondents expressed the view that 

idea-sharing leads to improvements in the quality of work of an individual employee. 

While one respondent declined to respond to the statement, the data generated a 

median of 4, a mode of 4  indicating a strong rate of agreement with the assertion.    

 

Findings from I&IP 2 showed that respondents generally believed that access to 

information enhanced the timely completion of tasks. This conclusion became 

evident as the median value generated by the item is 4, the IQR was 0.5, while the 

mode was 4 which indicates that most of the respondents agreed with the statement. 

More precisely 85.4% of those who responded to the item reported agreement; 4.5% 

disagreed; 9.0% were neutral; while one individual declined to respond. 

 

In I&IP 3, employees were asked to respond to the assumption that they would work 

with their current organisations for a long time because they had a clear career 

progression path. Findings showed that 30.8% of those who responded were neutral, 

while one respondent (0.8%) declined to respond. Notwithstanding, a total of 23.3% 

of the respondents agreed, while 45.1% disagreed. This indicates that the number of 

those who disagreed is almost twice those who agreed. The item had a median of 3 

with an IQR of 0.5 and a mode of 2 which implies that the middle 50% of the 

responses occur within a range of 0.5 from 3, indicating most of the respondents 

either disagreed or were neutral. Therefore, it could be said that generally, the 

respondents either disagreed or were neutral about the availability of progression 

paths and their intentions to commit their long term future to the organisation. 

Clearly, it could also be said that the average response was not positive.  

 

I&IP 4 explored the extent to which participating in management meetings had 

helped employees to acquire more knowledge on how to perform their tasks/duties. 

Findings showed that employees were generally not allowed to participate in 

management meetings with a median score of 2, IQR of 1.0 and a mode of 2. The 

analysis revealed a 66.7% rate of disagreement, 13.6% rate of agreement, 19.7% 

neutrality and 0.8% declining to respond. This finding has been consistent in the 
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quantitative data as findings from the MBIE also suggested a lack of employee 

inclusion at the higher management level. 

 

Results from the 5th item on the I&IP suggested an overwhelming rate of agreement 

that employees’ participation in group meetings had improved their ability to solve 

complex problems. This conclusion was reached as analysis revealed a median of 4, 

IQR of 0.5 and a mode of 4. A combined 90.9% of the respondents who completed 

the item agreed with the assertion, a combined 4.5% disagreed, 0.8% declined to 

respond, while 4.5% was neutral. 

 

I&IP 6 was reverse-scored and required employees to indicate their level of 

agreement with the statement -“the organisation’s policies on inclusion have not 

contributed to enhancing my performance in any way”. Upon reversal, the findings 

showed that 63.9% of the respondents alluded to the assertion,  29.3% of 

respondents were neutral, while one respondent declined to react to the statement. 

However, 6.0% of the respondents did not believe that organisational policies on 

inclusion had enhanced performance. The responses generated a median score of 

4, a mode of 4 which tends towards an agreement with the statement.  

 

In the final item of the I&IP, employees were asked to indicate the extent to which 

they were committed to performing their tasks and responsibilities because they had 

a sense of belonging to their organisations. Findings revealed overwhelming support 

for the assumption as a total of 87.1% of those who responded to the item agreed. 

Only 3% of the respondents disagreed, 9.8% were neutral, while 0.8% declined to 

react to the statement. This generated a median of 4 and a mode of 4, indicating a 

general agreement with the assertion.  

 

Results of the I&IP revealed that two of the inclusion dimensions – career 

progression planning and participation in management meetings did not show 

positive with median scores of 3 and 2 respectively. The result on participating in 

management meetings showed consistency with results of the higher management 

dimension in the MBIE in section 6.3. However, the study has found a positive 

perceptual relationship between organisational policies on inclusion and individual 
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performance outcomes such as quality of work, timely task completion, ability to 

solve complex problems, and commitment to task/responsibilities.  

6.5.2 Inclusion and team performance  

This section explored the relationship between the policies of inclusion and team-level 

performance in participating organisations. The results of the inclusion and team 

performance (I&TP) instrument are presented in Table 6.10 containing seven items with one 

reverse-score (item 7).  

 

Table 6.10: Inclusion and team performance data (I&TP) 

No Strongly 
Disagree  

(1) 

Disagree 
 (2) 

 

Neutral  
(3) 

 

Agree  
(4) 

 

Strongly 
Agree (5) 

 

Mean 
(SD) 

Median 
(IQR) 

Missing 
values 

 Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

Frequency 
(%) 

   

1 1 (0.8) 5 (3.8) 9 (6.8) 69 (51.9) 49 (36.8) 4.2 (0.79) 4 (0.50) 0 

2 2 (1.5) 3 (2.3) 14 (10.5) 67 (50.4) 47 (35.3) 4.16 (0.82) 4 (0.50) 0 

3 2 (1.5) 3 (2.3) 21 (15.8) 58 (43.6) 49 (36.8) 4.12 (0.86) 4 (0.50) 0 

4 1 (0.8) 4 (3) 21 (15.8) 66 (49.6) 41 (30.8) 4.07 (0.81) 4 (0.50) 0 

5 6 (4.5) 9 (6.8) 27 (20.3) 65 (48.9) 26 (19.5) 3.72 (1.00) 4 (0.50) 0 

6 2 (1.5) 6 (4.5) 15 (11.3) 79 (59.4) 31 (23.3) 3.98 (0.82) 4 (0.00) 0 

7 3 (2.3) 4 (3) 36 (27.1) 33 (24.8) 57 (42.9) 4.03(1.02) 4 (1.00) 0 

 

A visual analysis of the chart in Figure 6.4 shows that all the bars representing 

findings from the inclusion and team performance instrument all tilt towards the right-

hand side indicating that all the items elicited more positive responses than negative 

responses. A detailed discussion is presented below.  
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Figure 6.4: I&TP response chart  

The first item on the I&TP (see Appendix 4 for questionnaire) required respondents 

to indicate their level of agreement or disagreement with the assertion that their 

teams find creative solutions to problems because everyone was given the 

opportunity to contribute. This item attracted a combined disagreement rate of 

4.16%, a neutral response rate of 6.8% and a combined agreement rate of 88.7%. 

The corresponding median score for the responses was 4, IQR of 0.5 and a mode of 

4 which indicates firm agreement. Therefore it could be said that that the 

respondents agreed with the statement that teams find creative solutions to 

problems when everyone is allowed to contribute to team activities.  

 

Respondents were asked to indicate their views on the relationship between value 

for team member opinion and quality decision outcomes (I&TP 2). Results show that 

over 85% of the respondents agreed that valuing the opinion of all team members 

led to quality outcomes in decision making; 3.8% disagreed; while 10.5% were 

neutral. The item produced a median value of 4, IQR of 0.5 and a mode of 4 which 

means that on average the participants tend to firmly agree that pooling of team 

members’ opinion led to better quality decisions.  

 

I&TP 3 explored the degree to which organisational policies on inclusion had 

encouraged healthy competition in teams and contributed to team performance. 
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Consistent with the first two findings above, respondents expressed a significant 

level of agreement with the positive relationship between organisational inclusion 

policies and outstanding team achievements. A total of 80.5% of the respondents 

acceded to this assertion, while 3.8% disagreed. However, 15.8% were neutral. The 

median score for the item was 4, IQR of 0.5 and a mode of 4 which indicates 

agreement with the assertion that organisational policies on inclusion encouraged 

healthy competition among team members and consequently improved the 

performance of the teams in participating firms. 

 

The free flow of information to all team members is essential for the effective 

functioning of a workgroup. The statement in I&TP 4 asserted that organisational 

inclusion policies had enhanced the flow of information among team members of 

different ethnic backgrounds. Results indicated an approximately 80% rate of 

agreement, a 3.8% rate of disagreement, and a 15.8% rate of neutrality. Given a 

median value of 4, IQR of 0.5 and a mode of 4, it could be said that respondents 

generally support the assertion that inclusion policies in the organisations studied 

had promoted the free flow of information among team members. 

 

I&TP 5 examined the extent to which the professional relationship among team 

members had been impacted upon by organisational policies of inclusion. The 

findings revealed that a significant percentage of the respondents (20.3%) were 

undecided, 68.4% agreed, while a combined 11.3% disagreed. These responses 

produced a median value of 4 and a mode of 4 indicating that although the average 

response indicated positive affirmation, it is not as strong as the previous two items.  

 

The data on I&TP 6 above explored the relationship between timely task completion 

and active team participation. Respondents generally agreed that active participation 

by members enhanced the ability of teams to complete tasks in time as 82.7% of the 

respondents alluded to the positive relationship. A combined 6% expressed 

disagreement while the remaining 11.3% of respondents were neutral and generated 

a corresponding median of 4, IQR of 0.0 and a mode of 4 which means that most 

responses indicate approval. It could therefore be concluded that there is an 
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agreement among the respondents that teams complete tasks/projects in time 

because every member had the opportunity to participate actively. 

 

The last item on the I&TP (I&TP 7) aimed to explore employee views on the 

relationship between organisational policies on inclusion and team performance in 

general. The statement was negatively phrased and assumed that policies on 

inclusion had not enhanced team performance. However, this was reversed during 

analyses and findings indicate that 67.7% of the respondents agreed; 27.1% were 

neutral; while only 5% disagreed. The item generated a median of 4, IQR of 1.0 and 

a mode of 5 which showed a strong level of agreement. Hence it could be said that 

the respondents agreed that the organisation’s policies on inclusion had enhanced 

the performance of teams among participating organisations. 

 

An examination of the values in all the seven items in Table (6.10) above reveals 

that all the values indicated some form of agreement. Hence it could be said that the 

respondents believe that organisational inclusion policies contributed positively to 

group performance. These team performance outcome dimensions include creative 

solutions to problems, quality decision-making, healthy competition among team 

members, free information flow, harmonious professional relationship among 

members and timely task completion. 

 

6.6 Summary  

This chapter has analysed the data from the survey questionnaire administered to 

employees of the four selected TNCs. Findings from the MBIE essentially indicates 

employee inclusion at the workgroup, supervisory and social information levels and 

mixed results at the organisational and higher management levels with inclusion only 

at the information networks dimension. This suggests that although the higher 

management in participating organisations provided information to lower-level 

employees, they were hardly allowed active participation in decision-making and 

other activities beyond their immediate supervisors.  Results from the MBCDC 

indicated a positive employee perception of the diversity climate across all four 
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factors explored - organisational fairness, organisational inclusion, personal diversity 

value and personal comfort with diversity.  

 

The relationship between performance and organisational inclusion was assessed at 

both the individual and the team levels. The results of the individual performance 

variable were mixed. While results showed a positive relationship between inclusion 

and individual performance in variables such as improved work quality, timely work 

completion, ability to solve complex problems and commitment to work; respondents 

were not positive in the relationship between career progression path and prolonging 

tenure, as well as perceptions of the relationship between participation in 

management meetings and knowledge and skills acquisition.  

 

The negative results in the area of participation in meetings with management were 

consistent with findings from the MBIE which suggested a lack of inclusion of 

employees at the organisational and higher management levels. Results at the team 

indicated that employees generally believed that policies of inclusion led to 

enhanced performance outcomes in factors such as creative solutions to problems, 

improved quality of decision-making, adequate and timely information sharing among 

group members and timely task completion. Overall, results were consistently 

positive in all the team inclusion and performance relationship dimensions. 

 

The next chapter will be devoted to a detailed discussion of the findings presented in 

this chapter and those of the interview and documentary analysis.
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7 Discussion findings  

7.1 Introduction 

This chapter presents a discussion of the findings of the semi-structured interview, 

documentary analysis and survey. Key findings from the three studies are discussed 

together to enable a synthesis of the study outcomes and triangulation (where 

applicable) of the studies.  

The semi-structured oral interview with top managers of the four TNCs in Nigeria 

was designed to elicit information on the D&I policies and initiatives currently 

implemented and the general perception of the effectiveness of strategies in meeting 

the performance objectives of participating TNCs. The second study involved the 

analysis of organisational policy documents conveying statements of commitment to 

D&I. The documents enabled the researcher to identify specific activities designed to 

support the implementation of corporate diversity plans, in line with set objectives. 

The last study involved an analysis of surveys administered to lower-level employees 

(excluding management cadre). The survey was designed to ascertain employee 

perceptions of the organisational climate of D&I and the perceived impact of policies 

of inclusion on both individual and team performances. 

7.2 Presentation of the key findings  

Table 7.1 presents the key finding from all three data sources – the interview, 

documentary analysis and survey. Suffice to mention that even though the interview 

and documentary analysis were designed to provide answers to the first research 

questions (“what are the organisational policies and strategies that enhance diversity 

and the inclusion of ethnic minority employees in TNCs?”), while the survey aimed to 

provide answers to the second research question (“how do D&I policies and 

strategies impact on the performance of individuals and groups within the 

organisation?”); there were common elements within all three data sets that are 

useful to all the research questions. For instance, diversity initiatives in different 

variations have been found across all three studies.  
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Table 7.1: Presentation of key findings 

 

7.3 Synthesis of findings 

This section presents a synthesis of findings from both the qualitative thematic 

analysis and quantitative surveys. It covers thematic areas from both the interview 

analysis and documentary analysis as well as findings from the quantitative analysis. 

It begins with a presentation of 11 core themes found in the qualitative studies, 

Interview Documentary analysis Survey 

 
Importance and benefits of 
diversity 
1. Leveraging individual 

differences. 
2. Nature of business 

operation 
 

 

 
Statement of core value 
1. Diversity as part of 

organisational core values 
2. Defining D&I 

3. Organisational stance on 
discrimination 

 
Diversity climate 
1. Organisational fairness 
2. Organisational inclusion 
3. Personal diversity value 
4. Personal comfort with                 

diversity 
5. Diversity initiatives 

 
Identifying initiatives 
1. Specific diversity initiatives 
2. No specific initiatives 
3. Challenges in 

implementation 

 
Activities to enhance diversity 
1. D&I initiatives 
2. Building an organisational 

culture of diversity 
3. Enhancing leadership diversity 
4. Corporate social responsibility 
5. Affirmative action 

 
Organisational level Inclusion 
1. Workgroup-level inclusion 
2. Organisational level inclusion 
3. Supervisory-level inclusion 
4. Higher management-level 

inclusion 
5. Social information inclusion 
 

 
Adapting and applying to 
local environment 
1. Local laws/agreements 

with the government 

2. Employee attitude 
3. Cultural Considerations 

 

 
Benefits derivable from 
diversity 
1. Source of innovation and 

creativity 
2. Pool of talents 
3. Leveraging on individual 

differences 
 

 
Organisational process/ 
dimension inclusion  
1. Decision-making inclusion 
2. Information Network Inclusion 
3. Involvement/participation 

 
Fairness 
1. Equal opportunity 
2. Glass ceiling 
3. Human resource 

processes 
4. Merit and quota 

 
Assessing and reinforcing 
performance 
1. Diversity goals 
2. Rewarding and reinforcing 

diversity performance 

 
Inclusion and team 
performance measures 
1. Creative solutions to problems 
2. Quality decision outcomes 
3. Cordial professional 

relationship 
4. Timely completion of tasks 
 

 
Personal Experience 
1. Positive experiences 
2. Negative experiences 

 
Fairness 
1. Equal employment opportunity 
2. Work-life-balance 

 

 
Inclusion and individual 
performance measures 
1. Improved work quality 
2. Timely task completion 
3. Solving complex problems 
4. Poor progression planning 
5. Lack of commitment to stay in 

the organisation 
6. Low inclusion at management 

level 
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followed by the three key areas of quantitative exploration – the inclusion-exclusion 

scale, diversity climate scale and the two inclusion and performance instruments. 

This will present a clearer picture of the overlapping findings and reveal the 

(in)consistency in findings from the three studies. Suffice to mention that the three 

data sets only contained some overlapping areas but were not intensionally 

designed to focus on the same thematic area. As mentioned earlier, the qualitative 

methods were originally designed to provide answers to the first research question 

while the quantitative study aimed to explore the second research question. The 

subsections that follow will discuss the key findings from this study which have been 

organised under different subheadings.  

7.3.1 Importance and benefits of diversity and inclusion 

Across the three data sources, participants indicated that D&I are important and 

beneficial to the workplace. This was encapsulated in the general description of what 

D&I meant to managers, the overall rationale for organisational commitment and the 

embrace of diversity in the workplace. This theme emerged in the early stages of the 

interview as the researcher attempted to set the tone for the discussion; it was 

similarly implied in the survey as participants alluded that diversity adds value and 

that certain elements within D&I could contribute to greater performances at both the 

team and individual levels. In exploring the importance of D&I, the study found that 

one of the main reasons TNCs embrace D&I is the desire to leverage the differences 

in potentials and characteristics of employees for business benefits. Managers 

reported that D&I were essential to the extent that individual differences within and 

outside (customers and stakeholders) the organisation can be maximised as 

enablers for business success. They, however, stressed that before employee 

differences can be maximised, there was a need to create a culture of inclusion 

where individual differences are valued, accepted and respected. One of the 

participants suggested that the creation of such an environment will help the 

employees feel comfortable and confident to contribute to organisational success. 

Some of the identified individual characteristics include gender, ethnicity, language, 

culture, race, and beliefs.  

This finding suggests that some of the participating organisations go beyond 

multiculturalism as an approach to D&I as proposed by Cox (1991), to embracing the 

all-inclusive multiculturalism suggested by  Stevens et al. (2008). As opposed to the 
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multicultural approach to diversity which focuses on strengthening organisations 

through leveraging on employee differences, the all-inclusive multiculturalism 

approach recognises not only cultural differences but incorporates a host of other 

identities such as gender to produce positive change through developing a network 

of organisational relationships to support employees develop to their full potentials 

(Stevens et al. 2008).  

Another reason adduced for the importance of diversity was the global nature of 

business operations of TNCs. According to one of the managers, for a globally 

managed organisation to be successful, it had to relate with talents from across the 

world to promote a high level of cross-border movement of employees for 

international assignments. The manager believed that embracing diversity was a 

prerequisite for a successful global business operation. This finding is consistent with 

Scheible (2015), who identified migration and expatriation among other factors 

responsible for diversity in international corporations. It also underscores the role 

that cross-border movement or migration plays in enhancing diversity. Similarly, 

Őnday (2016) contended that while adding a layer of complexity to workforce 

diversity, migration, globalisation and internationalisation have made diversity a 

burning issue for practitioners and enhanced its significance among western TNCs. 

This finding provides a close link between the concepts of internationalisation, 

migration, diversity and TNCs. 

 

Three subthemes emerged under this theme in the documentary analysis. These are 

diversity as a source of innovation and creativity; diversity as a source of a talent 

pool; and leveraging individual differences for business success. These subthemes 

are interrelated in the sense that they all focused on creating a pool of employees 

with different characteristics which can be maximised for business benefits. The 

emergence of these subthemes is corroborated by some of the findings from the 

“personal diversity value” dimension of MBCBC (see section 6.4) which showed 

moderate to strong support for the assertion that “diverse viewpoints adds value”. 

This was also strengthened by some items in the “inclusion and performance” survey 

(section 6.5) where results provided support for a positive relationship between 

inclusion and team creativity, quality decision making, healthy competition and timely 

completion of tasks. Consistently, Bassett‐Jones (2005) suggested that there can be 



211 
 

no successful innovation without creativity, hence creativity leads to innovation. 

Organisational creativity can be derived by attracting a rich pool of individuals with 

different abilities from a wide variety of backgrounds.  

This finding also lends support to the business case rationale for diversity. The 

business case for diversity, as proposed by Johnston and Packer (1987) suggested 

that organisations embraced diversity not only in response to demographic changes 

but also because of its inherent potentials. Proponents of this view argue for the 

value-in-diversity perspective, which supports the assertion that diversity improves 

the workplace by offering alternative resources for problem-solving, enriching teams, 

and generally expanding employee perspectives (Cox 2001). Researchers also 

suggest the existence of a positive, direct and indirect relationship between diversity 

and organisational outcomes irrespective of the nature of the business organisation 

(profit, not-for-profit, public sector) (Tschirhart 2008). 

7.3.2 Statement of core values 

Statements of core values are fundamental principles that guide the way businesses 

are conducted. Organisational core values mirror what firms cherish and treasure, 

underpin visions and determine future directions (Fong 2013). The mention of 

diversity in organisational statements of core values emerged as a major theme in 

the documentary analysis. Barchiesi and La Bella (2014) identified five core value 

orientations including customer/user, employees, economic and financial growth, 

excellence, and social responsibility. Of interest to this study is the core value 

orientation to employees which covers people-oriented organisational culture and 

considers employees as resources of strategic competitive advantage because they 

exhibit creativity, are proactive and can be developed to higher capabilities 

(Barchiesi and La Bella 2014). In this regards, they suggested that examples of 

wordings of such corporate core values may include team spirit, people as a source 

of competitive advantage, diversity and inclusion, health and safety at work and 

empowerment of people. 

This indicates the consideration of D&I as part of the guiding principles of the 

participating organisations. The inclusion of D&I as core values portray the intention 

of organisations to be identified as diverse entities by customers and employees. It 

shows the extent of commitment to D&I and signifies the value placed on embracing 
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it. Findings also reveal that firms enshrined diversity management in the overall 

organisational culture and activities to ensure the entire workforce key into their 

diversity values. This theme encompasses three subthemes – diversity as part of 

organisational core values, defining D&I, and corporate stance on discrimination.  

Diversity as part of core organisational values 

Core organisational values are principles or philosophies that guide an organisation’s 

mode of operations both internally and externally. They are fundamental beliefs held 

by organisations and the image they want to project to the world. Core values 

distinguish organisations from others and create for them unique sets of identity 

(Barchiesi and La Bella 2014). They guide the entire business processes and 

moderate the conduct of employees. Enshrining D&I in the overall organisational 

core values indicate a desire to build a corporate culture that accepts, respects and 

values individual differences and contributions (Barchiesi and La Bella 2014). An 

exploration of documents reveals that all four organisations under study adopt D&I 

as part of their core corporate values.  

The study found that the four participating organisations approach diversity from the 

moral and the business perspective, and one organisation also referred to the legal 

perspective. Analysis suggests that FMCG1 and FMCG2 approached D&I from a 

moral perspective. Their statements focused primarily on respect and value for the 

different characteristics individual employees bring to the workplace. Organisations 

also attempted to ensure that workforce composition reflected societal diversity and 

developed an organisational environment where employee differences were 

accommodated. The statements also reflected efforts to treat employees with dignity, 

giving them a chance for their voices to be heard, and providing equal opportunity for 

all of them. 

Defining diversity 

To provide a foundation upon which to build their value statements, organisations 

make efforts to explain what D&I mean to them. Ascribing meanings to D&I enables 

an understanding of the perspective and rationale for embracing diversity. It helps to 

clarify ambiguities and offers employees a perspective from which to understand the 

organisational stance on diversity. Findings from this study showed that one of the 

organisations (HC) defined diversity as the combination of different human 
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characteristics that exist in individuals. Personal attributes encompass a variety of 

visible and invisible human features including gender, age, ethnicity, values, physical 

appearances, beliefs, experiences, education, thinking styles, preferences, 

behaviours and socio-economic backgrounds. It is evident from the above definition 

that the organisation recognised the range of differences that occur in individuals, 

and that it was ready to accept people with their differences. Also, HC’s definition of 

inclusion indicates a willingness to blend various dimensions of human attributes for 

the benefit of the business. Although the above definitions may sound like those 

offered by Ferdman et al. (2010); Hays‐Thomas and Bendick (2013) and Shore et al. 

(2011) and Pless and Maak (2004), they represent commendable endeavour by 

corporate organisations to provide an understanding of D&I and may indicate a firm 

commitment to embracing D&I.  

Similarly, FMCG1 defined diversity as the employment and respect for individuals 

from different ethnic backgrounds and balancing gender representation and gender 

pay gaps. It also means the inclusion, acceptance and celebration of people of 

different sexual orientations such as LGBTI.  While FMCG1’s perspective on 

diversity does not entirely sound like the traditional academic definitions, it 

represents a considerable effort to embrace differences, and a determination to 

reflect them in the way business is conducted. It is essential to mention here that this 

definition emerged from the documentary analysis and was not found in the interview 

and survey. This clarification is necessary in light of the Same-Sex Marriage 

(Prohibition) Act 2013 which forbids and criminalises same-sex marriage in Nigeria. 

The act also forbids witnessing, abetting or aiding the solemnization of same-sex 

marriage or civil unions, or supporting the registration, operation and sustenance of 

gay clubs, societies, organisations, processions or meetings as well as the direct and 

indirect public show of same-sex amorous relationships (see Chapter 2 for details on 

Same-Sex Marriage Prohibition Act 2013).  

These findings are consistent with the results of a survey conducted by SHRM 

(2008), which found that 71% of human resource professionals reported a lack of 

definition of diversity by their organisations. The study also found that the likelihood 

of an organisation defining diversity was dependent on its size and that public 

organisations are more likely to define diversity than their private counterparts.  The 

survey also found that organisations generally offered broad definitions covering a 
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variety of dimensions of differences and similarities. The study found additional 

themes, which include recognition and responsiveness to individual differences, 

organisational inclusiveness, deriving organisational benefits from diversity, making 

the best use of employee potentials and ensuring that organisational diversity 

reflects the characteristics of customers and host communities. Some human 

resource managers focused on the recognition, valuing and acceptance of diversity; 

or on training, awareness, development, communication and recruitment, and 

retention programmes. Others emphasised the building of an organisational 

environment that values teams and leadership that respects all individuals and 

enhances the development of effective strategies and evolving creative solutions to 

solving business problems. 

Stance on discrimination 

Another subtheme that emerged under the statements of organisational core values 

was the organisational stance on discrimination. Some organisations indicated “zero 

tolerance for discrimination” or actions taken by either individuals or units within the 

organisation that may directly or indirectly lead to discrimination against individuals 

or groups. The documentary analysis revealed that three of the four organisations 

expressed a commitment to challenging harassment and discrimination against 

individuals and groups due to their skin colour, gender, race and ethnicity, age, 

sexual orientation (lesbian, gay, bisexual, transgender and intersex (LGBTI) 

individuals; due to religion, marital status, heritage, physical and mental abilities) and 

other characteristics protected by law. They were also found to be devoted to 

protecting the rights of all employees irrespective of identities and encouraging 

inclusion in all organisational structures and processes.  

Similar findings also emerged from the interview and surveys. All six interviewees 

alluded that their organisations did not tolerate discrimination and claimed that they 

applied the principle of fairness in all employee-related activities. This finding aligns 

with Wrench (2003) who suggested that organisations could introduce measures of 

fair recruitment and selection and train human resource personnel on how to 

implement them. They could also train staff on how to follow the government’s anti-

discrimination Legislations. Actions to combat discrimination could also cover 

policies and training on anti-harassment, and the adoption of measures to discipline 

racist and discriminatory behaviours within the workplace. 
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As TNCs operate across international borders, it becomes essential to include 

concrete statements that convey organisational stance on discrimination as part of 

core values. Transnational operations involve contact with people from a variety of 

nationalities and cultures. Therefore, it is vital to develop a comprehensive 

organisational policy on discrimination covering different national dimensions. These 

policies offer assurances to employees with protected characteristics, and indeed, to 

all employees against potential unfair treatments and a guarantee of their 

acceptance and the willingness to take actions in their favour whenever they are 

mistreated. As Wrench (2003) argues, rather than protecting only the interest of 

under-represented or excluded groups, diversity management is an inclusive 

management framework that takes the interest of all employees into account. 

7.3.3 Activities to enhance diversity 

This theme identified a list of programmes and action plans designed to promote the 

practice of D&I and emerged from the three studies in different variations.  Some of 

the activities had strong policy backings; followed by a well-defined implementation 

strategy, while others were part of the organisational culture and reflected in 

processes and procedures of job performance. The three subthemes, which 

crystallised into this central theme are diversity initiatives, building an organisational 

culture of D&I and enhancing leadership diversity. The subtheme “D&I initiatives” 

comprised two subthemes: specific diversity initiatives and no specific diversity 

initiatives. “Specific diversity initiatives” highlighted a list of diversity programmes 

implemented by organisations, and these will be discussed together with the 

initiatives that emerged from the interview and survey as many of the programmes 

overlap.  

Specific diversity initiatives 

An exploration of the D&I policy initiatives used by the organisation directly answered 

the first research question of this study. Findings show that a wide range of 

programmes was being undertaken by the Nigerian subsidiaries of the four 

participating TNCs. However, there was a variation in the level of commitment 

among the four organisations. While the interviewee from OandG was able to identify 

and describe a list of initiatives, others were not quite able to do so. Notwithstanding, 

one of the managers from FMCG1 provided a list of three programmes mainly 



216 
 

designed for top management.  Also, in the survey, the organisational inclusion 

factors of the MBCDC (see section 7.3.11) indicated the extent to which diversity 

initiatives were encouraged across the four participating TNCs. Three formal 

initiatives – employee network groups, mentorship and succession planning for 

people of ethnic minority backgrounds, and diversity training; and one informal 

programme - the old boys’ network were surveyed. Findings from all three data 

collection methods are discussed below. Table 7.2 presents a fusion of diversity 

initiatives found in the three studies. 

Table 7.2: Activities to enhance diversity 

Diversity policies/ initiatives Interview Documentary 
analysis 

Survey 

Diversity training ✓ ✓ ✓ 

Diversity conferences ✓ ✓ -- 

Diversity councils ✓ ✓ -- 

Employee network group ✓ ✓ ✓ 

Mentorship and succession planning ✓ ✓ ✓ 

The old boy’s network -- -- ✓ 

Community outreach ✓ ✓ -- 

Gender-focused initiatives ✓ ✓ -- 

Diversity Metrics ✓ ✓ -- 

Diversity day celebration ✓ -- -- 

Learn-a-language programme ✓ -- -- 

Recognition and Awards for Diversity ✓ ✓ -- 

Leadership diversity ✓ ✓ -- 

Building organisational culture of D&I ✓ ✓ ✓ 

 Source: Present study findings 

Diversity training 

As shown in Table 7.2, diversity training occurred in all three studies. Analysis of the 

personal interview revealed that diversity training was a core initiative at HC and 

OandG; and in the documentary analysis, this was found in FMCG1 and OandG and 

across all four organisations in the survey. Similarly, the results of the survey 

indicated that participants generally slightly agreed that participating TNCS spent 

enough money and time on diversity awareness and related training. This indicates a 

significant effort to invest in diversity training and awareness programmes across the 

participating firms. However, 33.8% of the participants did not believe enough money 

and time were spent on training and awareness initiatives, this percentage of 

disagreement could be accounted for by participants in FMCG2 where diversity 

training initiatives were not found in the interview and documentary analysis.  
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This finding is similar to that of Roberson et al. (2001) which suggests that about 

60% of Fortune 500 companies and most government agencies offer diversity 

training programmes in the United States of America. Diversity training is becoming 

more popular in corporate organisations and researchers observe that diversity 

training has become a core component of organisations’ diversity management 

portfolio (Jayne and Dipboye 2004; Pendry et al. 2007; Kulik and Roberson 2008; 

Kalinoski et al. 2013) and it often forms the “cornerstone of diversity initiatives” (Kulik 

and Roberson 2008). It is widely considered as a direct response to discrimination, 

stereotyping and prejudice among social group members (Bezrukova et al. 2012; 

King et al. 2012). Diversity training involves a set of activities designed to improve 

intergroup behaviours among participants in such a way as to reduce discrimination 

or prejudice towards those with different group affiliations (Pendry et al. 2007). 

Components of diversity training include creating awareness about discrimination 

and improving employees’ behavioural skills in intercultural acceptance (Jayne and 

Dipboye 2004).  

Organisations implement diversity training to achieve the following goals. First, the 

introduction of diversity training at the early stages of the overall organisational 

diversity programme serves as a medium of educating the employees about the 

initiatives and the strategies for its applications. Second, it provides an avenue to 

clarify the goals of diversity. Third, it helps in highlighting the advantages that could 

be derived from diversity. When achieved, the listed diversity goals will enable 

employees to key into the programmes, prepare them for the imminent change and 

evolve positive attitudes and interest in diversity strategy (Kulik and Roberson 2008). 

Similarly, USGAO (2005) suggests that diversity training is aimed to achieve a 

variety of goals. These goals include the education of employees about diversity; 

developing essential communication skills and improving productivity. Diversity 

training is capable of developing employee knowledge about the differences in 

culture, work styles, and personal presentation; and helps to enlighten them on how 

differences in individual perspectives can contribute to improving organisational 

performance. It equips employees with essential skills needed to function effectively 

in a diverse workforce. It also helps in enhancing critical diversity management 

competencies such as decision-making, team-building and conflict management 

(USGAO 2005).  
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However, there is a lack of empirical evidence backing the claims of the 

effectiveness of diversity training programmes (Anand and Winters 2008; King et al. 

2012). Bendick Jr et al. (2001) suggest that a comprehensive and all-encompassing 

diversity training approach that addresses individual behaviour, as well as 

organisational systems and performance objectives, could be more practicable. 

Despite the above benefits, it is essential to apply some degree of caution when 

implementing diversity training programmes. This is because the application of a 

training initiative without first ensuring a suitable organisational culture might render 

the entire training programme futile.  Pendry et al. (2007) suggest that approaching 

diversity training from the perspective of theoretical knowledge of prejudice, 

discrimination and stereotypes could improve diversity training programmes. They 

advocate the maximisation of the effectiveness of diversity training through the 

adoption of classical social psychological and social cognition approaches to 

critiquing diversity training tools.  

In this study, managers merely verbally stated that diversity training programmes 

had generally been effective in their organisations. No information was provided with 

regards to the methods of evaluation of training programmes and the aspects of 

organisational diversity that witnessed improvements as a result of diversity training 

programmes. Hence, it is difficult to know if the implemented diversity training 

initiatives had yielded the desired outcomes. However, since only two of the four 

organisations alluded to having diversity training programmes, it could be concluded 

the rate of implementation of diversity training found in this study is average since 

the information from the documentary analysis did not indicate the subsidiaries 

where initiatives are implemented. Therefore there is a need for investment in 

diversity training and awareness initiatives in FMCG1 and FMCG2 to enable them to 

take advantage of the benefits highlighted above and avoid the consequences of 

lack of diversity education and awareness among employees. 

Diversity conferences 

Diversity conferences aim to bring together people of different backgrounds, gender, 

generation, identities and experiences at all organisational levels from different parts 

of the world to share their experiences and thoughts about the current status of D&I. 

Areas usually covered in the conference discussions include cultural and 
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organisational bias, negotiation, leading diverse teams, and flexibility. Such 

conferences also aim to brainstorm on ways to advance the practice of diversity and 

to assess the current state of diversity in organisations. In this study, only one 

organisation (FMCG1) reported the use of conferences to enhance diversity. The 

study found this in both the personal interview and documentary analysis. 

Interestingly, the participant noted that the initiative was only applicable to members 

of senior management. The above finding is consistent with a study by Wentling 

(2000), which found that out of 75% of the organisations that had diversity initiatives, 

only 38% of them implemented annual diversity conference, and these include senior 

management seminars on intercultural competence. Diversity conferences provide 

an avenue for leaders from different parts of the world to meet and strategise on how 

issues concerning business processes and solutions as well as global customer 

concerns can be tackled. Diversity conferences are classed under international 

diversity initiatives; these are groups of initiatives intended to manage diversity 

internationally (Wentling 2000). Although this study only found a diversity conference 

in one out of four organisations studied, it implies a recognition of the salience of 

diversity conferences as a means of enhancing the practice of diversity. 

Diversity councils 

Diversity council is also called a diversity task force. It is a group mostly comprising 

senior managers, created primarily to help with the formulation and implementation 

of diversity initiatives (Wentling 2000; Ford 2001; Jayne and Dipboye 2004). The 

diversity councils also ensure that diversity-related “issues are addressed, 

communicated, and acted upon in their home organisations” (Jayne and Dipboye 

2004). This study found the practice of diversity councils in only one organisation 

(OandG), and this finding was consistent in both the interview and documentary 

analysis. According to the manager from OandG, diversity councils helped in the 

implementation and adaptation of global diversity policies to local peculiarities. He 

further stated that diversity councils ensure that employee initiatives in each 

business unit reflected the diversity of the local environment. This finding is also in 

line with (Wentling 2000), who found that diversity councils assist the business unit 

manager who has the responsibility to implement diversity initiatives.  

 



220 
 

Employee network groups 

This study found employee network group initiative to be extensively practised in 

OandG and HC. At OandG, it was found in both the interview and documentary 

analysis, while it was found only in the documentary analysis at HC.  Employee 

networks at OandG served as tools for the attraction and retention of talented 

employees through the mentoring, career development and skill-building 

opportunities that it provides. At HC, the network helps the organisation to 

incorporate customer diversity into the product development process through its vast 

knowledge and understanding of customer demographics. These qualitative findings 

were supported by one of the outcomes of the organisational inclusion factors of the 

MBCDC where 80.3% of the respondents reported the encouragement of employee 

network support groups by participating TNCs. 

Employee network groups help to strategically position organisations to improve 

products and services through breakthroughs in business and scientific innovation. 

Contrary to the sparse finding concerning the implementation of the employee 

network support groups in the qualitative analysis, findings from the survey reveal 

moderately strong agreement that management of the surveyed TNCs encouraged 

the formation of the network. Suffice to mention that the questionnaire item did not 

investigate the existence of such networks but only asked if management 

encouraged its formation. Hence, this should not be understood in the context of 

having an already existing network; as it is one thing to encourage the formation of 

the networks and another for employees to form the groups as these kinds of 

initiatives are usually employee-driven (Adeleye et al. 2012) with membership being 

completely voluntary.   

The employee network group comprise employees with one or more similar 

characteristics, who come together to advance mutual interest in organisations 

(Friedman and Holtom 2002). Employee network groups are formed along the lines 

of gender and minority status (Friedman and Holtom 2002). They can also be formed 

based on race, sexual orientation, age, disability and nationality (Adeleye et al. 

2012).  Although initiated by the employees, employee network groups are officially 

recognised by organisations, and their objectives are aligned with organisational 

diversity vision, objectives, values and strategies (Adeleye et al. 2012). They provide 
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an opportunity for members to connect and identify mentors, socialise, discuss and 

strategise about career development, share information about new developments in 

the organisation, and raise funds for minority scholarships (Friedman and Holtom 

2002). They champion the drive for policies to be more friendly and press for the 

introduction of domestic partner benefits (Kalev et al. 2006).  

Despite the advantages of the employee network group highlighted above, findings 

in this study show that only one (OandG) had a functional employee network group 

in the Nigerian subsidiary. The formation of this network may help ethnic minority 

employees to network and share vital information for career enhancement. Ethnic 

minorities can also be attracted to these organisations as a result of the extensive 

support they are likely to get from peers. Finally, they may feel a better sense of 

belonging and appreciation as they know that their knowledge of the local population 

and environment could count as a useful tool for organisational growth.   

Community outreach 

Community outreaches improve organisational reputation through collaborations with 

schools (volunteering to teach in teach) (Adeleye et al. 2012). Other affinity groups, 

such as the LGBTI provide mentoring opportunities and career development for 

young people. Employee network groups also engage in providing free services to 

neighbouring communities. Organisations encourage affinity groups to perform such 

services as part of the external partnership strategy (Jayne and Dipboye 2004). 

This study found the practice of community outreach initiatives at OandG in both the 

interview and documentary analysis. Community outreaches help in the development 

of host communities and bring about improvement in the lives of the people and 

institutions. Additionally, it helps to foster peaceful coexistence between the 

organisation and host communities. Finally, it leads to positive organisational 

perception as responsible corporate citizens by the immediate communities. 

Gender-focused initiatives 

This study found that all four participating organisations had at least one form of 

initiatives focused on gender. Findings on gender initiatives were consistent in both 

interviews and documentary analysis but were more prominent in the latter. 

Evidence from this study revealed that gender initiatives in participating 
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organisations primarily centred on addressing the gender pay gap, employment of 

more women into managerial positions, gender inclusion at all levels of the 

organisation, gender equality, introduction of flexible working arrangement for 

nursing mothers, and the Men Advocating Real Change (MARC) initiative.  

Farndale et al. (2015) identified gender as one of the typical diversity issues facing 

organisations globally. Gender issues are commonly affected by cultural and 

religious practices and are some of the core causes of inequality and discrimination, 

mainly in the African context (Rwafa 2016). Cultural and religious dimensions, 

societal expectations and family responsibilities play significant roles in the rights of 

women to participate in certain occupations, hold leadership positions or generally 

participate in certain activities. These views were echoed by a female manager who 

reported that she had refused to take up some roles in the organisation because of 

the limitation she had as a woman. She argued that women live in a male-dominated 

society with male-dominated norms and cultural values. Therefore, women should be 

continuously reminded that despite male dominance, there is equality of 

opportunities for both genders. Consistently, research has shown that family 

responsibilities limit the career progression of women (Ismail and Ibrahim 2008). 

Thus, they recommend organisational support for women in the form of flexible work 

arrangements to remove identified barriers.  

However, this study found the above recommendations by Jamali and Nejati (2009) 

were already in place at  FMGC1. The organisation had formulated diversity policies 

that confronted gender discrimination and enhanced gender balance. These policies 

aimed at increasing the number of women at all organisational levels and particularly 

at top management, as well as removing barriers that may hinder the carrier 

progression of women. Also, the organisation had in place, a robust maternity policy 

that catered for nursing mothers and people with childcare and other household 

responsibilities. Some of the initiatives include flexible work schedules, mentoring 

and coaching opportunities, networking opportunities and roundtable discussions, 

role modelling, training on leadership development for women, and workshop 

sessions on avoiding unconscious bias. Suffice to note here that these policies were 

only found in the documents. Although one of the managers from FMCG1 mentioned 

the celebration of international women’s day in the Nigerian subsidiary while noting 
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that women were essential in the organisation, the interviewees were unable to 

articulate specific gender-related diversity policies used in Nigeria. 

The study also identified gender-related diversity policies as the chief diversity 

strategy of HC. The finding was consistent in both interview and documentary 

analysis. Gender diversity initiatives at HC were designed to address work-life 

balance, help women aspire for leadership positions, enhance gender balance in 

employment and celebration of international women’s day with a series of talks on 

issues affecting women in the workplace. The documentary analysis revealed that 

HC claimed to have achieved gender parity in employment. Consistently, one of its 

managers reported that women in the organisation were not disadvantaged, and 

there was no gender pay gap. She suggested that remuneration was dependent on 

an employee’s role and their ability to negotiate at the point of entry. Contrarily, the 

same manager raised questions on the extent of implementation of policies as she 

cited a global organisational picture she once saw - “a room full of men and only one 

woman”, thus casting doubts on the genuineness of organisational commitment to 

gender balance.   

Mentorship and succession planning 

Mentorship programmes are designed to encourage the learning and development of 

an individual in an interactive and facilitative process underpinned by social learning 

and educational principles (Karcher et al. 2006). Large organisations have 

extensively used formal mentoring initiatives as ways to attract, develop and retain 

high performing employees, and to facilitate succession planning (Allen et al. 2006). 

Mentoring has been identified as a critical element in succession planning as it helps 

individual employees establish and negotiate a more sustainable and imaginative 

development plan with the organisation (Clutterbuck 2005).  

Findings from the survey showed that participants only slightly agreed that there is a 

mentoring programme that identifies and prepares talented ethnic minority 

employees for greater responsibilities in the future. Notwithstanding, 38.3% of the 

respondents disagreed, which highlights the need for participating TNCs to pay more 

attention to mentoring people of ethnic minority backgrounds. This finding emerged 

from the MBCDC and was corroborated by the I&IP where 45.1% of the respondents 

indicated the lack of a clear career progression path in their organisations. 
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Succession planning was also found in the interview as a participant from HC 

mentioned the inclusion of women in succession planning.  

Mentorship has been found to have a positive association with a host of desirable 

outcomes including an improved sense of belonging, self-confidence and career 

advancement (Hansford et al. 2002). Mentorship has been integrated with 

succession planning by modern organisations to satisfy their desire to manage a 

pool of talents in line with workforce and market dynamics (Clutterbuck 2005). The 

implementation of mentoring programmes can produce benefits for businesses. 

Some of these benefits include increased productivity, contribution to bottom-line 

profit, and attraction and retention of talented employees (Hansford et al. 2002). 

Hence efficient implementation of mentorship programmes is an essential element in 

succession planning which could lead to improved business performance outcomes.  

Diversity Metrics 

Diversity metrics is a tool used for the evaluation of the performance of diversity 

initiatives. The use of metrics in the assessment of the effectiveness of diversity 

initiatives is essential for the management of diversity (Jayne and Dipboye 2004). 

However, this study found only one organisation to have adopted the use of diversity 

as a means of encouraging diversity performance amongst employees. Consistently, 

a study by Kochan et al. (2003) found that only a small number of participating 

Fortune 500 companies had tools for the systematic assessment of the performance 

of diversity initiatives. This finding raises questions as to the level of organisational 

commitment to embracing D&I. 

Diversity day celebration 

Diversity day celebration involves setting aside a day for the celebration of diversity. 

The day is usually marked with a series of programmes and events. The initiative 

was found in OandG only and emerged as a subtheme in the interview. However, 

the participant from the organisation reported that the event had been reviewed and 

that it now runs for one week. Hence, it has been rebranded diversity week 

celebration. The celebration is characterised by a series of programmes including 

diversity quizzes and fashion parades (to showcase diverse cultures), presentation 

of awards to diversity performers, and other events that create awareness and 

promote diversity. This initiative provides organisations with the opportunity to create 
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awareness and make diversity more visible to the employees. It also serves to teach 

employees about diverse cultures leading to the enhanced appreciation and 

acceptance of both visible and invisible cultural differences (Adeleye et al. 2012). 

Diversity awards presentations help to promote diversity and reinforce diversity 

performance among employees. Through this initiative, employees could learn and 

understand differences in cultures, beliefs, religion, values, perspectives and 

histories. The event also advances the formation of an organisational culture of 

diversity and fosters inclusion as employees gradually understand different 

perspectives and build competencies in diverse cultural understanding. 

Learn-a-language programme 

The learn-a-language initiative aims to foster an understanding of a different 

language (Adeleye et al. 2012).  Employees could either learn a local or foreign 

language of their choice. Some of the languages available in the Nigerian subsidiary 

include Yoruba, Ibo, Hausa, French and Spanish. Learning a new language 

enhances the linguistic diversity ability of employees and helps them to appreciate 

the cultural practices of the people that speak those languages. This initiative was 

found at OandG and was revealed in the interview only. 

Recognition and Awards for Diversity  

Recognition and award for diversity is another diversity programme implemented by 

OandG, which emerged in the interview. The organisation gives awards to 

employees who demonstrate exceptional performance in meeting their diversity 

goals. Some of the award and recognition categories include diversity ambassadors 

and diversity change agents (Adeleye et al. 2012). These awards serve to reinforce 

superior diversity performance in winners and encourage better performance in other 

employees. The recognition and awards for diversity create an environment where 

employees are continuously reminded and are always conscious of their diversity 

goals and look forward to opportunities to demonstrate their diversity competencies. 

Overall, it helps to enshrine a culture of D&I, create an atmosphere where 

differences are accepted and respected among organisational members.  
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Enhancing diversity at the leadership level 

Diversity leadership was a minor theme in the documentary analysis and mention by 

one of the interviewees with respect to gender. The theme was found in all the 

participating organisations except OandG. However, a respondent from HC 

mentioned that the organisation's leadership diversity initiatives involved the 

inclusion of women and locals in succession planning; and ensuring that gender is 

taken into consideration when hiring from external sources. Consistently, extant 

research has identified mentorship and succession planning as some of the 

strategies with which firms can achieve leadership diversity. Olson and Jackson 

(2009) found that formal mentoring programmes can considerably improve the 

likelihood of promoting employees from diverse backgrounds into top leadership 

positions. Hence this study has confirmed existing evidence of the association 

between mentorship, succession planning and leadership diversity.  

Leadership diversity involves the degree of heterogeneity at the leadership level, in 

other words, it entails having a leadership team with diverse characteristics such as 

gender, ethnicity, disability, religion and sexuality. A firm’s leadership diversity may 

reflect in its diversity reputation and markedly impact its performance. Roberson and 

Park (2007) examined the association between leader racial diversity and 

organisational performance and found that performance weakened with a fall in 

leadership diversity up to a point beyond which further growths in leadership diversity 

was linked with improvements in the level of performance in terms of revenues and 

net income. Similarly, Catalyst (2011) reported that organisations with three or more 

women in their board of directors performed better than those without board gender 

diversity by over 84% on return on sales, over 60% on return on invested capital, 

and over 46% on return on equity. Within academic healthcare centres, 

organisational level changes that foster superior patient care and innovative 

research outcomes have been attributed to diversity at the top management level 

(Shaikh et al. 2018). Despite evidence suggesting the link between leadership 

diversity and improved performance, researchers have noted the persistent lack of 

leadership diversity even with several intervention efforts aiming at enhancing 

leadership diversity (Cook and Glass 2014). Therefore, these findings highlight the 

need for participating organisations to improve upon their mentorship and 

succession planning initiatives in order the enhance the level of leadership diversity.  
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The old boys’ network 

The old boys’ network in organisations is an informal closed-membership network 

that excludes non-members from networks of information and support within a larger 

group. For instance, men leverage male dominance in managerial positions to 

ascend to the top (Gamba and Kleiner 2001). The traditional old boys’ network was 

white male-dominated and mainly consisted of middle-aged powerful and wealthy 

people. However, Gamba and Kleiner (2001) stated that the old boys’ networks 

rather has more to do with a person’s alma mater rather than characteristics like age 

and gender. In recent times, the old boys’ network has transformed due to 

contemporary events such as the advent of the internet community which has 

resulted in the evolution of a new network through which contacts meet, corporations 

are formed, investments flow and many business deals happen (Gamba and Kleiner 

2001). Therefore it is believed that the new network would be more encompassing 

and inclusive in terms of being race and gender-neutral, flexible and more open in 

membership structure. Instead, the new network continues with the old features of 

being exclusive, white-male dominated and restricted to graduates of Ivy Leagues 

(Chervokas 1998). This form of network does not only include old boys, it can be 

extended to previous graduates of a prestigious all-girl school within an organisation. 

Hence the old boy’s network is seen as an exclusive and discriminatory closed 

network of influential masculine elites who only help members and ensure that non-

members do not break through the glass ceiling wherever they exist. This makes the 

old boys' network undesirable to most people and attracts negative perceptions 

across different spheres.  

Findings from this study reveal that employees moderately agree that the old boy 

network does not in their organisations. However, 22.6% of the employees who said 

the old boys’ network was available are not to be ignored. These employees perhaps 

felt excluded from informal networks, thus underscoring the need for more action to 

correct exclusion among participating organisations. 

The subsections above described the D&I initiatives found in the four TNCs under 

study. A more critical look at the discussion reveals some inconsistencies between 

initiatives that emerged from the analysis of the interview data and those found in the 

documentary analysis. Although managers reported that local subsidiaries could 
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adapt global initiatives to local peculiarities, most of the initiatives found on global 

websites and diversity policy document were relevant in the context of the local 

operation and were thus expected to be adopted for use. However, this was not the 

case as one manager reported that diversity initiatives in his subsidiary were not 

“spelt out”, therefore was unable to identify any diversity initiative apart from the 

celebration of International Women’s Day. Essentially, findings on the status of 

diversity initiatives in the organisations under study revealed that only the Oil and 

Gas Company (OandG) demonstrated a genuine commitment to diversity both at the 

global and subsidiary levels. The study found a list of well-articulated and 

implemented diversity initiatives at both the global and subsidiary levels. The 

remaining three TNCs showed inconsistencies between what was found in the 

interview and the documentary analysis. The next section will discuss diversity 

practices by organisations that could not identify and describe their diversity 

initiatives. 

No specific initiatives 

The subtheme “no specific initiative emerged” in the interview represents either 

instance when interviewees clearly stated that initiatives were not spelt out in the 

subsidiary or when they were not able to identify any. The manager from FMCG2 

was not able to identify specific diversity initiatives in his subsidiary. This response 

was interesting because FMCG1 is a UK-based TNC with subsidiaries all over the 

world. The manager reported that although his organisation had diversity initiatives, 

they were not well-articulated with identified strategies for implementation in the local 

office. According to him, the human resource unit was in charge of issues relating to 

diversity, and that the organisation was conscious of diversity and tried to reflect it in 

all its processes and activities. It is also interesting to note that the interviewee was a 

senior HR manager, who was in charge of one of the largest factories in Africa. A 

comparative analysis between findings from interview and documentary analysis of 

FMCG2, reveals consistencies and a lack of diversity initiatives. Thus, the manager’s 

inability to provide a list of the initiatives was neither due to his lack of knowledge, or 

inability to transfer the initiatives from global headquarters to the local subsidiary, but 

due to lack of commitment by the organisation to embracing D&I. This was evident in 

the difficulty the researcher experienced in obtaining policy documents for analysis. 

First, enquiries from the HR department revealed that there was no policy document 
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on D&I available. Second, a search of the organisation’s global website produced 

only a little result. The researcher could only retrieve a two-page document and a 

three-page PDF copy of the organisation’s gender report. Analysis of the document 

further indicates a lack of investments and commitment to diversity. It reveals an 

attempt to institute gender balance in employment, bridging the gender pay gap and 

encouraging ethnic and cultural diversity.  

Similarly, interview data analysis showed that only one of the two managers from 

FMCG1 was able to identify three diversity initiatives - diversity conferences, mission 

and expatriation, while the other manager was unable to identify any. However, a 

look at organisational diversity documents revealed the contrary. The researcher 

was able to obtain a relatively comprehensive list of well-defined diversity initiatives 

containing details about diversity strategies at the global level in the documentary 

analysis. Interestingly, findings revealed that only one of the initiatives (diversity 

conference) was found in the documents, the remaining two initiatives were not 

found. This finding essentially indicates the following possibilities. First, the 

inconsistency in findings might reflect a lack of knowledge of D&I among employees 

and managers at the local subsidiary. Second, there may be a contradiction between 

what the organisations say they would do and what they do. Third, most of the well-

formulated D&I policies and strategies were implemented only at the global 

headquarters and not transferred to subsidiaries around the world. Finally, even 

when global diversity policies were transferred from global headquarters to local 

subsidiaries, there was a lack of commitment by the management of local 

subsidiaries to carefully adapt and implement diversity initiatives especially in a 

country like Nigeria, which has a weak or absence of legal and institutional 

frameworks for managing diversity. It is ironic however that diversity management 

would appear to be neglected in a local subsidiary located in one of the most diverse 

and pluralistic countries in the world.  

Further, the situation is somewhat different from HC, whose manager was able to 

identify diversity training, gender-led initiative and the presence of a diversity 

champion to drive the diversity agenda of the local subsidiary. The documentary 

analysis revealed employee network groups, gender focused-initiatives, and 

leadership diversity.  
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This study has found the most comprehensive and consistent set initiatives from 

both the documentary analysis and interview data at OandG. Consistent with 

findings from the documentary analysis, the manager from OandG was able to 

identify a comprehensive list of diversity initiatives operational at the local subsidiary. 

However, despite highlighting the initiatives, the manager was unable to provide 

much information on the current status of diversity interventions, except for the 

diversity day celebration, which was reported to have been reviewed and the event 

was currently running for one week. 

In conclusion, this section has discussed thematic findings from the three studies 

identifying specific initiatives and strategies adopted by participating TNCs to 

enhance diversity and inclusion. Evidence from this study suggests the application of 

a wide range of D&I initiatives ranging from specialised diversity training to employee 

network and resource group, diversity conferences, mentorship and succession 

planning, diversity councils, community outreaches, gender-focused initiatives, and 

learn-a-language programme. However, one of the managers reported that such 

policies were not well developed and operationalised in the subsidiary, while another 

evaded the question. This indicates varying levels of organisational commitment to 

embracing diversity and establishing a culture that values individual differences. 

Although the evidence seems to indicate some level of implementation of initiatives, 

it also shows deficiencies in the approach to D&I by some of the subsidiaries. 

Another interesting finding that has emerged from this study is the inconsistency 

between findings from the documentary analysis and the interview. This seems to 

suggest that some participating TNCs failed to transfer global diversity initiatives to 

local subsidiaries. Hence there is a substantial lag between the image portrayed on 

global websites and actual practices found in some Nigerian subsidiaries. 

7.3.4 Challenges facing organisational diversity initiatives 

Findings from this study indicated that participating organisations faced many 

challenges when implementing diversity initiatives. It identified three key challenges 

including a genuine commitment to D&I, discrimination and employee attitudes 

towards change. 

Lack of sincerity in organisational commitment to D&I was one of the challenges 

confronting the implementation of diversity initiatives. One of the interviewees 
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questioned her organisation’s commitment to diversity as she raised doubts upon 

seeing an organisational picture of a room full of men with only one woman. She, 

therefore, questioned the corporation's commitment to its gender balance policy and 

argued that sometimes it is easier said than done, which implies a lack of follow-

through in the implementation of policies. 

The second challenge was the occurrence of cases of discrimination. The study 

found the existence of a systemic form of discrimination in three of the four 

organisations. For instance, one of the managers believed that organisational 

policies were designed to benefit white employees at the expense of blacks. The 

interviewee, however, believed that the problem of marginalising minority employees 

could not be wholly blamed on the white managers as there were black people in top 

management, particularly in human resources who supported such practice. This 

tends to suggest that discrimination was institutionalised and enshrined in 

organisational processes in such a way that even the black employees in the human 

resource unit were unable to do anything to mitigate the situation. Therefore, the 

interviewee believed that black managers in human resources accept institutional 

discrimination against fellow minority employees. 

The final challenge to diversity was employee attitudes towards change. A manager 

believed that one of the reasons diversity initiatives were not successfully 

implemented was the extent of resentment by employees. He believed that Africans 

were typically not receptive to change and that human beings were innately lazy. 

Hence, they tend to run away from challenges caused by the introduction of 

innovations for fear of the unknown. This is consistent with previous studies, which 

identified individuals as central to a successful change process. Researchers 

suggested that certain attitudinal constructs, such as employee cynicism and 

commitment to change were critical to the effective implementation of organisational 

change (Choi 2011).  

7.3.5 Fairness 

Fairness in the context of this study refers to the extent to which prospecting and 

current employees had equal rights, access and privileges in organisations. The 

theme derived from instances where interviewees claimed that their organisations 

were fair on issues relating to employment, promotion, remuneration, access to 
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training and development, ease of joining informal groups, access to information, 

and opportunity for career growth and development. Some of the subthemes, which 

crystallised into “fairness”, were equal employment opportunity, glass ceiling, human 

resource processes, and merit and quota.  

Organisational fairness was also explored in the quantitive study. The first six items 

of the MBCDC examined organisational fairness factors. These factors 

encompassed discrimination or being treated differently based on ethnic affiliation 

fairness in human resource activities such as hiring, promoting, feedback and 

evaluation, interpretation of leave policies, assignment of tasks and responsibilities, 

and layoff decisions.  

In the literature, the term organisational fairness or organisational justice is defined 

as the degree of employee perception of fairness in workplace procedures, 

interaction and outcomes (Baldwin 2006). Therefore, a sense of organisational 

fairness results in the perception of justice or injustice in the workplace. Such 

perceptions may have significant influences on behaviours and attitudes, which tend 

to impact employee performance and ultimately organisational success (Yean 2016). 

Some of the ways injustice is perceived to occur in organisations include gender pay 

difference for employees performing the same job, allowing someone with whom an 

employee has had little contact to carry out performance review, selecting new staff 

through the use of personality inventories, and indiscriminate termination of 

employment (Baldwin 2006). Findings by Crawshaw (2006) showed that most of the 

interviewees considered opportunities for career development as core sources of 

organisational fairness or unfairness. Interviewees also emphasised the role of 

employers in evaluating the level of fairness of career management experiences. 

The study found factors such as consistency, information, voice, bias suppression, 

values, and openness/honesty as key fairness criteria. 

D&I in the context of this study primarily focuses on the human capital element of an 

organisation. Hence D&I is expected to be one of the responsibilities of the human 

resource department. Therefore, human resource policies and processes are 

expected to reflect the diversity goals of any organisation. Consequently, 

interviewees discussed organisational fairness mostly in relation to human resource 

activities.  
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Equal employment opportunity 

Equal employment opportunity featured prominently in the interview. It involves the 

fair and equitable treatment of people on issues relating to employment (Orife and 

Chaubey 2001). Managers in all the organisations under study either directly 

mentioned or implied the absence of bias in organisational processes.  According to 

the interviewees, the implication of being an equal opportunity employer was that 

whoever was most qualified for a job was employed irrespective of who they were 

and their ethnic origin.  One of the managers described it as “merit-based equal 

opportunity”. However, another manager reported that the extent to which the 

organisation goes to employ people from diverse ethnicity depends on the nature of 

the recruitment exercise. He revealed that sometimes the organisation engaged in 

“targeted recruitment” depending on the job role and specifications of the job 

requirements.  Notwithstanding, the successful candidates had to be the most 

qualified. 

Thus, organisations under study did not consider ethnicity, gender, religion, disability 

and other characteristics during the recruitment process. One of the managers from 

HC stressed that employment in the organisation did not follow the affirmative action 

process, such as that established by the Federal Government of Nigeria – the 

Federal Character Principle. Another manager equally reported the lack of 

consideration of a candidate’s ethnicity before they were employed. Strachan et al. 

(2004) suggest that equal employment policies should be operated in consonance 

with other national employment policies. Hence, organisations in Nigeria must align 

their policies with the existing laws governing employment in Nigeria. However, as 

earlier noted, Nigeria has a weak regulatory and institutional framework for 

monitoring and enforcing equality and diversity (Adeleye et al. 2012), and 

discrimination in the workplace (Aturu 2010). Consequently, evidence suggests 

widespread discrimination in organisations despite anti-discrimination clauses in the 

Nigerian constitution (Adeleye et al. 2014). Therefore, the claims of equal opportunity 

employment by participating organisations need further investigation to unravel the 

extent to which these policies were implemented. 

 

 



234 
 

Glass ceiling 

The second subtheme under fairness is “glass ceiling”. Glass ceiling as used in this 

study is a metaphor that represents the extent to which employees have the 

opportunity to grow to their full potential without hindrances. Even with claims of 

fairness by organisations, one of the interviewees reported the existence of a glass 

ceiling. Although not directly noticeable, the respondent believed that it is evident in 

the manner in which employees were made to satisfy strenuous conditions before 

they were promoted to higher positions. For instance, the requirement of an 

employee to embark on international assignments and other developmental 

programmes before they were recognised as capable of holding top management 

positions were believed to be biased. This was because the opportunity to participate 

in such programmes was limited to top management employees, who in most cases 

were expatriates. The evidence of expatriate dominance of top management was 

found in this study when some interviewee reported that the ratio of local managers 

to expatriates is 40:60. Hence, the likelihood of home country nationals holding such 

high positions was limited. The implication, therefore, is that discrimination was 

systemically embedded and covertly manifested in organisational structures and 

processes. Finding in this study suggest that some of the participating TNCs 

systemically disqualified minority employees from attaining top organisational 

positions through stringent and hard-to-meet criteria for career advancement. Thus, 

this indirectly limits the career development potentials of disadvantaged employees 

while paying lip service to equity and equal opportunity policies.  

The above finding tends to create a situation where locals feel dominated by 

expatriates (Syed et al. 2014). Thus, expatriation may create a glass ceiling for 

locals who even though are the numerical majority will become “minoritised” as they 

have little or no access to power and control in the organisation. This situation might 

lead to a perception of subjugation by the local employees and consequently, result 

in lower performance and high turnover. Given the above narrative, it could be 

argued that expatriation may produce negative results if not carefully managed. As 

expatriates dominate top management, organisational power and control authority 

predominantly reside with them, thus creating a situation of imbalance between the 

locals and the expatriates. The above finding is consistent with the argument 

advanced by Okeja (2017) that one of the moral challenges of sending expatriates to 
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developing countries hinged on the discretionary and unequal distribution of power 

amongst employees. 

Merit and Quota 

This study found that interviewees were firmly against the use of quota similar to 

what is obtained in the federal character principles, which advocates ethnic or 

geopolitical balance in employment and promotions in public sector organisations. 

The interviewees suggested that the quota system had proven ineffective as it 

merely sought ethnic, religious and regional representation without paying attention 

to merit. Instead, participants reported a preference for meritocracy. Contrary to the 

above claims, available evidence suggests that affirmative action and quota systems 

were effective in increasing the number of women on the board of directors (Fischer 

and Massey 2007; Wang and Kelan 2013; Alon and Malamud 2014). However, such 

systems were established and strictly enforced by governments, with sanctions 

attached for defaulting. The success of the quota system, therefore, depends on the 

severity of sanctions placed on offenders (CIPD 2015). 

Conversely, the case of Nigeria is different as the only available affirmative action 

policy solely applies to the public sector. Hence, private sectors organisations are 

under no obligation to implement it. Evidence from this study showed that the current 

affirmative action policy in Nigeria (the Federal Character Principles) did not appeal 

to private sector organisations. Consequently, the country is characterised by 

widespread workplace discrimination on a variety of dimensions as noted by Adeleye 

et al. (2014). To address this situation, the government needs to put in place a policy 

framework on workplace D&I that covers both the public and private sector. The 

framework should be accompanied by guidelines for implementation and stipulate 

sanctions for offenders. Finally, mechanisms should also be put in place for the 

enforcement of such policies. 

7.3.6 Assessing and reinforcing diversity performance 

Organisations need to make efforts to create awareness on the rationale for diversity 

interventions and to acknowledge and reward successful diversity performance 

(Jayne and Dipboye 2004). Consistent with the above suggestion, this study found 

that participating organisations made attempts to assess the performance of their 

diversity interventions. The findings emerged in both the interview and documentary 
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analysis but were more prominent in the documentary analysis. The assessment 

involved the setting of goals, rewarding and reinforcing positive diversity 

performance. This practice was found to be more comprehensive in OandG. 

Findings also revealed that multilevel goals were set annually throughout the 

organisation from the individual through the corporate level. The goals were aligned 

to global organisational diversity objectives. Individual employee diversity goals were 

jointly set with supervisors, and actual performance was evaluated at the end of the 

review period. Results of the evaluation were then measured against set targets to 

determine the extent to which annual strategic diversity plans had been achieved. A 

Study by Motel (2016) suggested that this practice allows organisations to test the 

principles of goal-setting in real-life situations. Available evidence supports the 

effectiveness of the use of the goal-setting tenets in enhancing workplace diversity. 

The study found that companies that engaged in corporate social reporting of their 

diversity goals were likely to outperform others in terms of increasing the number of 

minorities and females in leadership positions (Motel 2016). Similarly, Jayne and 

Dipboye (2004) stressed the use of specific diversity goals with built-in mechanisms 

to provide feedback on the extent to which diversity initiatives have performed in 

achieving set goals.  

One of the ways to keep track of goal performance is through the establishment of 

metrics to evaluate performance (Kochan et al. 2003). As mentioned earlier, this 

study found the use of diversity metrics in OandG. Diversity metrics are essential for 

the following reasons (Jayne and Dipboye 2004): First, they enable organisations to 

track the progress of diversity initiatives and help in correcting defects as they arise. 

Second, they show the level of organisational commitment to diversity. Third, they 

ensure the optimisation of resources by allocating them most profitably. Finally, they 

help in the early identification of errors and deviations to avoid expensive damages. 

After the assessment of diversity performance against set goals, individuals and 

units with exceptional diversity performance get rewarded. Rewards serve as 

incentives to reinforce positive performances and to encourage others to aim for 

better outcomes. Some of the reward categories that have been identified by OandG 

include diversity ambassadors and diversity change agents. However, there are 
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suggestions that diversity performance should rather be tied to performance bonuses 

(Napolitano 2017).  

Assessing, rewarding and reinforcing performance help organisations to determine 

the effectiveness of diversity initiative in the light of strategic diversity plans. Setting 

up mechanisms such as diversity metrics to quickly identify deviations from 

objectives to take immediate corrective actions further indicates an organisation’s 

commitment to D&I. Evidence presented above shows that full commitment to 

evaluating the effectiveness of diversity initiatives, together with corporate social 

reporting of organisational diversity goals, enhance organisational performance. This 

study has found a strong commitment to diversity by one of the organisations under 

investigation. Consequently, statements contained in global corporate websites 

indicated that it has won several awards for diversity, including a prestigious award 

for attracting, developing, retaining and advancing the careers of women and 

minorities.  

7.3.7 Adaptation of diversity initiatives to local environments 

This study has found that diversity initiatives are usually not entirely transferred from 

the headquarters to the local subsidiaries; they are adapted to suit the circumstances 

of the local environment. This finding primarily derived from the interview data 

analysis; it also emerged in the documents. The four subthemes that combined to 

form the above theme were local laws and agreements with the government, 

employee attitudes, cultural considerations, and nature and rationale for a diversity 

initiative. 

The first factor that impacts the process of adapting diversity policies to the local 

environment where the local laws, and the agreements with the government. Local 

laws have a significant impact on the way policies are transferred from one country 

to another. What is legal in the home country of an organisation may not be legal in 

some countries where subsidiaries are located. Hence, there is a need to modify 

policies to suit the legal requirements of a host country. For instance, unlike many 

western countries, homosexuality is proscribed by law in Nigeria, while in some other 

countries like the United Kingdom, it is a protected characteristic.  Therefore, in 

assessing diversity interventions in subsidiaries of TNCs in countries such as 

Nigeria, it is imperative to consider local laws that may hinder the operations of some 
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global diversity initiatives. Hence, local subsidiaries have the responsibility to comply 

with local laws in formulating diversity policies.  

The other arm of the theme involves a situation where the subsidiary operates a joint 

venture with the government. In this case, diversity policies are significantly affected 

by the nature of the agreement between the two parties. This study found OandG 

had a “joint operating agreement” with the Nigerian government, which determines 

whose responsibility it was to appoint members of senior management. Hence, the 

formulation of diversity initiatives could be impeded by the choice of government 

appointees as the organisation may lack the powers to influence the government’s 

appointments. This finding underscores the need for organisations to thoroughly 

analyse local peculiarities before formulating diversity initiatives at the local level, 

specifically in the case of a western TNC operating in a developing African country 

such as Nigeria. Such an analysis could help organisations avoid infringing on local 

laws and regulations. 

The second factor to consider in transferring global diversity policies is employee 

attitudes towards D&I initiatives. This study found that employee attitudes had a 

significant impact on the successful implementation of diversity initiatives. Findings 

revealed that sometimes the fear of retrenchment or redundancy might hinder 

employee acceptance of diversity initiatives. This is a critical problem, especially in 

countries with a high level of unemployment. One manager reported that employees 

sometimes employees resist the introduction of new diversity initiatives for fear that 

changes may lead to loss of jobs. Hence, they develop negative attitudes toward 

new policies. The manager, however, suggested that to avoid such resistance, the 

organisation created awareness and offered explanations on the advantages of such 

initiatives and how the employees could benefit from the policies to increase the 

chances of its acceptance. 

In light of the above, organisations must carry employees along in all stages of policy 

formulation and implementation. The creation of awareness and keeping employees 

informed about the likely impact of policies is critical to the successful 

implementation of initiatives. It also helps to allay the fear of the unknown and foster 

a positive employee attitude towards diversity initiatives.  
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The third factor that was found to impact the implementation of diversity initiatives in 

a local subsidiary was cultural considerations. As mentioned earlier, this was the 

opinion of one of the interviewees who reported that she had declined to take certain 

positions in the organisation because such roles were not expected to be performed 

by women in a male-dominated society with male norms and cultural values. Further, 

she revealed that her decision not to take the roles was personal and had nothing to 

do with the organisation. In this case, the perception of societal norms and 

expectations had influenced a female manager’s choice of the roles she took up in 

the organisation. This perspective tends to interfere with an organisation’s diversity 

agenda. For instance, in a situation where women themselves decline to hold certain 

positions due to societal expectations or cultural norms, an organisation’s aim of 

implementing gender balance in employment might be difficult and perhaps 

unsuccessful. Hence, the study finds cultural norms and societal expectation as 

factors that should be considered when setting a diversity agenda for a local 

subsidiary. 

7.3.8 Personal experience 

Some managers shared their experiences of D&I practices with the interviewer. 

Managers reported both positive and negative experiences. Those with positive 

experiences of diversity cited two reasons responsible for such experiences. First, 

they identified fairness in the organisational process, which gives both local and 

expatriate managers equal opportunities for career development. Fairness in 

organisational processes ensures that no one is excluded; that vital information is 

available to all employees and that employees have the resources they need to 

perform to the best of their abilities. The second reason was due to the roles 

superiors played in respecting the individual and their contributions. According to one 

manager, the identification and commendation of employee’s contribution by 

superiors were essential to improving the career experiences of employees. This 

finding stresses the need for organisations to apply the principles of fairness and 

equity in all activities. Such principles would help in improving the experiences of 

employees. Also, it is essential to recognise and commend employees who 

demonstrate exceptional performance as it serves to enhance their morale and 

reinforce and energise future performance. 
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On the other hand, managers also reported negative experiences in relation to D&I. 

The first report of negative experience was triggered by a perceived organisational 

disregard for local educational qualification in favour of foreign degrees. In this 

instance, a local manager felt disadvantaged and denied the opportunity of a higher 

managerial position because he lacked foreign degrees. The manager further 

reported that the organisation preferred western educational qualifications, mainly 

from institutions such as Harvard and MIT, to locally acquired educational 

qualification. According to the manager, the organisation tends to “lose reason” 

whenever they see candidates with foreign degrees; hence, despite believing he was 

the best at the interview, he was denied the job just because of the lack of a foreign 

degree. His experience forced him to obtain an international degree to enhance his 

prospects of career advancement in the company.  

This finding primarily points to the tendency of western TNCs to encourage local 

managers to assimilate western cultures rather than accepting and valuing cultural 

and educational diversity. Also, instead of judging individuals based on merit, they 

tend to assess individuals based on their level of westernisation as against accepting 

and valuing diverse ideas and behaviours. Foreign professionals and expatriates 

usually hold foreign degrees from high profile universities. Hence, this finding reveals 

the existence of covert systemic discrimination as locals who did not have academic 

qualifications from foreign institutions were excluded from considerations for 

employment into some senior management positions. This is particularly interesting 

as these kinds of degrees are very expensive and unaffordable for ordinary 

Nigerians. This evidence tends to suggest preferential treatments of expatriates 

which affords them better chances of holding managerial positions when compared 

to local employees. This finding is consistent with those of Al Ariss (2014) which 

suggest that western expatriates occupy better management positions when 

compared to their local counterparts in the United Arab Emirates (UAE). This may 

result in locals feeling threatened by the lack of prospects for career advancement. 

Tendencies of westernisation make them believe that they lack the skills required by 

organisations as expatriates withhold knowledge from them (Al Ariss 2014).  

Similarly, another manager believed his recommendations on measures to improve 

the safety of employees plying the express road leading to the organisation were 

ignored due to bias against the opinions of indigenous managers. He also felt that 
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his suggestions were not taken seriously because no expatriate had been directly 

affected by the situation. This view was not only held by the manager, but also by 

one of the employees who happened to be the chairman of the Junior Staff 

Association. However, the manager reported denying the opinion when confronted 

by the Junior staff chairman. The Manager would not admit wrongdoing on the part 

of the organisation to protect corporate reputation. In this study, two managers from 

different organisations reported that they would deny the existence of discrimination 

or unfair practices by the organisation when asked by junior employees or 

subordinates, even though they knew such claims were valid. The managers also 

reported feeling inferior when compared to expatriates. They believed that the feeling 

of inferiority originated from organisational practices, which tend to hold foreign 

employees in higher esteem than their indigenous colleagues. 

Nevertheless, this study has found that local managers found it difficult to admit the 

existence of discrimination when confronted by junior colleagues for fear of 

tarnishing the reputation of the organisation. The same managers reported feeling 

discriminated against, which puts them in a dilemma between the emotion of feeling 

discriminated against on the one hand and denying its existence on the other hand. 

The seeming dilemma faced by managers as they attempted to deny the existence 

of discrimination despite experiencing it themselves creates a sense of frustration, 

which might culminate in job dissatisfaction and consequently, lower performance. 

This, therefore, calls for better management of expatriate – local employee diversity.  

The findings discussed above suggest that some of the participating organisations 

have failed in their promise of ethnic inclusion, value for diversity and respect for the 

opinions and contributions of all employees. By denying the existence of 

discrimination, managers also demonstrated insincerity in communicating the true 

commitment of the organisation to embracing diversity and creating a culture of 

equality and inclusion. Again, this finding provides evidence that suggests 

inconsistency between what organisations claim they will do as conveyed in policy 

documents and what is obtainable in subsidiaries operating in a developing African 

country. 
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7.3.9 The inclusion-exclusion scale  

This section discusses findings from the MBIE (Mor Barak Inclusion-Exclusion), 

which explores employee perception of inclusion in organisational processes and 

activities with an emphasis on involvement, access to information, participation, and 

the degree to which they can influence the organisational decision-making process 

(Mor Barak 2014). As noted earlier in chapters 6, the MBIE was designed to assess 

employee sense of inclusion on three dimensions – the decision-making process, 

information networks and level of involvement/participation. Employees rated their 

perception of inclusion on those three dimensions across workgroup, organisation, 

supervisor, social/information and higher management levels. Below is a 

presentation of key findings from the MBIE matrix. 

Table 7.3: The MBIE matrix with statements 

             Dimensions 
 
 
 
Organisational  
level 

 
 
Decision-making 
process 

 
 
Information 
networks 

 
Level of 
participation/involvement 

Workgroup Influence in decisions 
taken by my workgroup 
regardless of our tasks  
(positive)  

Co-workers openly 
share work-related 
information with me 
(positive) 

Typically involved and invited 
to actively participate in work-
related activities of workgroup 
(positive) 

Organisation Able to influence 
decisions that affect my 
organisation (negative) 

Usually not among the 
last to know about 
important changes in 
my organisation 
(positive) 

Usually invited to important 
meetings in my organisation 
(negative) 

Supervisor Supervisor often asks 
for my opinion before 
making important 
decisions (negative) 

Supervisor shares 
information with me 
(positive) 

Invited to actively participate in 
review and evaluation 
meetings with my supervisor 
(positive) 

Higher management Often invited to 
contribute my opinion in 
meetings with 
management higher 
than my immediate 
supervisor (negative) 

Frequently receive 
communications from 
management higher 
than my immediate 
supervisor (i.e., 
memos, e-mails) 
(positive) 
 

Often invited to participate in 
meetings with management 
higher than my immediate 
supervisor (negative) 

Social information Often asked to 
contribute in planning 
social activities not 
directly related to my job 
function (positive) 

Always informed about 
informal social 
activities and company 
social events 
(positive) 

Invited to join my co-workers 
when they go for lunch or 
drinks after work (positive) 

 

Table 7.3 presents the findings from the survey data. The “positive” score indicates 

that most of the respondents approved or agreed with the statement made., while  
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“negative indicates that most of the respondents disagreed. A more vivid 

representation of the MBIE matrix results above is shown in Table 7.4 below. 

Table 7.4: Summary of findings from the MBIE 

             Dimensions 
 
 
 
Organisational  
level 

 
 
Decision-making 
process 

 
 
Information 
networks 

 
Level of 
participation/involvement 

Workgroup Positive  Positive  Positive  

Organisation Negative  Positive  Negative  

Supervisor Negative Positive  Positive 

Higher management Negative Positive  Negative  

Social information Positive  Positive Positive  

 

The organisational levels 

The workgroup level  

Results highlighted in the matrix in Table 7.4 indicate a high degree of inclusion at 

the workgroup level across the three employee inclusion dimensions.  Shore et al. 

(2011) suggested that workgroup inclusion entails the experiences and treatments 

that satisfy individuals’ need for belongingness and uniqueness, which prompts them 

to perceive themselves as valued and respected members of a team. This 

conceptualisation captures the critical ingredients of workgroup inclusion, which 

manifests in the treatment of individuals with respect and allowing them the 

opportunity to participate actively in group processes while at the same time, 

retaining their unique sense of identities. In line with the above definition, this finding 

seems to suggest that survey participants felt valued and respected within their work 

teams. It also indicates that supervisors valued individual differences and allow 

employees to be themselves while participating actively in group activities. Janssens 

and Zanoni (2008) identified five themes used by ethnic minority employees to 

convey their experiences of inclusion. These themes include belongingness, value 

for an individual’s work, acceptance of cultural differences and opportunity to 

contribute to the organisation. These themes all fall under two broad categories of 

belongingness and uniqueness as defined by Shore et al. (2011). 
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The Organisational level 

This study found a low degree of inclusion at the organisational level across the 

decision-making process and participation/involvement dimensions, and a high level 

of inclusion in the networks of information dimension. This survey finding is 

consistent with a report from one of the managers which suggested that junior 

employees were usually not allowed to participate in meetings with senior 

management. According to him, decisions made at the management level were 

communicated to all employees through various channels. Hence junior employees 

had no inputs in decision-making at the organisational level. This lack of involvement 

or exclusion from participation and involvement in the decision-making process may 

lead to a disconnect between senior management and employees, which may result 

in decreased performance, high employee turnover, and loss of interest and negative 

employee attitudes (Tavakoli 2015).  

This finding is consistent with the results of a study by Kok et al. (2014) which 

indicated a lack of employee inclusion in the decision-making process at the 

organisational level. However, this practice could be counterproductive in the 

modern organisation as contemporary management styles are participatory and 

found to influence positive organisational culture (Bititci et al. 2004). Most modern 

organisational practices favour greater participation, employee commitment, 

cooperation and communication as opposed to the traditional tall structure which 

emphasised the chain of command and control. Lack of employee participation could 

hinder idea sharing and the innovation and creativity that could be generated through 

the consideration of diverse employee perspectives and inputs in the decision-

making process. Kok et al. (2014) suggested that such situations could lead to 

negative employee outcomes such as job dissatisfaction, lack of motivation and poor 

relationships.  

The supervisory level 

Results suggest a high inclusion at the supervisory level in the information network 

and involvement/participation dimensions and a lack of inclusion in the decision 

making dimension. Supervisors are line managers who are usually responsible for 

the day-to-day assignment of tasks and coordination of employees work schedules. 

A high level of involvement with supervisors is critical to effective and efficient job 
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performances. Tavakoli (2015) suggested that immediate supervisors play a vital 

role in employee turnover decisions. Therefore, it is essential to maintain a good 

relationship between supervisors and employees, as supervisors serve as the 

information bridge between top management and the junior employees. The 

supervisors are primarily responsible for conveying and contextualising information 

from top management to team members, while also receiving feedback from 

employees and passing it upward in a hierarchically structured organisation. They 

are also responsible for providing an inclusive work climate where individuals feel 

respected, valued and empowered to perform their tasks (Tavakoli 2015). Results at 

the supervisory level have confirmed the close nature of the relationship between 

supervisors and their subordinates. This is inevitable due to the operational role of 

supervisors in organisations. However, it is recommended that supervisors involve 

team members more in decision making as this will foster a sense of belonging and 

make employees feel more valued in the organisation.   

The higher management level    

At the higher management level, this study found a low degree of inclusion in the 

decision-making and involvement/participation dimensions, and a high degree of 

inclusion in the information networks dimension. Most decisions made at the top 

management levels are considered strategic and are made on behalf of the entire 

organisation (Maringe 2012) to support long term competitive strategies. However, 

the extent to which individuals participate in the decision-making process depends 

(amongst others) on the structure of the organisation (Tavakoli 2015) and the needs 

the leadership attempts to satisfy (Maringe 2012). Therefore, depending on these 

factors, it is expected that junior employee involvement in strategic decision making 

is restricted.  

Considering the above, the findings are not surprising especially for foreign TNCs 

operating in a developing country. It has been noted that TNCS send expatriates or 

home country nationals to oversee operations and ensure that the subsidiaries 

conform to corporate culture and global strategy; organisational development, and to 

ensure that subsidiary operations are aligned and in the best interest of the global 

headquarters (Dumont and Lemaître 2005b; Bolino 2007; Syed et al. 2014). 
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The social information level    

The social information level examines the extent to which employees are privy to 

information about social activities and are involved in the planning and execution of 

such social events. It also involves the extent to which co-workers are invited for 

lunch and drinks in informal social settings with other colleagues. Results suggested 

a high degree of inclusion at the social information level across all three dimensions.  

The implication is that in an attempt to promote junior employee inclusion, 

management ensures that employees receive adequate information about social 

activities and encourage active participation in the execution of the events across 

participating TNCs.  

Consistently, Ortlieb and Sieben (2014) identified involvement in social events and 

organised lunch outings as related domains in the process of inclusion, as well as 

the process of differentiation and hierarchisation. They suggested that eating habits 

play significant roles in inclusion as having joint meals affords people the chance to 

socialise with other colleagues in a relaxed atmosphere. Also, organising events 

where employees eat meals together portray the international status of a company. 

Similarly, social events such as end-of-year parties create an avenue for colourful 

multicultural displays and evolve a sense of community and togetherness among 

employees of different backgrounds (Ortlieb and Sieben 2014). Janssens and 

Zanoni (2008) also found that organising multicultural social activities is crucial to 

developing an interpersonal relationship among minority employees. This finding is 

also in consonance with the diversity day celebration initiative practised by OandG 

which offers employees the opportunity to come together in an informal setting.  

Organisational dimensions  

This section discusses the results of the MBIE along the three organisational 

dimensions: decision-making, information networks and involvement/participation. 

Across the three inclusion dimensions, results show consistent positive outcomes 

across five organisational levels in the information networks dimension, while mixed 

results were found in the decision-making and involvement/participation dimensions 

(see vertical columns in Table 7.3). A detailed discussion of findings recorded across 

the three dimensions is presented in the sections that follow.  
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  Decision-making dimension 

Results were mixed in the decision-making dimension. Respondents believed that 

they could influence the decisions taken at the workgroup and were often asked to 

contribute to the planning of social activities not directly related to their job functions. 

Employees also reported that supervisors do not seek their opinions before taking 

critical decisions and that they were unable to influence decisions that affected the 

entire organisation. They were also not often invited to contribute opinion in meetings 

with management higher than immediate supervisors, and they were unable to 

influence decisions at the organisational level. Within the frame of multilevel 

organisational analysis, an alternative interpretation of this finding is that decision-

making is inclusive at the meso and the social information level and not inclusive at 

the macro organisations level (for details on multilevel organisational analysis see 

Syed and Özbilgin (2015)). According to the multilevel organisational frame, the 

meso level involves the team or group level while the macro-level comprises the 

organisational level.  

Inclusion in the decision-making process, as used in this study, involves the 

participation of junior employees in the decision-making process. Junior employee 

participation in decision-making could be achieved through personal or group 

consultation or invitation to participate and share opinions with top management at 

the corporate level. It may also be in the form of throwing decision problem open and 

asking junior employees to brainstorm and come up with what they consider the 

most appropriate solution to an issue.  

Results from this study are consistent with a study by Noah (2008), which concluded 

that despite junior employees high interest in involvement in corporate decision-

making, organisations rarely involved them in decision-making. These results are 

also consistent with the outcomes of the study by Noah (2008) which found a 

variation in the level of employee participation between two case establishments. 

While there was a high level of employee participation in the service company, the 

level of junior employee participation was low in the manufacturing company.  

Furthermore, the evidence from this study provides support for the need for more 

involvement of employees in decision-making. Junior employee participation in 

decision-making allows inputs into job practices and other conditions that affect them 
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in the workplace directly or indirectly. This could reap many benefits for 

establishments as researchers suggest that increased participation in decision-

making may ultimately lead to both direct and indirect benefits in job satisfaction and 

commitment (Kok et al. 2014). These benefits can be achieved through positive 

changes in work characteristics and effectiveness in job performance (Scott-Ladd 

and Marshall 2004). Similarly, Butali and Njoroge (2018) also found that 

organisational performance is significantly influenced by employee participation and 

involvement in organisational processes. Hence these findings highlight the lack of 

employee involvement in decision-making among participating TNCs and calls for 

more junior employee involvement which as earlier demonstrated could have 

ramification for organisational performance. 

Inclusion in information networks 

The information dimension of the survey explores the extent to which information 

circulates within the workplace.  This study found support for open information 

sharing within workgroups as an overwhelming majority of participants alluded that 

their co-workers openly shared job-related information with them. Information sharing 

is a central procedure for the utilisation of available information resources by team 

members (Mesmer-Magnus and DeChurch 2009). The principles of information 

sharing require that group members make deliberate and conscious efforts to 

exchange work-related knowledge and data to keep group members up-to-date with 

new work-related developments. Information sharing within a workgroup is essential 

as members have a different degree of awareness about new developments; 

therefore their willingness to always exchange information could be critical to the 

quality of team outcomes (Bunderson and Sutcliffe 2002).  

Results also suggested that information about changes was circulated evenly and 

promptly among employees. It shows that participating organisations understood the 

crucial role of communication and keeping employees up-to-date about the latest 

developments affecting the establishment and the employees. Consistently, Ruck 

and Welch (2012) suggested that effective communication is a necessary condition 

for organisational success.  

In line with the above results, participants also revealed that supervisors share 

information with their subordinates. They indicated that they always received 
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communication (such as memos and e-mails) from management higher than 

immediate supervisors and that they were always informed about informal social 

events going on in the workplace. Overall, these results seem to suggest the 

adequate circulation of information within the organisation and junior employee 

inclusion in both official and informal network of information.  

A meta-analysis by Mesmer-Magnus and DeChurch (2009) found information 

sharing to be critical to a variety of group outcomes, including team performance, 

decision satisfaction, cohesion, and knowledge integration. The study concluded that 

despite the evidence supporting the positive relationship between information 

sharing and group performance, group members fail to share critical information 

when it is most required. Research also found information sharing to be a crucial 

contributor to team outcomes. Bunderson and Sutcliffe (2002) found that increased 

information sharing led to improved performance in functionally diverse groups. 

Similarly, Hoch (2014) found a positive association between shared leadership and 

team performance due to information sharing among group members. Effective 

communication has also been identified as a critical element in strategy 

implementation (Peng and Litteljohn 2001). Hence, it could be intuitively expected 

that the implementation of diversity initiatives will be effective in participating 

organisations as findings from this study have revealed the effective circulation of 

information across all organisational levels.   

Furthermore, information and the ease with which it is communicated promptly to 

employees across an establishment are core to the smooth and efficient functioning 

of any establishment. Research has found a link between employee perception of 

high levels of positive communication and job security.  A study by Jiang and Probst 

(2014) found that employee perception of higher degrees of positive practices of 

organisational communication was associated with less adverse consequences 

associated with job insecurity in contrast with the perception of lower degrees of 

organisational communication. The study concluded that organisations might 

effectively cushion the adverse effects of job insecurity if they make better 

commitments to communicating with employees. Some of the negative 

consequences of job insecurity, as suggested by Jiang and Probst (2014) include 

low job satisfaction, increase workplace accidents and increased health-related 

complaints.  
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The discourse above suggests that effective communication has a positive impact on 

employee and organisational outcomes such as improved job satisfaction, increases 

in workplace accidents, health-related complaints and employee performance. This 

study, therefore, suggests that organisations sustain, if not improve, the current level 

of communication as this may have positive effects on employee job performance 

and sense of job security. Keeping employees well informed about changes in 

organisations through effective means of communication will positively impact 

employee perception of job security and consequently improve their job 

performance. This is particularly crucial in the context of Nigeria, which has recently 

witnessed high numbers of job losses as a result of the vulnerability in its economic 

prospects (NBS 2018; Nnorom and Adegbesan 2018). 

Involvement and participation in organisational activities 

The final organisational dimension examined the extent to which employees were 

allowed the opportunity of participating in work-related activities. As noted earlier, 

this dimension recorded mixed results. A higher level of inclusion was found at the 

workgroup, supervisory and social information levels. The positive results indicate a 

high level of participation in work-related activities; participation in review and 

evaluation meetings with supervisors; and invitation to join colleagues for lunch and 

drinks after work hours. On the other hand, participants indicated that they were not 

usually invited to meetings with higher management and at the organisational level. 

Previous studies have linked direct employee participation or involvement in firm 

activities to employee outcomes such as organisational commitment and job 

satisfaction. Cox et al. (2006) found an association between employee involvement 

and commitment and job satisfaction. Specifically, the study found that a 

combination of employee involvement and participation initiatives involving a large 

number of employees have a significantly stronger positive association with 

employee perceptions than any single practice. It focused on the concept of 

embeddedness of employee involvement and participation practices. Essentially, the 

study argued that for employee involvement and participation practices to achieve 

desired outcomes in employee perceptions, it must be high in both depth and 

breadth. The extent of employee involvement and participation practices is 

measured by frequency and regularity of occurrence of initiatives (or by the depth of 
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participation practices), while the breadth is measured by the combination of 

employee involvement and participation practices used. 

While this study has found participation and involvement at the group, supervisory 

and social information levels, the findings have failed to support involvement and 

inclusion beyond the level of supervisors. Even though the scope of this investigation 

does not cover the breadth and width of involvement/participation initiatives, it 

argues that restricting employee participation to the meso organisational level will 

adversely affect employee perception of inclusion and consequently performance 

outcomes. Considering the findings by Cox et al. (2006) it could be said that the 

practice of restricting involvement and participation to the meso level is likely to 

produce negative outcomes.  

7.3.10 The diversity climate scale  

The section discusses the findings of the diversity climate scale. As stated earlier, 

the instrument was designed to examine employee perception of organisational 

diversity climate. The questionnaire was divided into organisational and personal 

diversity dimensions. The organisational dimension is made up of fairness and 

inclusion factors, while the personal dimension is subdivided into personal diversity 

value and personal comfort with diversity factors. These factors are discussed in the 

next two sections. 

The organisational dimension 

As suggested by (Mor Barak 2014), the organisational dimension deals with how 

women and members of minority groups perceive management policies, processes 

and procedures affecting them. Some of the factors covered by the organisational 

dimension include discrimination and inequalities in employment and promotion 

processes; actions taken by management that may lead to the exclusion or inclusion 

of women and members of minority groups such as the provision of mentorship 

opportunity, employee network groups and fairness in the application human 

resource policies.  

The organisational fairness factors 

The organisational fairness factors covered in this section include the extent of 

ethnic discrimination; fairness and objectivity in the hiring and promotion activities, 
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fairness in feedback and evaluation regardless of ethnicity, fairness in layoff 

decisions; and matching employee skills with assigned responsibilities. Interestingly, 

findings show that all six factors recorded positive employee perceptions.   

Although a subject of contention, organisational fairness and justice are closely 

related and sometimes used interchangeably (Choi and Rainey 2014; Goldman and 

Cropanzano 2015). Consistently, the concepts have been deployed interchangeably 

in line with Baldwin (2006) definition of organisational justice as the degree of 

employee perceptions of fairness in workplace procedures, interaction and 

outcomes.  Organisational justice occurs in three distinct but overlapping forms: 

distributive, procedural and interactional (or interpersonal) and informational justice 

as suggested by Le et al. (2016) and Fujishiro and Heaney (2009). These forms of 

organisational justice impact on a variety of organisational outcomes including trust; 

performance; job satisfaction and organisational commitment; counterproductive 

work behaviours; absenteeism and withdrawal; emotional exhaustion; physical 

health and turnover intentions. Available evidence provides a firm link between the 

perception of organisational justice and employee health and wellbeing (Fujishiro 

and Heaney 2009), and that the absence of organisational justice impacts negatively 

on employees’ state of health and wellbeing (Le et al. 2016). Findings by Elovainio et 

al. (2001) reveal that the perception of organisational justice is one of the ways 

through which job control could be linked to strain. Hence, a positive perception of 

procedural justice may act as a tool that facilitates the extent to which a high degree 

of involvement and participation protects employees from developing symptoms of 

strain (Elovainio et al. 2001).  

The implication of the desirable outcomes in the organisational fairness factors is an 

expectation of improved performance at both the individual and team levels (See 

section 7.3.7 for more on fairness). 

 

The organisational inclusion factors 

These are factors that indicate the extent to which employees feel a sense of 

belonging through active participation in initiatives that encourage their career growth 

and advancement. Consistent with the findings recorded in the fairness factors 

above, the inclusion factors all recorded positive employee perception. The four 
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factors include encouragement of the formation of employee network groups, 

availability of mentorship programmes, absence of the old boys’ network, and 

commitment of adequate resources to diversity training and awareness programmes.  

Specifically, results show that participating organisations encouraged the formation 

of employee network support groups. This finding is consistent with the interview, 

where the employee network group was one of the initiatives found to be practised 

by one of the TNCs.   

Participants also indicated that there is a mentoring programme for their 

organisation. A previous study by Hegstad and Wentling (2004) found that 53% of 

the participants indicated the presence of mentoring programmes in their 

organisations as part of the overall diversity strategy. A review of evidence-based 

literature suggests that mentoring programmes are commonly used as part of an 

overall diversity strategy. Most mentoring programmes are targeted at the 

managerial and professional cadre of employees (senior employees). Mentoring 

programmes primarily aimed at career development and advancement and retention 

(reduction of turnover) (Kulik and Roberson 2008).  

The old boys’ network is a closed-membership network that excludes non-members 

from networks of information and support within a group.  For instance, men 

leverage male dominance in managerial positions to climb to the top (Gamba and 

Kleiner 2001). This form of network does not only include old boys, it can be 

extended to previous graduates of a prestigious all-girl school within an organisation. 

This finding revealed that over 22% of the respondents felt excluded from informal 

networks within the organisations.  

The fourth result revealed that the majority of the employees believe that their 

companies spend enough money and time on diversity awareness and related 

training.  This result is unexpected as the general perception from the analysis is that 

organisations are not devoting enough resources to D&I going by the findings from 

all but one of the companies in the qualitative component of this study. However, 

there is a possibility that participants had included all available training programmes 

in their responses as many of the managers reported intense on-the-job training 

exercises during the interview; employees may consider such training as related to 

diversity. (See section 7.3.3 for a detailed discussion of these diversity initiatives) 
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The personal dimensions 

The personal diversity dimension comprises personal diversity value and personal 

comfort with diversity. The personal diversity value dimension relates to how 

individuals perceived the significance of diversity to the work team and the entire 

organisation, while the personal comfort with diversity relates to how comfortable 

individuals feel among people from diverse groups. 

The personal diversity value dimension 

Findings from this dimension indicated high employee value for diversity. Positive 

perceptions were found across all three items that formed this dimension. 

Specifically, employees agreed that knowledge of cultural norms of diverse groups 

was critical to effective job performance; and that diverse viewpoint added value to 

the group; hence, diversity is of strategic importance to the entire business 

organisation. These findings underscore the value employees placed on cultural 

competencies. Their views tend to suggest the knowledge of different cultural norms 

and practices enhance job effectiveness.  

Lloyd and Härtel (2010) noted that intercultural competence involves acquiring a set 

of “skills, knowledge and attitudes” relevant for interactions in a culturally diverse 

team. Essentially, cultural competency is a part of diversity management skill. It 

allows individuals working in a diverse team to communicate effectively with other 

members of the team, to understand the perspective of other members, to assess 

how individual behaviours affect team processes, and to react appropriately to 

differences in attitudes and behaviours exhibited by other members of the group 

(Shaw and Barrett-Power 1998). Cultural competency has been found to improve 

group outcomes (Sultana et al. 2013), including health outcomes (Alizadeh and 

Chavan 2016). Also, a review of existing evidence by Leung et al. (2008) found that 

diverse cultural competency or multicultural experience has a positive relationship 

with performances in problem-solving relating to insights into different cultural 

dimensions. Multicultural experience also helps the process of creativity, such as the 

likelihood for an individual to have access to knowledge of unusual things and to tap 

into ideas from other different foreign cultures for the expansion of creative ideas. 

Similarly, responses suggested that diverse viewpoints add value to a group. This 

view implies that when individual group members are allowed to contribute their 
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views to group processes and activities, it enriches or adds value to group outcome. 

Consistent with this view, available evidence suggests that group diversity enhances 

the quality of group decision-making (Cox 1991).  

Finally, results also suggested that diversity could be of strategic value in 

participating organisations. The strategic value of diversity stands in the idea that the 

relationship between cultural diversity and organisational performance can be 

determined by a firm’s strategies (Richard 2000). The above view stresses the 

salience of human resources as a strategic business asset that can be utilised in 

obtaining a competitive edge. For instance, racial diversity was found to improve 

productivity among firms pursuing the growth strategy, while diversity had little effect 

on firms pursuing the downsizing strategy. Human resource managers can, 

therefore, contribute to the overall business strategy by pursuing a plan that 

generates the cultural blend that supports a firm’s strategies (Richard 2000).   

In summary, the preceding discussion provides strong support for the value-in-

diversity proposition. It suggests positive employee perception of the business case 

for diversity by providing perceptual evidence that tends to indicate that multicultural 

competence and knowledge enhance the effectiveness of individual job 

performance. The findings also lend support to the suggestion that having diverse 

viewpoints enhances the quality of group outcomes. Finally, this study concurs with 

the assertion that diversity could be used to support a firm’s business strategies 

through the provision of diverse human resources to support organisational 

strategies.  

Personal comfort with diversity 

The personal comfort with diversity dimension indicates an individual’s level of 

comfort when interacting with people from different backgrounds. It also highlights 

the ease with which individuals can disagree with people of other groups as well as 

their perceptions on the effects of diversity on group effectiveness.  

Findings from this study showed that most of the respondents indicated that they felt 

at ease with people from different backgrounds. Findings also indicated most of the 

employees were not afraid to disagree with members of other groups for fear of 

being called prejudiced. cumulatively, these two results tend to suggest a high level 

of employee comfort with diversity, and it shows that employees interacted freely 
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with one another without fear of being called prejudiced either through having a 

different opinion or being from a different background. Consequently, the employees 

believed that diversity issues did not keep work teams from performing optimally. A 

high degree of personal comfort with diversity among group members creates an 

atmosphere where employees feel free to voice their opinion and contribute to group 

outcomes without restrictions. These findings are consistent with a study by Aigner 

(2014) which found the majority of the participants to be comfortable with the 

implementation of diversity initiatives in their organisation and thus demonstrated a 

positive perception of diversity policies. 

This positive outcome in the personal comfort with diversity dimension could be 

traceable to the category of employees participating in the survey. Most junior 

employees in the participating TNCs are Nigerians and, in the context of this study, 

from the minority group. Hence, the tendency is for them to feel comfortable and free 

when interacting with one another is high since most foreign employees (who are 

usually in top management) did not frequently interact directly with junior employees.  

Further, the likelihood of being called prejudiced or biased towards a particular group 

is minimal since ethnic diversity at this level is reduced to local ethnic groups. In a 

broader context, when local ethnic groups are considered in relation to foreign 

employees or expatriates, indigenous employees irrespective of ethnic affiliation will 

see themselves as the in-group members while the expatriates and other foreign 

employees become the out-group members. 

However, 42.1% of the respondents alluded that they were afraid to disagree with 

members of other groups for fear of being called prejudiced. Also, 30.8% of the 

respondents believe that diversity issues keep some work teams from performing to 

their maximum effectiveness. Although most of the respondents reported high 

personal comfort with diversity, a significant percentage reported that team diversity 

could hinder performance. Consistent with these findings, some studies have found 

that ethnic diversity tends to create negative group outcomes such as workgroup 

conflicts, misunderstandings, poor communication, absenteeism and loss of 

competitiveness (Pitts and Jarry 2005; Pitts et al. 2010). 

Most of the employees reported that diversity-related issues did not hinder the 

performance of a team. The diversity issues referred to in this study consist of a 
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variety of diversity dimensions, both visible and invisible; they also include functional 

diversity, tenure and educational backgrounds. This finding is consistent with 

previous studies, which suggest that team diversity leads to positive outcomes. For 

instance, findings from a meta-analysis conducted by Bell et al. (2011) suggested 

that team performance, creativity and innovation have a small positive relationship 

with functional team diversity. The study also found a much stronger link between 

innovation, creativity and team performance among top management. Similarly, 

Horwitz and Horwitz (2007) found support for a positive relationship between task-

related diversity and team performance. Finally, diversity was also found to have a 

positive impact on performance in teams with mainly ethnic diversity (Hoogendoorn 

and Van Praag 2012) 

The findings above could be due to the marginal degree of ethnic diversity at the 

group level of organisational hierarchy since group members mostly share similar 

nationality; they see themselves as the same. Similarly, language and other 

international cultural barriers to communication are minimal since the official 

language of organisational communication in Nigeria is usually English. However, 

other diversity issues such as gender, educational level and functional background, 

local ethnic, cultural and linguistic differences could emerge at this stage. 

In summary, findings from the diversity climate scale have been consistently positive 

across all dimensions. At the organisational level, findings indicated that participating 

TNCs have been largely fair in administering human resource policies and practices 

such as hiring, promotion, layoffs and different forms of leaves. Also, respondents 

believed that they had not been treated differently due to their ethnicities and that job 

responsibility were assigned based on individual skills and abilities. Findings also 

revealed the availability and use of diversity policies such as employee network 

groups, mentorship, the inclusion of ethnic minority employees in succession 

planning and the allocation of adequate resources to diversity training and 

awareness creation. At the individual employee level, findings indicate that 

employees perceived the knowledge of cultural norms of diverse groups as 

contributing factors to effective job performance and that diversity is a strategic 

business imperative. Finally, respondents reported being comfortable working with 

people of different ethnic backgrounds, hence, diversity enhances the performance 
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of workgroups. These findings are consistent with previous studies that tend to 

suggest that diversity is beneficial to organisational performance outcomes. 

7.3.11 Inclusion and performance 

This section aims to contribute to answering the second research question, which 

sought to explore the link between employee perception of inclusion policies and 

performances of individuals and teams in participating TNCS. Suffice to note here 

that performance, as used in this study, refers to employee perception of 

performance generally; it does not involve specific units of measurements such as 

monetary value, sales volume, and the number of tasks completed. The intention is 

to provide an idea of the perceived value employees place on inclusion as a vital tool 

for success in organisations. The performance dimensions used here include 

perceived quality of work done, timely completion of tasks, job commitment, ability to 

solve complex problems, and willingness to stay in the organisation (employee 

turnover intentions).  

Inclusion and individual performance 

Table 7.5 presents a snapshot of results from the inclusion-individual performance 

survey. The second column in the table represents a shortened version of the 

questionnaire statement, while the last section (result) indicates the direction of the 

responses provided. The result is shown as positive if most of the respondents 

approved of the statement and negative if they disapprove or disagree as analysed 

in chapter 6. The inclusion - individual performance component of the survey 

explores the extent to which policies and practices of inclusion were perceived to 

enhance individual performance.   

Table 7.5: Inclusion and individual performance 

S/N  Shortened questionnaire item Result 

1 Idea-sharing leads to improved quality of work Positive 

2 Timely task completion due to access to information Positive 

3 Long stay in the organisation due to clear career progression path Negative 

4 Knowledge on how best to perform tasks/duties due to 
participating in management meetings 

Negative 

5 Ability to solve complex problems due to participating in group 
meetings 

Positive 

6 Enhanced performance due to organisational policies on inclusion Positive 

7 More committed to performing tasks/responsibilities due to a 
sense of belonging  

Positive 
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The first item in Table 7.5 indicates that idea-sharing among group members leads 

to improved quality of work of an individual employee. This finding stresses the 

importance of group collaboration to group member job improvements. It is in line 

with Paulus and Yang (2000) who suggested that while the process of idea sharing 

had been relatively inefficient in the past, the process could become more productive 

if group members follow a two-stage process of careful analysis and reflection on the 

ideas shared in a group. Evidence from their study suggests that under the right 

conditions and procedures, idea sharing has the potential of enhancing the creativity 

and innovation of a group. They also found that group interaction provides a vital 

source of innovation and creativity. 

The second finding suggested a positive relationship between access to information 

and timely task completion. Again, it demonstrates the positive link between 

employee inclusion in the network of information and employee performance 

outcomes, as shown by Bunderson and Sutcliffe (2002).  

The original questionnaire item in the third finding asserts that “I will work with this 

organisation for many years because I have a clear career progression path here”, 

and the results indicate that almost one-third of the respondents were neutral, the 

number of those who disagreed was near twice those who agreed. With these 

results, it could be said that there is no clear career progression path in the sampled 

organisations. Hence, employees are likely not to be committed to staying in 

organisations for a long time. Previous studies have found a relationship between 

career progression opportunities and employee turnover rates or intentions. Nouri 

and Parker (2013) suggest that one way in which organisations could enhance junior 

employee commitment to organisations and reduce turnover was by focusing on 

career development initiatives.  

Similarly, Bigliardi et al. (2005) found that organisational socialisation and adequate 

level of career development opportunities were linked to lower turnover intentions by 

design engineers. Chen et al. (2004) also found that the deficiencies that create 

gaps between career development programmes and career needs have the 

tendencies of impacting negatively on job satisfaction. They believed that, if the 

situation is not detected and resolved on time, it could degenerate into high 
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employee dissatisfaction and consequently a fall in organisational performance. It is, 

therefore, the responsibility of the participating TNCs to identify the barriers to 

employee retention and make efforts to engage employees by designing career 

progression programmes. This move could potentially improve employee 

commitment, which could lead to improvements in organisational performance. 

Consistent with the findings from the MBIE, the fourth finding in Table 7.4 revealed a 

lack of junior employees participation in management meetings. Participants 

believed that this had hindered the acquisition of the knowledge needed for 

enhanced job performance. The fifth finding tends to indicate a positive perception of 

the likelihood that participation in group meetings leading to problem-solving ability. 

This aligns with evidence that suggests that group diversity lead to a greater ability to 

solve complex problems (Cox and Blake 1991; Bassett‐Jones 2005)  

The final item provides evidence for the relationship between a sense of belonging 

and enhanced employee commitment to performing tasks and responsibilities. Dávila 

and García (2012) found belongingness to be one of the dimensions of employee 

commitment, which, as Nouri and Parker (2013) suggested, could reduce the level of 

employee turnover. In other words, there is a relationship between organisational 

identification (belongingness) and commitment (Gautam et al. 2004). Invariably, 

employee sense of belongingness could be enhanced by a clear career progression 

path in the organisation.  

Findings from item 3 and 7 appear to be conflicting findings from item 3 indicated a 

low level of employee intention to be committed to the organisation as a result of a 

lack of a clear career path. On the contrary, item 7 seemed to suggest that 

employees were committed to performing their jobs because they had a high sense 

of belonging to the organisation. However, evidence from the narrative above 

indicates that the availability of a clear progression path for employees could 

enhance their level of commitment, which may lead to a high sense of belonging. 

Interestingly, while findings in this study indicate inadequate progression planning 

among participating organisations, they also suggest that employees have a high 

sense of belonging, which enhances their desire to perform their jobs. In addition to 

these findings, other factors that influence employee commitment include quality of 

work-life (Huang et al. 2007; Zhao et al. 2013), salary and rewards, well-being 
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(Meyer and Maltin 2010), job satisfaction, (Chen et al. 2004; Ashkanasy and Dorris 

2017), working condition (Ukaegbu 2000), ethical standards (Janie et al. 1999), 

cooperation (Bahramzadeh 2012), relationship with superiors (Golden and Veiga 

2008), organisational leadership (Srithongrung 2011) and loyalty and trust (Yao et al. 

2019).  

The findings above indicate that employees generally demonstrated a positive 

perception of the link between inclusion policies and individual performance. Group 

or team level inclusion was particularly understood to contribute more to individual 

performance outcomes than the organisational level inclusion, which has been found 

to be low across participating TNCs. Dimensions of team level inclusion such as idea 

sharing, access to information, availability of career progression path, involvement in 

group meetings and a sense of belonging are perceived to have a positive influence 

on individual employee performance outcomes in terms of timely completion of 

tasks, improved quality of work and commitment to working with an organisation. 

However, participation in management meetings was perceived to be low and was 

not found to contribute to individual performance as results were negative along this 

dimension.  

Finally, evidence from this section provides answers to the research question which 

seeks to investigate the perceptual relationship between inclusion measures and 

individual performance. This study has found measures adopted to enhance team-

level inclusion to positively influence individual performance variables. However, 

consistent with findings from the MBIE the group or meso level inclusion dimension 

were considered to have a positive impact on individual performance, while the 

organisational level dimensions were found to have a neutral relationship with 

individual performance variables. Therefore, it could be concluded that local 

employee inclusion (participation/involvement) happens at meso level and absent at 

the macro level. This finding is also in consonance with the interview outcomes 

which shows that junior employees are not encouraged to participate and share 

ideas with senior management.   

Inclusion and team performance 

The previous section explored employee perception of the relationship between 

individual performance outcome variables and inclusion factors, this section explores 
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the perceptual relationship between the team inclusion factors and team 

performance variables. Below is a summary of the findings (Please see Appendix 4 

for the questionnaire). 

Table 7.6: Inclusion and team performance 

S/N  Shortened questionnaire item Result 

1 Creative solutions to problems due to team contribution. Positive 

2 Valuing team member’s opinion improves decision quality. Positive 

3 Inclusion policies have encouraged healthy team competition. Positive 

4 Free flow of information among ethnic groups due to 
organisational policies of inclusion. 

Positive 

5 Positive professional relationship among team members due to 
the organisation’s policy on inclusion.  

Positive 

6 Timely task/projects completion due to active team participation Positive 

7 Enhanced team performance due to the organisation’s policies on 
inclusion. 

Positive 

   

Findings from the inclusion and team performance data revealed consistent positive 

responses in all the item (See Table 7.6). In line with previous studies as earlier 

noted, employees believed that when members work together and contribute to team 

processes, the team becomes more creative in its approach to problem-solving. 

Similarly, valuing the opinions of all team members is perceived to enhance the 

quality of group decisions. Next, organisational policies on inclusion were also found 

to encourage healthy competition among group members. Furthermore, this study 

has found that as teams become more competitive, they become more energised 

and seek the participation of all team members to achieve better outcomes than 

other groups, and ultimately improve firm outcomes. Findings also demonstrated that 

participating organisations had put policies in place to enhance the free flow of 

information within teams irrespective of members’ ethnic origin. Also, respondents 

report active participation by all team members can lead to timely completion of 

tasks by groups. 

The creation of an environment where team members are encouraged to participate 

and fully contribute to team processes was perceived to enhance creativity, quality of 

decisions, and timely completion of tasks. The participants alluded that 

organisational policies on inclusion were also found to encourage healthy 

competition among group members. These results also suggest that as teams 
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become more competitive, they also become more energised and team members 

are encouraged to become more involved in order to achieve better outcomes.  

The general perception of the respondents is that teams perform better because 

organisations have policies encouraging and enhancing the inclusion of all team 

members irrespective of ethnic differences. This perception is consistent with 

research findings by Hong and Page (2004), which seemed to indicate that a group 

of a randomly selected team of diverse problem-solvers who complement each other 

perform better than a chosen team of most intelligent problem-solvers. However, for 

a group to reap the benefits of diversity, it has to value each member’s unique 

characteristics and contributions. Nishii (2013) found that for a group to be inclusive, 

group members are expected to make significant efforts to explore their uniqueness 

and demonstrate a strong commitment to knowledge sharing for the achievement of 

greater diverse cultural competency within the group. Studies also stress that 

creating an inclusive climate where group members form norms that encourage 

personal relationships and idea-sharing among members with diverse identities is an 

essential avenue to harnessing the benefits of diversity (Eagly 2016; Rohwerder 

2017). 

Finally, all the team variables explored above were consistently positive across all 

the inclusion-team performance dimensions. The respondents generally believe that 

the organisational inclusion policies had enhanced their performance as a team. 

Evidence from this study has proven that team inclusion could lead to enhanced 

creativity, improved quality of decisions, healthy competition among team members, 

timely task completion and harmonious professional relationship among team 

members. These findings confirm existing research evidence which tends to suggest 

benefits in diversity and inclusion at the team level.  

The discussion presented in this section has provided answers to the team 

component of the second research question. Evidence from this study has shown 

that employees believe that organisational policies and strategies promoting greater 

organisational inclusion have the potential of improving team performance. The 

employees believed that developing organisational practices which enhance and 

encourage team participation could generate enhanced group performance 

outcomes such as creativity, high-quality decision-making, healthy competition 
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among team members and timely completion of tasks. Findings from this study also 

show a positive perception concerning the ability of current inclusion policies to 

generally enhance team performance. With the above analysis, this study has 

provided answers to the second research question. 

7.4 Summary  

This chapter has discussed the findings of all three studies. The discussion has led 

to the provision of answers to the two research questions formulated at the outset of 

this study. In line with its objectives, the study has explored the D&I policies and 

strategies adopted by four TNCs with subsidiaries in Nigeria. The findings revealed 

that a variety of D&I policies have been adopted to varying degrees across the four 

TNCs. These policies include specialised diversity training, employee network and 

resource group, diversity conferences, diversity councils, mentorship and succession 

planning, community outreaches, gender-focused initiatives, and a learn-a-language 

programme. These policies were more developed and operational in OandG than 

any other subsidiary. For instance, the learn-a-language initiative helps employees to 

learn different Nigerian as well as foreign languages, thus helping in building an 

understanding of different cultures and perspectives. However, these findings were 

not consistent between the interview and documentary analysis as many of the 

initiatives found on the corporate websites of some of the organisations were not 

translated to some of the local subsidiaries. 

Although the findings suggest that organisations have embraced diversity, there 

appears to be a great deal of systemic discrimination prevailing in the participating 

organisations. As some managers reported experiencing different forms of 

discriminatory practices. One of these was reflected in the covert criteria set for 

employment into senior management positions.   

 Also, evidence from this study has revealed that inclusion policies are more effective 

at the team, supervisory and social information levels. However, employees 

participation is weak at the higher management and organisational levels. This has 

confirmed existing research findings which show that employee inclusion in decision 

making decreases as you progress up the organisational hierarchy. Extant evidence 

suggests that this practice could be counterproductive in modern organisational 

settings as contemporary management styles encourage greater employee 
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participation in decision-making and other organisational processes for enhanced 

outcomes. Arguably, participatory management practices potentially help in 

harnessing employee creativity and increase the tendency for enterprises to become 

more innovative. 

With regards to employee perception of the relationship between inclusion policies 

and performance outcomes, this study has found that strong team inclusion 

initiatives are perceived to lead to positive performance outcomes at both the 

individual and team levels. However, this positive relationship is only limited to the 

meso-level initiative as the study outcomes suggest a lack of macro-level inclusion. 

Essentially, this evidence confirms the value-in-diversity proposition. However, while 

the responses in the quantitative study generally suggest agreements, a significant 

number of employees still have contrary opinions in some of the dimensions. This 

suggests room for improvement, hence, participating TNCS  are encouraged to 

make more commitments towards creating an organisational culture where all 

individuals are valued and have the opportunity to contribute to team processes for 

better team performance.  

The next chapter will present the concluding section of this study. It will involve a 

synthesis of all the findings, the implications of findings, recommendations, 

limitations of the study and suggestion for further work. 
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8 Conclusion  

8.1 Introduction 

This study investigated D&I policies and strategies in four TNCs operating in Nigeria. 

It was necessitated by the lack of research studies on D&I from the Nigerian 

perspective, as well as the weak regulatory and institutional frameworks governing 

the management of diversity amid a high level of prevailing ethnic, religious and 

cultural differences. The available legislative framework, the Federal Character 

Principle administered by the Federal Character Commission (FCC) has been 

ineffectively implemented and inadequate in catering for the nation’s diversity. 

However, the framework only covers public institutions, leaving the private 

corporations with the liberty to manage workforce diversity in whatever manner they 

deem appropriate (Adeleye et al. 2014). Currently, very few studies have attempted 

to investigate D&I policies and practices among private sector organisations. Hence, 

the field of formal diversity management is still at its nascent stage in Nigeria. Not 

much is known about the policies, strategies and practices of D&I, indigenous 

employee perception and the implication of such policies to performance among 

private corporations in Nigeria in general and the TNCs in particular.  The reason for 

this study focusing on the TNCS is due to the high level of development of diversity 

management in developed economies. As such, the expectation is that global D&I 

policies are transferred and adapted to local subsidiaries.  

Given the above, this study sought to answer two research questions: 

1. What are the organisational policies and strategies that enhance diversity and 

the inclusion of ethnic minority employees in TNCs?  

2. How do D&I policies and strategies impact the performance of individuals and 

groups within the organisation?  

In order to provide answers to the research questions stated above, the study set out 

to: 

1. Explore the D&I policies and strategies adopted by selected TNCs with 

subsidiaries in Nigeria. 
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2.  Describe ethnic minority employee perception of D&I policies and the effects 

these policies have on performance at the individual and team levels. 

Given the contextual background and the nature of the research questions stated 

above, the study adopted the exploratory mixed methodological approach which 

enabled the researcher to gather and analyse data through both the qualitative and 

quantitative methods.  

This chapter seeks to synthesise findings from the three data collection methods and 

demonstrate how the study outcomes have helped in answering the research 

questions. It also seeks to highlight the contributions of the study, implications of the 

research outcomes, recommendations of the study, limitations of the study and make 

suggestions for further work. 

8.2 Empirical findings 

The preceding chapters presented a discussion of the findings from the three studies 

- the interview, survey and documentary analysis. This section synthesises these 

findings in line with the research questions and objectives; and attempts to explain 

the findings in line with the theoretical underpinning of the study. Table 8.1 presents 

a fusion of the research outcomes from the three studies. 
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Table 8.1: Fusion of findings 

Theme/Finding Interview Document 
analysis 

Survey 

Diversity benefit ✓ ✓ ✓ 

Diversity as a core value -- ✓ -- 

Diversity initiatives ✓ ✓ ✓ 

Fairness ✓ ✓ ✓ 

Benefits derivable from diversity ✓ ✓ ✓ 

Assessment of diversity initiatives ✓ ✓ ✓ 

Ethnic discrimination (personal 
experience) 

✓ ✓ ✓ 

Stance against discrimination ✓ ✓ ✓ 

Inclusion/participation at the 
workgroup level  

-- ✓ ✓ 

Inclusion in information networks ✓ ✓ ✓ 

Inclusion/participation at the 
organisational level  

✓ ✓ ✓ 

Inclusion/participation at the 
supervisory level 

✓ -- ✓ 

Inclusion/participation in social 
information network  

✓ -- ✓ 

Inclusion/participation in decision 
making 

✓ -- ✓ 

Access to vital information ✓ -- ✓ 

D&I initiatives ✓ ✓ ✓ 

Personal diversity value  ✓ -- ✓ 

Personal comfort with diversity 
factors  

✓ -- ✓ 

Inclusion and individual 
performance 

✓ ✓ ✓ 

Inclusion and team performance ✓ ✓ ✓ 

 

Suffice to mention that Table 8.1 indicates all the significant findings including major 

and minor themes, and all the mentions and references relating to the themes 

discussed in the three studies.   

Figure 8.1 represents the research framework. It shows the dynamics involved when 

the two layers of diversity identified in this study interact with the diversity 

management frameworks to produce a climate of inclusion for ethnic minorities in the 

selected organisations. The broken arrows in the structure represent the situation 

where there were no initiatives in the subsidiary (as in the case of FMCG2), or a lack 

of positive interaction between the components linked by the arrow. Broken arrows 

represented the case of no initiatives because it was unexpected given that some 

diversity policies emerged in the documentary analysis. Also represented by the 
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broken arrows is the lack of inclusion of junior employee at the management levels, 

even in subsidiaries with identified policies. The climate of inclusion or lack of 

inclusion in organisations can either produce positive or negative employee 

outcomes. In this study, however, employees reported that inclusion at the team 

level led to positive individual and team outcome, while exclusion from the 

organisational level did not lead to positive performance outcomes. Below is a 

detailed analysis of the findings in line with the research questions. 

 

Figure 8.1: A research framework 

Regarding the first research question, this study has found mixed results on D&I 

policy initiatives operational in the explored TNCs. While one organisation was able 

to identify a list of policy initiatives put in place to enhance the practices of D&I, 

particularly in the local subsidiary, two subsidiaries were only sparsely able to 

provide a list of their programmes. However, the last organisation reported that D&I 

initiatives were not concretely spelt out at the subsidiary level; nevertheless, the 

respondent was able to highlight some strategies adopted by the human resource 
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unit to foster employee engagement and inclusion (such as participating in sporting 

activities).  

Notwithstanding, several policy initiatives were found in the other three subsidiaries. 

These initiatives include gender D&I, diversity training, diversity conferences, 

employee network groups, diversity day celebrations, expatriation, staff engagement 

initiatives, mentorship programmes, targeted diversity employment, diversity 

councils, leadership diversity, gender equality in pay, learn-a-language initiative and 

community outreaches. These programmes were all available at least, in one of the 

three  Nigerian subsidiaries investigated. However, variations existed in the extent to 

which each subsidiary was committed to embracing diversity. Thus, the first research 

question, which sought to examine the D&I policies in TNCs in Nigeria, has been 

answered. 

Further, only one organisation has been found to perform a periodic review to assess 

the effectiveness or otherwise of policies to fine-tune them or prune those found to 

be ineffective. The organisation has been found to set periodic D&I targets at the 

individual, departmental and corporate levels. The performance of the multilevel 

diversity goals are also assessed at the end of the period (usually yearly), and those 

individuals and units who meet the set goals are awarded yearly during diversity day 

celebrations. This practice aims at encouraging individual employees and 

departments to take ownership of diversity to help enshrine a culture of D&I across 

the entire workplace. 

Interestingly, evidence reveals inconsistencies between what organisations say they 

would do (as contained in policy documents and global websites and the policies) 

and the policy initiatives that were found to be in operation at the Nigerian 

subsidiaries. Care was taken to consider only those initiatives that were legally 

applicable in the Nigerian subsidiaries. Hence, policies such as those relating to the 

inclusion of the LGBTI were left out in the analysis as these are illegal in the Nigerian 

context. Despite isolating non-applicable policies, the study found substantial 

inconsistencies between the initiatives that emerged from the documentary analysis 

and those from interview data. These inconsistencies were found to be prevalent in 

three out of the four TNCs explored. This calls for more attention to be paid to the 

extent to which organisations operationalise stated D&I policies, especially at the 
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subsidiary level. Paying attention to policy implementation at the subsidiary level is 

critical, as in some cases, even human resource managers were not able to identify 

any diversity policy operational at the local subsidiary. This finding is interesting as 

no study known to the researcher has been found to explore the consistency with 

which D&I policies are implemented across headquarters and subsidiaries of TNCs. 

To demonstrate a commitment to D&I, the participating organisations attempted to 

incorporate statements that reflect organisational stance and the value they attribute 

to diversity. Organisations have also been found to try to create an environment that 

enhanced the inclusion of people from varied backgrounds and characteristics. All 

the selected organisations were found to mainly approach diversity from the moral 

and business perspective except for one, which also adopted the legal dimension as 

well. Furthermore, they have included D&I in their statements of core values and 

highlighted the different approaches and programmes through which D&I are to be 

operationalised throughout their business. The statements generally express 

willingness to be fair in dealing with employees irrespective of identities and to be 

just in all processes, procedures and interactions with all categories of workers. 

In light of the scarcity of literature on D&I in Nigeria, this study has provided a 

standpoint for contextualising diversity in TNCs subsidiaries in Nigeria. It has found 

the presence of some D&I policy initiatives in four firms at varying proportions. While 

the oil and gas company has fully established policies, strategies and practices of 

diversity in the Nigerian subsidiary, the healthcare company has not managed to 

effectively transfer its global diversity initiatives to the local subsidiary, hence, the 

most prominent diversity programmes were related to gender inclusion at all levels of 

the organisational hierarchy. The two FMCG companies also showed varying levels 

of diversity commitment. While FMCG1 had moderate diversity awareness 

programmes in place, the use of specific initiatives was concrete compared to the oil 

and gas company, hence the two managers interviewed were only able to provide a 

sparse list of initiatives. FMCG2 ranks last in the order as the manager interviewed 

reported that D&I initiatives at the subsidiary were not well established. The manager 

was, however, able to highlight some of the programmes the subsidiary adopted to 

foster employee engagement. Suffice to mention that not much was found in the 

documentary analysis in terms of specific diversity initiatives from FMCG2. 
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Concerning organisational fairness, interviewees generally described corporate 

processes as just. According to the managers, firms integrated the principle of justice 

into all human resource activities ranging from recruitment to placement, promotion, 

training and development, assignment of tasks, and disengagement of employees. 

Fairness is closely related to organisational justice, which involves the extent to 

which employees perceive organisational processes and decisions to be fair to all 

(Baldwin 2006). Three forms of organisational justice have been described: 

procedural, distributive, and interactional justice. Employee perception of these three 

forms of justice is essential to the management of diversity as it impacts a variety of 

employee work outcomes including physical wellbeing (Fujishiro and Heaney 2009), 

sense of inclusion and job strain (Elovainio et al. 2001) and attitudes (Yean 2016). 

Thus, to ensure that employees perform positively, management needs to ensure 

that the principles of fairness permeate all organisational processes. Managers and 

junior employees alike have reported the application of justice and equity in dealing 

with employees regardless of their ethnic group, particularly in issues that concern 

the junior employees. Contrarily, this principle does not seem to be applied at the 

senior management level, where the expatriate-local employee diversity is more 

visible, leading to the perception of discrimination among top management staff.    

Indigenous managers reported experiences of discrimination and perceived unfair 

treatment compared to their expatriate counterparts. Unfortunately, discrimination 

appeared to be systemic in some of the TNCs. One of the ways it manifested was 

through the setting of stringent (unwritten) criteria for employment into managerial 

positions at the subsidiaries. A manager reported a preference for candidates with 

foreign academic qualifications or degrees. Foreign degrees especially those from 

Ivy league universities are known to be expensive and unaffordable to an average 

person from Nigeria. These kinds of qualifications are usually held by individuals 

from developed countries where most of the best ranking universities in the world are 

located. Hence, preferences for such qualifications technically excludes the average 

indigenous candidate from consideration for employment or promotion into higher 

management positions. Consequently, the manager who expressed this view 

reported being challenged to seek a higher qualification from a western university. 

This kind of situation is particularly noticeable in organisations with full manufacturing 

operations in Nigeria. A probable justification for expatriate domination of subsidiary 
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operation is found in the literature, as Bolino (2007) and Dumont and Lemaître 

(2005a) argued, TNCs send expatriates to overseas subsidiaries partly to transfer 

skills, knowledge, managerial and technical know-how. Some of the managers 

believed that expatriates and other non-Nigerian employees had access to better 

opportunities and treatments than their local counterparts. This finding has a 

damaging effect on organisational success as previous research findings suggest 

that when this occurs, it may create a perception among local employees that 

expatriates dominate top management positions to the detriment of local employee 

career progression prospects. Expatriation practices may create ‘glass ceilings’, 

which may hinder local employees’ chances of attaining their potential, resulting in 

lower performance and possibly high turnover rates (Syed et al. 2014). As 

expatriates dominate top management, organisational power and control authority 

predominantly reside with them, thus creating a situation of imbalance between them 

and the locals. The finding is also consistent with the argument advanced by Okeja 

(2017) that one of the moral challenges of expatriation to developing countries 

hinged on the discretionary and unequal distribution of power amongst employees. 

Going by the above findings, this study concludes that some of the participating 

TNCs systemically disqualify ethnic minority employees from attaining top 

organisational positions through stringent and hard-to-meet criteria for career 

advancement and employment into senior leadership positions. Thus, they 

technically limit the career development potentials of disadvantaged employees 

while paying lip service to equity and equal opportunity policies. 

Concerning employee perception of the effects of diversity on individual 

performance, the study found that employees believed D&I policies have led to 

improved individual performance. Group level inclusion factors such as the 

opportunity to share ideas with other team members, access to information and 

participation in group meetings were used to explore the perceived effects of 

inclusion on group performance. These team level inclusion factors yielded a positive 

perceptual relationship with specific performance measures such as improved quality 

of work, timely completion of tasks, and the ability to solve complex problems 

respectively. Similarly, factors relating to organisational level inclusion yielded mixed 

results. For instance, the availability of a career progression path was predominantly 

negatively perceived to lead to long organisational tenure, while a sense of 
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belonging to the organisation was perceived to enhance organisational commitment. 

However, participation in meetings with management was not seen to enhance the 

ability to solve complex problems. The reason for the negative relationship was 

either due to employees not being allowed to participate in meetings with 

management as the inclusion of junior employees at the higher management level 

was not found.  

In terms of inclusion-performance relationship at the team level, inclusion factors 

such as group contribution, valuing group members, and active participation in 

groups were perceived to enhance performance outcomes such as team creativity, 

quality of decision making and timely task completion. Hence, team inclusion was 

generally perceived to improve group outcomes, and this is consistent with previous 

findings such as  Nishii (2013), Eagly (2016) and Rohwerder (2017). 

This study concludes that managers and other employees generally perceived D&I 

as having positive performance implications for organisations both at the individual 

and team levels. Despite these perceptions, some of the establishments explored 

were yet to put in place adequate policies to ensure that they take full advantage of 

this positive relationship. The reason for the conclusion is due to the finding that 

suggests a low level of junior employee inclusion at the organisational and higher 

management level. When employee inclusion is only available at the team level, an 

organisation denies itself the opportunity to derive the full benefits of diversity. With 

these findings, this study has answered the second research question as earlier 

stated. 

Although this research is not theory-driven, its outcome can have possible theoretical 

explanations in line with the social identity and categorisation theory as identified in 

the literature review (Chapter 2), to further an understanding of the dynamic 

interaction between the layers of diversity in TNCs operating in a pluralistic society 

such as Nigeria. The theory primarily assumes that individuals have the desire to 

maximise their self-esteem by socially comparing themselves with others (Pitts and 

Jarry 2005). This process involves individuals grouping people into social categories 

based on age, gender, ethnicity, religion and socioeconomic status. This is done in 

such a way that irrespective of the criteria for group identification, people long to be 

identified as members of social groups, and when this happens, they tend to be 
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benevolent towards members of their group (in-group) over members of other groups 

(the out-group) (Oerlemans et al. 2008). This theory is particularly relevant to this 

study, as it deals with ethnic identities. Further, ethnic identity has been recognised 

as a surface-level diversity characteristic (Harrison et al. 2002) in which people can 

identify themselves with others who share similar cultural backgrounds and thereby 

create a sense of belonging to the groups. Social identification creates a tendency to 

treat people from one’s ethnic group more favourably than people from other ethnic 

identities (Oerlemans et al. 2008).  

In line with the social identity and categorisation theory, indigenous workers tend to 

categorise themselves into an in-group and make comparisons between their 

workplace experiences and treatments with those of expatriates. On the other hand, 

the expatriates, who mostly hold top management positions, make similar 

categorisations by seeing the local employees as the out-group members. Such 

classifications could lead to a situation where senior managers tend to unconsciously 

discriminate against members of the out-group and act in favour of the in-group 

members. Consistent with this theoretical explanation, local employees have 

reported experiences of discrimination in the workplace. The opinions expressed by 

some local managers suggest that expatriates experience preferential treatments; 

are listened to, have access to better opportunities and information than their local 

counterparts. These opinions may result in the perception that foreign nationals 

working in the local subsidiary have better career prospects than indigenous 

workers. 

Recall the interplay of two layers of ethnic diversity which interact to produce a 

complex diversity structure prevailing in the selected TNCs as identified in Chapter 1. 

The prevalence of the layers makes the task of managing ethnic diversity more 

cumbersome as global D&I strategies are required to be adjusted to suit local 

cultural and international demands. Findings from this study, therefore, fit into the 

two layers of diversity as the team or group level findings correspond to the second 

(local) diversity layer, which involves local ethnic diversity. At this level, the study 

found a high level of ethnic minority inclusion in team processes. Junior employees 

are typically involved at the group level. However, the participation of junior 

employees was found to be low at the management level. The theoretical 
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explanation offered above further confirms the low level of junior employee inclusion 

in top management related activities. 

8.3 Study contributions  

This section highlights the contributions this study has made to three areas, the 

literature, practice of diversity management and government policy. This study 

represents one of the first empirical investigations on D&I in Nigerian subsidiaries of 

TNCs and as such, made some contributions in the following areas: 

8.3.1 Contribution to literature 

This study has contributed to the scarce literature on D&I from a pluralistic 

developing country context. Given that diversity management is under-researched, 

and considering the poor attention accorded to the subject by academics, regulators 

and practitioners, the study outcomes will help in stimulating discussions about the 

subject area. In addition to bridging the gap in literature from the Nigerian context, 

the study can serve as a reference point for other pluralistic countries around the 

world, which are likely to experience the occurrence of more than one layer of 

diversity as identified here. It can also be used as contextual literature for developing 

economies with weak regulatory and institutional frameworks guiding the 

operationalisation of D&I policies among public and private institutions. It offers a rich 

source of empirical data from which future researchers and diversity practitioners 

can draw to further the discussion on diversity from the developing world and African 

perspective. This study has provided valuable insights into the policies and practices 

of diversity.   

This study has also revealed the two layers of ethnic diversity (see Chapter 1) 

embedded in TNCs operating in Nigeria. The identification of the layers of diversity is 

critical to workforce diversity and make the task of its management in TNCs more 

complicated.  Hence the layers of diversity need to be considered when developing 

and implementing global diversity initiatives. It, therefore, calls for more attention 

from researchers and practitioners. 

Considering that the Nigerian society is yet to fully understand its diversity, which is 

reflective of the frequent ethnoreligious crises witnessed in the country, this study 

adds to the already existing literature of Nigeria’s ethnic diversity and draws the 
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attention of relevant policymakers and regulatory authority to the significance of 

enacting a sustainable diversity management framework. 

8.3.2 Contribution to policy 

One policy framework enacted by the Nigerian government to correct the injustice 

and inequality inherent in appointments and promotions in the public sector is the 

Federal character framework. Researchers and public sector practitioners have been 

quick to note its inadequacy as reflected in the continued imbalance and 

discrimination characterising human resources activities in the public sector 

(Mustapha 2007). Similarly, a review by Adeleye et al. (2014) together with empirical 

evidence from this study has demonstrated the lack of a holistic legal and regulatory 

framework overseeing the management of diversity among private sector 

organisations, as evidenced by reports of discrimination against local managers. The 

theoretical underpinning of the findings suggests a negative diversity outcome 

occasioned by the diversity layers in TNCs. For TNCs to forestall the occurrence of a 

possible backlash in diversity performance, there is a need for a more holistic policy 

framework backed up by strong legal provisions for the management of all forms of 

diversity across both public and private sector organisations. Also, given the poor 

state of awareness of workplace D&I among corporate organisations in Nigeria, 

particularly the indigenous organisations such as Nigerian banks and insurance 

companies, findings from this study can be useful for the formulation and 

implementation of D&I policies. This study will also serve to create awareness of D&I 

initiatives, and the impact of such programmes on organisational success. 

Further, this study has revealed D&I policies among selected TNCs in Nigeria. These 

outcomes can potentially guide government regulatory authorities in the formulation 

of policies and guidelines governing the management of the two layers of diversity. 

Also, the identification of the diversity layers can be deployed in the policy drafting 

process to aid the understanding of the intricacies inherent in ethnic diversity in 

pluralistic Nigeria. The data generated in this study is from both local managers and 

junior employee perspectives; corporate organisations can use the outcomes of this 

study to assess current diversity policies and practices with the view to finding the 

strategies that work best for them. 
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This study highlights Nigeria’s ethnic diversity and draws the attention of relevant 

policymakers and regulatory authority to the significance of enacting a sustainable 

diversity management framework. Such a framework would hopefully help in 

reducing ethnoreligious crises and create a peaceful and harmonious co-existence 

between the different ethnic groups. By extension, with proper management of 

corporate human diversity, the workers tend to be happier, which will reflect in 

society at large. 

8.3.3 Contribution to practice 

This study has made major contributions to the practice of D&I management by 

highlighting various initiatives and strategies used by organisations to promote the 

management of differences within groups of employees. It has provided a link 

between various D&I dimensions on performance variables. This relationship can be 

used by diversity experts to design and refine current practices to enhance positive 

group outcomes.  

Findings from this study indicated a lack of inclusion of junior employees in the 

senior management decision-making process. However, evidence suggests that 

effective contemporary management practices tend towards being more 

participatory, thus generating rich perspectives through pooling the opinions of both 

senior and junior employees for better organisational decision outcomes. 

Management practitioners can therefore adopt this line of action to enhance 

business performance.  

The application of stringent covert criteria for employment has been found to have 

negative impacts on groups systemically excluded. This study, therefore, contributes 

to the practice of human resource management by demonstrating the negative 

impact of covert discrimination and calls for transparency and fairness in the setting 

of both written and unwritten conditions and specifications of job roles.    

8.4 Recommendations 

This study has found strong commitments to D&I as demonstrated by the 

organisations in the documentary analysis, however, there appeared to be a lack of 

awareness about diversity, particularly at the subsidiary level. The manager from one 

of the companies was not aware of the current status of organisational initiatives 

despite being one of the human resource managers. This study recommends that 
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management of participating TNCs dedicate more resources and efforts towards 

creating awareness about the current state of diversity initiatives as constant 

reminders may help build more diversity consciousness and instil a culture of 

inclusion in the workplace. 

Secondly, if D&I is genuinely part of the corporate culture as conveyed in the 

statements of core values, it becomes part of organisational identity and reputation 

globally. It is therefore recommended that they transfer this identity to all its 

subsidiary operations and adapt diversity policies to local cultural and legal 

demands. This practice will help in creating a culture of D&I even in local 

subsidiaries where diversity management is relatively unknown such as in Nigeria. 

Suffice to mention here that currently, no Nigerian University has undertaken a 

certification programme in diversity management at any level. This study 

recommends that organisations practise what they preach by making concerted 

efforts to instil the practice of diversity across all subsidiaries to enhance competitive 

advantage and success. Successful policy transfer could also ensure that company 

policies and corporate culture are synchronised and consistent across the globe. A 

uniform and consistent global corporate diversity policy could enable the creation of 

corporate identity and set firms apart from others in their industry. It will also improve 

the perception of the image of the organisation among its stakeholder as one which 

is sincere and committed to fair and ethical business practices across all locations. 

Thirdly, since employee inclusion in decision-making was found to be available only 

at the group and supervisory levels, this study recommends that management 

makes conscious efforts to involve junior employees in organisational management 

decision-making to help achieve the full benefit of ethnic diversity. 

Fourthly, This study found that only the Oil and Gas Company has a tool for 

monitoring and evaluating the effectiveness of diversity policies. Hence, it is 

recommended that organisations make use of a systematic tool like the diversity 

metrics and the diversity scorecard (Hubbard 2004) for effective monitoring of the 

performance of diversity initiatives. Such a tool will enable organisations to adjust the 

diversity initiatives periodically and align strategies to overall corporate projections. 

Finally, to avoid possible backlash resulting from negative employee perceptions, it 

is recommended that management of the affected organisations take steps to ensure 
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that systems are put in place to address the likely occurrences of unfair treatments. 

Such actions could be in the form of a framework that enables grievance reporting 

beyond the level of the local subsidiary in a feedback system that guarantees the 

confidentiality and anonymity of the reporter. It is also recommended that the 

management devises a means to ensure equal treatment of all employees on 

career-related issues and that everyone’s suggestions and recommendations are 

given attention irrespective of position and ethnicity. 

8.5 Study limitations 

This study initially set out to investigate the policies and strategies of D&I in TNCs 

operating in Nigeria using the mixed methodological case study approach. However, 

due to the difficulties experienced by the researcher in obtaining the approval of the 

selected organisations, where the study was initially proposed to be conducted (see 

Chapter 3, section 3.8). These difficulties together with other limitation such as time, 

financial resources and some methodological considerations have imposed the 

following limitations to this study.  

First, the study analysed the personal experiences of the managers interviewed. 

Although this was not included in the interview guide, the semi-structured interview 

allows the researcher to pursue leads during the interview. Instead of the 

phenomenological approach, which is a more appropriate method for the study of 

experience from the first-person perspective (Smith 2003), data relating to the 

personal experiences of interviewees were thematically analysed. As this is a mixed-

methods study, a combination of phenomenology, thematic analysis and some forms 

of quantitative approach would have been beyond the scope of this study. 

Notwithstanding this limitation, the thematic analysis method still provides a robust 

framework for the analysis of interview data.  

Second, the challenges during the fieldwork mandated the following methodological 

changes: the convenience sampling approach was used to select subjects for the 

survey as opposed to the random sampling approach, the sample sizes used for the 

interview and the survey was rather small and has limited the ability of the study to 

make generalisations.   

Third, the views used in this study were from the perspective of home country 

managers only. It would have been more instructive to use a different perspective - 



281 
 

the expatriate’s viewpoint. The expatriates are at the centre of the study, and they 

interact with local employees, managers and other stakeholders. Their views could 

have shed more light on diversity management policies, which could have been 

balanced against those of the indigenous managers’ to form a more rounded view.   

The final limitation relates to the researcher’s ethnicity, which has put him in the 

middle of research on ethnic diversity while belonging to the “minoritised” group as 

defined in this study. Given the background of the researcher as a Nigerian of Black 

African origin, there is a likelihood of bias in the process of data collection and 

analysis particularly in the interview as the researcher’s perception and past 

experiences may interfere with his judgements. However, the researcher has taken 

steps not to fully immerse himself in the process and try to remain as neutral and 

objective as possible throughout the study. 

Notwithstanding the above limitations and considering the lack of awareness and 

dearth in research on the subject matter from the context of Nigeria, this study 

provides a rich source of information on the subject matter. The study could also 

serve as a starting point that could ignite the interest of other researchers and 

practitioners in the fields of diversity. 

8.6 Suggestions for further work 

As mentioned earlier, the field of diversity management is only emerging in Nigeria. 

Most of the empirical studies of D&I were carried out in the developed world, leaving 

a significant gap in empirical studies. Therefore, future researchers could build on 

the following aspects of this study: 

Variations were found in the level of commitment to diversity by three out of the four 

sampled TNCs. Future researchers may wish to explore a comparative analysis of 

diversity management practices between TNCs from different home countries, for 

example, a United States-based TNC and a Japanese TNC operating in Nigeria. 

Such a study could help unravel differences in commitment to enshrining the culture 

of diversity among TNCs from different cultural origins. 

Similarly, findings from this study suggest inconsistencies between policies 

highlighted in the documents and initiatives operational in the subsidiaries. More 
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studies are therefore needed to unravel the possible causes of these inconsistencies 

to align stated diversity initiatives with those in practice. 

This study has only explored D&I from the perspectives of the host country or local 

employees. Thus the views on diversity used in this study could be considered 

lopsided and possibly biased. Future studies may consider balancing the 

perspectives of both the indigenous and expatriate managers to produce a more 

grounded analysis of D&I initiatives implemented among Nigerian subsidiaries.  

Finally, this study has found effective inclusion in information networks across all 

levels in the organisations. While available evidence suggests an affirmative link 

between effective communications and group outcomes, it is beyond the scope of 

the study to either confirm or contradict this evidence. Hence more research is 

needed to either confirm or refute the claim. 

8.7 Summary 

D&I management is at its nascent stage in both the public and private sectors in 

Nigeria. Evidence shows that the only available effort (the Federal Character 

Principles) at addressing diversity issues is lopsided and proven ineffective over the 

years, which has left organisations with the freedom to decide on how to manage 

sensitive issues relating to workforce diversity. This study has found that ethnic 

diversity issues in Nigeria are more complicated than in other developed countries as 

there exist two layers of ethnic diversity begging for attention amid poor regulatory 

backings.  

Outcomes from this study reveal that TNCs implement diversity initiative to varying 

degrees. While some have well-established policies, others have only a few and 

have nothing at all in terms of formal diversity policies. Ethnic minority inclusion was 

found at the team and supervisory levels but absent at the higher management and 

organisational levels. Participants reported a lack of invitation to participate in 

meetings with management higher than immediate supervisors. Further, this study 

has also found varying degrees of ethnic minority inclusion. While one of the 

participating organisations has no expatriates in the organisation, others have 

between 40 – 60 per cent expatriates at the top management level.  
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This study also found the existence of discrimination and exclusion of ethnic minority 

employees from some critical organisational processes. This was not only found 

among junior employees but top indigenous managers. The senior indigenous 

managers felt that their foreign or expatriate counterparts had some undue 

advantages over them. Finally, findings from this study have shown that some TNCs 

have failed to fully transfer and adapt global diversity policies to their Nigerian 

subsidiaries, leading to a perception of discrimination among local employees.  

8.8 Bringing it to a close 

Colleagues and acquaintances with insights into the challenges of conducting a 

study of this nature have often posed the question about the choice of organisations 

and even the sensitivity of the subject area in the context of Nigeria. This is because 

it has almost become common knowledge that many large organisations take 

advantage of the weak regulatory framework in the country to impose foreign staff on 

subsidiaries. Although the TNCs have provided justifications ranging from the quest 

to ensure alignment of objectives with global operations and the need for effective 

management of business activities across all geographies. These objectives are not 

to be pursued at the detriment of the locals who tend to compare themselves with 

their foreign counterparts in terms of access to power and privileges. TNCs should 

therefore realise that treating people differently poses a fundamental problem not 

only to the organisations as a result of the low morale and loss of productivity but 

also to the individuals affected, as local employees have the right to be treated fairly 

and valued equally irrespective of their ethnic backgrounds.  

It is on this note that the researcher brings this study to a close with the words of 

Maya Angelou: 

We all should know that diversity makes for a reach tapestry, and we must 

understand that all the threads of the tapestry are equal in value no matter 

what their colour. 
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Appendix 1: Dissemination of research 
 

Peer Review Publications 

Utam, K. U., Archibong, U., Walton, S., and Eshareturi, C. (2020) Exploring diversity management in 

 transnational corporations through the lens of migration and expatriation. Journal of Social 

 Change, 12, 71–86. https://scholarworks.waldenu.edu/jsc/vol12/iss1/6/ 

 

Conference presentations 

Migration: creating an additional layer of ethnic diversity in a pluralistic society – 

Journal article submitted to the Journal of Social Change: Poster presented at the 

Making Diversity Intervention Count Conference, University of Bradford, June 26th 

2018.  

  

https://scholarworks.waldenu.edu/jsc/vol12/iss1/6/
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Appendix 2: Ethics approval 
Approval: Ethics Application E632 
 
You forwarded this message on Thu 25/01/2018 05:18 

Ethics 
Wed 04/10/2017 01:03 

• Utam Utam; 

• Udy Archibong 

 

Dear Utam & Udy 
  
Ethics Application: E632 
Title: Ethnic Minority Inclusion: A means to achieving greater employee 
performance (A study of selected transnational health companies in Nigeria) 
  
Your ethics submission and documents have now been reviewed by the Independent 
Reviewers of the Research Ethics Panel, who would like to pass on positive 
feedback that they thought the researcher's approach to addressing requirements 
and recommendations was effective & thorough. 
  
I am pleased to inform you that the Chair has confirmed approval of this study with 
the following condition: 
  

         The point about participants must be given an opportunity to withdraw after data 
collection i.e. after the focus group has finished. Please re-address this with a time 
limit following the focus groups. 
  
NOTE that this approval is for this study only. 
  
Should there be any changes to this study, you must inform ethics@bradford.ac.uk. 
  
Once your changes have been reviewed and you have approval to proceed, only 
then can you recommence the study. 
  
Failure to do so will render your original approval invalid and withdrawn. 
  
Please add a sentence onto any material you share with participants confirming that 
ethics approval has been granted by the Chair of the Humanities, Social & Health 
Sciences Research Ethics at the University of Bradford on 04/10/17. 
  
Regards 
Jagruti 
______________________________________________________________ 

Jagruti Lad 

Research Performance Administrator 
Research & Knowledge Transfer Support 
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Appendix 3: Critical assessment 
S/N Are there 

clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Is the 
qualitative 
approach 
appropriate 
to answer 
the research 
question? 

Are the 
qualitative data 
collection 
methods 
adequate to 
address the 
research 
question? 

Are the 
findings 
adequately 
derived from 
the data? 

Is the 
interpretatio
n of results 
sufficiently 
substantiate
d by data? 

Is there 
coherence 
between 
qualitative data 
sources, 
collection, 
analysis and 
interpretation? 

Sum of 
Yeses 

1 Y Y Y Y Y Y C 6/7 

2 Y Y Y Y Y Y C 6/7 

3 Y Y Y Y Y Y Y 7/7 

4 Y Y Y Y Y C Y 6/7 

5 Y Y Y Y Y Y Y 7/7 

6 Y Y Y Y Y Y Y 7/7 

7 Y Y Y Y Y Y C 6/7 

8 Y C Y Y Y Y C 5/7 

9 Y Y y Y Y Y Y 7/7 

10 Y Y C Y Y Y C 5/7 

11 Y Y Y Y Y C C 5/7 

12 Y Y Y Y Y Y Y 7/7 

13 Y Y Y Y C C C 4/7 

14 Y Y Y Y Y C C 5/7 

S/N Are there 
clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Are the 
participants 
representativ
e of the 
target 
population? 

Are 
measurements 
appropriate 
regarding both 
the outcome 
and 
intervention (or 
exposure)? 

Are there 
complete 
outcome 
data? 

Are the 
confounders 
accounted 
for in the 
design and 
analysis? 

During the 
study period, is 
the 
intervention 
administered 
(or exposure 
occurred) as 
intended? 

Sum of 
Yeses 

15 Y Y Y Y Y Y C 6/7 

16 Y Y Y Y Y C N 5/7 

17 Y Y Y Y Y C N 5/7 

18 Y Y Y Y Y N N 5/7 

19 Y Y Y Y Y Y N 6/7 

20 Y Y Y Y Y C N 5/7 

21 Y Y Y Y Y C N 5/7 

22 Y Y Y Y Y C N 5/7 

23 Y Y Y Y Y C N 5/7 

24 Y Y Y Y C C N 4/7 

25 Y Y Y Y Y N N 5/7 

26 Y Y Y C C C N 3/7 

27 Y Y Y Y C C N 4/7 

28 Y Y Y Y Y Y N 6/7 

29 Y Y Y Y C Y N 5/7 

S/N Are there 
clear 
research 
questions? 

Do the 
collected 
data allow to 
address the 
research 
questions? 

Is there an 
adequate 
rationale for 
using a 
mixed-
method 
design to 
address the 
research 
question? 

Are the 
different 
components of 
the study 
effectively 
integrated to 
answer the 
research 
question? 

Are the 
outputs of 
the 
integration 
of qualitative 
and 
quantitative 
components 
adequately 
interpreted? 

Are 
divergences 
and 
inconsistenci
es between 
quantitative 
and 
qualitative 
results 
adequately 
addressed? 

Do the different 
components of 
the study 
adhere to the 
quality criteria 
of each 
tradition of the 
methods 
involved? 

Sum of 
Yeses 

30 Y Y C Y Y C N 4/7 

31 Y Y Y Y Y C Y 6/7 
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Appendix 4: Diversity and inclusion climate 

survey 
 

Diversity and inclusion climate survey 

Part A: Personal Information 

Instruction: Please provide your personal details below, provide your answers on the dotted 

lines; or mark ✓ or  in the boxes provided to indicate your preferred option as appropriate. 

1. Name of the organisation you work for: ………………………………………………………………………………… 

2. Job title: …………………………………………………………………………………………………………………………………. 

3. Department/Unit: ………………………………………………………………………………………………………………….. 

4. Gender:   Male   ❑     Female   ❑ 

5. Length of time you have work with this organisation:  1-3 years  ❑ 4-6 years ❑  7-9 years ❑ 

 10-13 years  ❑  14-16 years  ❑  16 years and above  ❑     

6. Nature of Employment:  Expatriate  ❑  Non-Expatriate  ❑ 

7. Nationality:  Nigerian  ❑   others ❑  Please indicate …………………………………………..……………….. 

8. If Nigerian, please indicate your state of origin and ethnic group: …………………….……….……….…. 

……………………………..…………………………………………………………………………………………………………………. 

 

Part B: The Mor Barak Inclusion-Exclusion (MBIE) Scale 

Please mark ✓ or  in the spaces provided to indicate your answers. 

Scale Items 

1 2 3 4 5 6 

Strongly 

Disagree 

Moderately 

Disagree 

Slightly 

Disagree 

Slightly 

Agree 

Moderately 

Agree 

Strongly Agree 

 

1. I have influence in the decisions taken by my  

workgroup regardless of our tasks ……………………………….…………………..... □1 □2 □3 □4 □5 □6 

2. My co-workers openly share work-related  

information with me ………………………………………………………………………….. □1 □2 □3 □4 □5 □6 

3. I am typically involved and invited to actively participate in 

work-related activities of my workgroup …………………………………………… □1 □2 □3 □4 □5 □6 

4. I am able to influence decisions that  

affect my organisation ……………………………………………………..……………….. □1 □2 □3 □4 □5 □6 
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5. I am usually among the last to know about important  

changes in my organisation (R) .. …………………………..……………………………□1 □2 □3 □4 □5 □6 

6. I am usually invited to important meetings 

 in my organisation……………………………………………………..……………………… □1 □2 □3 □4 □5 □6 

7. My supervisor often asks for my opinion before  

making important decisions………………………………………………..……………… □1 □2 □3 □4 □5 □6 

8. My supervisor does not share information  

with me (R)…………………………………………………………………………..……………. □1 □2 □3 □4 □5 □6 

9. I am invited to actively participate in review and  

evaluation meetings with my supervisor……………………………………..…….. □1 □2 □3 □4 □5 □6 

10. I am often invited to contribute my opinion in meetings with management  

higher than my  immediate supervisor……………………………..………………… □1 □2 □3 □4 □5 □6 

11. I frequently receive communications from management higher than my  

immediate supervisor (i.e., memos, e-mails)……………………..………………. □1 □2 □3 □4 □5 □6 

12. I am often invited to participate in meetings with management 

higher than my immediate supervisor………………………………..………………. □1 □2 □3 □4 □5 □6 

13. I am often asked to contribute in planning social activities not  

directly related to my job function …………………………………………………….. □1 □2 □3 □4 □5 □6 

14. I am always informed about informal social activities 

and company social events…………………………………………………………………. □1 □2 □3 □4 □5 □6 

15. I am rarely invited to join my co-workers when they go for  

lunch or drinks after work (R)………………………………………………………….…. □1 □2 □3 □4 □5 □6 

 

Part C: The Mor Barak and Colleague’s Diversity Climate Scale 
Please mark ✓ or  in the spaces provided to indicate your answers. 
Scale Items 

1 2 3 4 5 6 

Strongly 

Disagree 

Moderately 

Disagree 

Slightly 

Disagree 

Slightly 

Agree 

Moderately 

Agree 

Strongly 

Agree 

 

1. I feel that I have been treated differently here because  

of my ethnicity………………………………………………………………………………… □1 □2 □3 □4 □5 □6 

2. Managers here have a track record of hiring and promoting 

employees objectively, regardless of their ethnicity…….…………………. □1 □2 □3 □4 □5 □6 

3. Managers here give feedback and evaluate employees fairly 

regardless of employee’s ethnicity………………………………………………….. □1 □2 □3 □4 □5 □6 

4. Managers here make layoff decision fairly, regardless of employee’s  
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Ethnicity………………………………………………………………………………………….. □1 □2 □3 □4 □5 □6 

5. Managers interpret human resource (HR) policies (such as sick leaves) 

fairly for all employees……………………………………………………………………. □1 □2 □3 □4 □5 □6 

6. Managers give assignments based on the skills and abilities 

 of employees…………………………………………………………………………………. □1 □2 □3 □4 □5 □6  

7. Management here encourages the formation of employee  

network support groups…………………………………………………………………. □1 □2 □3 □4 □5 □6 

8. There is a mentoring programme in use here that identifies and 

Prepares all minority employees for promotion……………………………… □1 □2 □3 □4 □5 □6 

9. The “old boys” network is alive and well here………………………………… □1 □2 □3 □4 □5 □6 

10. The company spends enough money and time on diversity  

awareness and related training………………………………………………………. □1 □2 □3 □4 □5 □6 

11. Knowing more about cultural norms of diverse groups will help me  

Be more effective in my job……………………………………………………………. □1 □2 □3 □4 □5 □6 

12. I think that diverse viewpoints add value …………………………………………□1 □2 □3 □4 □5 □6 

13. I believe diversity is a strategic business issue ………………………………….□1 □2 □3 □4 □5 □6 

14. I feel at ease with people from backgrounds  

different from my own …………………………………………………………………….□1 □2 □3 □4 □5 □6 

15. I am afraid to disagree with members of other groups 

For fear of being called prejudiced …………………………………………………..□1 □2 □3 □4 □5 □6 

16. Diversity issues keep some work teams here from performing 

To their maximum effectiveness……………………………………………………… □1 □2 □3 □4 □5 □6 

 

Part D: Inclusion and Individual Performance  

Scale Items 

Strongly Disagree (SD) Disagree (D) Neutral (N) Agree (A) Strongly Agree (SD) 

 
Scale Items 

S/N Question SD D N A SA 

1 I believe the quality of my work has improved because I am 

allowed to share ideas with others in the organisation. 
     

2 I complete my task in time because I have access to the 

information I need. 
     

3 I will work with this organisation for many years because I have 

a clear career progression path here. 
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4 Participating in management meetings has helped me to 

acquired more knowledge on how best to perform my 

tasks/duties 

     

5 Participating in group meeting has improved my ability to solve 

complex problems. 
     

6 The organisational policies on inclusion have not contributed to 

enhancing my performance in any way (R)  
     

7 I am more committed to performing my tasks/responsibilities 

because I have a sense of belonging to the organisation. 
     

 

Inclusion and Team Performance  

 

Please mark ✓ or  in the spaces provided to indicate your answers 
Scale Items 

Strongly Disagree (SD) Disagree (D) Neutral (N) Disagree (D) Strongly Agree (SA) 

 
Scale Items 

S/N Question SD D N A SA 

1 My team finds a creative solution to problems because 

everyone is given an opportunity to contribute. 

     

2 My team takes quality decisions because the opinion of every 

member is valued 
     

3 The organisation’s policy on inclusion has encouraged healthy 
competition in the team and contributed to 
outstanding achievements 

     

4 The organisation’s policy on inclusion has promoted free flow of 

information between ethnic groups in my team. 

     

5 The organisation’s policy on inclusion has not affected the 

professional relationship among my team members 

     

6 My team completes task/projects on time because everyone is 

given the opportunity to participate actively. 
     

7 The organisation’s policies on inclusion have not 

enhanced the performance of my team in any way (R) 

     

 

Thank you 
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Appendix 5: Semi-structured interview guide 

 
Semi-Structured Interview Guide 

Design to gather information about diversity and inclusion policies 
and strategies in operation 

 
• Nature of diversity and inclusion policy in operation  

1. Please tell me how important diversity and inclusion are in your organisation? 

2. Can you list some of the diversity and inclusion initiatives you currently operate 

in this organisation (Follow lead and probe further about specific diversity 

initiatives e.g. diversity training programmes)? 

3. What process do you follow in transferring diversity policies from the 

headquarters to the local subsidiary (ask if initiatives are adapted to local 

needs)? 

 

• Strategies for implementing diversity and inclusion policies 

1. What mechanism have you put in place to ensure the implementation of 

diversity and inclusion policies? 

2. What are the challenges you have experienced in implementing diversity and 

inclusion strategies? 

 

• Employee reception of diversity and inclusion policies  

1. How have the employees received diversity and inclusion initiatives?  

2. What kinds of attitudes do employees have towards diversity and inclusion 

initiatives? 

3. What impacts do you think diversity and inclusion policies have on your 

employees? 

 

• Impact of diversity and inclusion policies on workplace cohesion 

1. What impact do you think diversity and inclusion initiatives make in employee 

relationships and interactions in your organisation? 

2. How have your diversity and inclusion initiatives contributed to the reduction of 

workplace conflicts? 

 

• Perceived impact of diversity and inclusion policies on employee 

performance 

1. How do you think your diversity and inclusion initiatives are impacting on the 

performance of your employees individually? 

2. How are your diversity and inclusion policies impacting on team performance in 

your organisation?  

 

• Contribution of policies in the creation of inclusive workplace 
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1. What structures or mechanisms have you put in place for monitoring the 

effectiveness of diversity and inclusion initiatives? 

2. What do you do with initiatives that don’t achieve the desired impact? 

 

• Keying into Nigeria’s own local ethnic categorisation 

1. Does your organisation take local diversity into consideration while developing 

diversity and inclusion policies? 

2. How do you ensure diversity among your local employees? 
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Appendix 6: Consent Form for personal 

interview 
 

Ethnic Minority Inclusion: A means to achieving greater employee 
performance (A study of selected transnational health companies 

in Nigeria) 
 

Consent Form for Personal Interview 

The statements on this form tell us if you are happy to take part in the interview and if 
you know what you can do to stop it. Please read this form and sign if you consent. 

 
 Initials 

 
 

1. I have read and understood the information sheet.  
 

 

2. I have been able to ask questions. 
 

 

3. No one has forced me to take part.  
 

 

4. I understand that taking part in this study will involve 
being interviewed and audio-recorded. 

 

5. I can withdraw at any time during, after and up till 
one week after the interview and I don’t need to 
explain why. 

 

6. If I stop taking part, this will not affect my work or 
potential future involvement with my organisation. 

 

7. I am happy to have my opinion directly quoted without 
revealing my identifying information. 

 

8. I am happy to have what I say used in the reports or 
publications that are written or presented, as my 
details will be anonymised.  

 

9. I am happy to take part in the above study.   

 
____________________________________________________________  
My name Date Signature 
 
Name of Student: Kingsley Utam 
Principal Supervisor: Professor Udy Archibong 
Research Ethics Approval: Approval has been granted for the conduct of this study 

by the Chair of the Humanities, Social & Health Sciences Research Ethics at the 

University of Bradford on 04/10/17. 
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Appendix 7: Survey participants’ information 

sheet  
Survey Participant information sheet 

Project Title: Ethnic Minority Inclusion: A means to achieving greater 

employee performance (A study of selected transnational health 

companies in Nigeria). 

Name of Investigator: Kingsley Utam 
 

Invitation 

You are invited to take part in this research study, which forms part of my PhD 

project. Your participation in this research is completely voluntary; and if you choose 

not to participate, it will have no effect on your status as a staff of your organisation, 

and will not impact on your relationship with your managers and colleagues in any 

way. Before you decide to participate, it is important for you to carefully read the 

information below to give you an understanding of why the research is being carried 

out and what your participation will involve. After reading the information, you are 

free to discuss the contents with your colleagues or ask the investigator if you need 

further clarifications. 

Study Background  

This study aims to develop an understanding of the nature of diversity and inclusion 

policies and strategies implemented by subsidiaries of two transnational health 

companies operating in Nigeria. It also aims to create knowledge of how ethnic 

minority employees experience and perceive diversity and inclusion initiatives in their 

organisation, and how diversity and inclusion policies and strategies impact on the 

performance of individuals and groups within the organisation.  This investigation will 

be carried out in two dimensions. The first dimension will consider local employee 

experiences of inclusion in organisational processes about their foreign counterparts. 

While the second will investigate the extent to which transnational corporations 

address local diversity in line with Nigeria’s geopolitical groupings. Data will be 

gathered through face-to-face and semi-structured interviews, focus group 

interviews, and paper questionnaire surveys. However, you have been invited to take 

part in the survey where you will be expected to fill in a paper type questionnaire. 

Why have you been invited to participate? 

You have been invited because you are a member of staff of one of the transnational 

corporations identified for this study.   

Do you have to take part in the study?   

Participation in this study is entirely voluntary. The investigator will be available to go 

through the information with you should you have any questions or require further 

information or explanation about the research. If you are satisfied with the 
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information and decide to participate, you will be required to sign a consent form 

(Please see attached). You are free to withdraw from the study at any point before or 

while completing the questionnaire without giving reasons. However, it will not be 

possible to withdraw your participation after handing in the completed questionnaires 

as they are anonymised. 

What will happen if you decide to take part? 

If you agree to take part, you will be issued a paper questionnaire survey to complete. It 
will take 30 - 50 minutes depending on how fast you are. The paper questionnaire 
contains 45 short statements, and you will be required to indicate the extent to which 
you agree or disagree with each statement by ticking the appropriate option provided. 

At the end of the exercise, data will be extracted from the completed questionnaires 

and transferred onto a password protected computer by the researcher for ease of 

analysis. All completed questionnaires will be stored safely, anonymised and kept 

strictly confidential in the custody of the researcher. If the results of this study are 

published, you will not be identified in any way. After the data analysis is over, the 

questionnaires will be safely and permanently destroyed. 

Are there any risks associated with taking part? 

There is no greater risk associated with taking part other than taking time out of your 

working day. 

What are the benefits of taking part? 

It is hoped that findings from the study will provide useful insights and understanding 

into D&I policies and practices among subsidiaries of TNCs in Nigeria, and may 

serve as a framework for assessing and comparing D&I climate in similar 

subsidiaries operating in other developing countries. Findings could help 

management in refining and adapting diversity and inclusion initiatives to employee 

needs, thereby creating a more inclusive organisational climate and culture. 

Importantly, findings will have implications for policy formulation and implementation 

and evaluation. Finally, you will be provided with a summary of the final report 

describing the main findings, including good practice and innovative initiatives across 

organisations studied. 

Ethical Approval 

Approval has been granted for the conduct of this study by the Chair of the 

Humanities, Social & Health Sciences Research Ethics at the University of Bradford 

on 04/10/17. 

What if something goes wrong? 

If you have any questions or require more information about this study, or if you have 

any complaint you have about the way you have been dealt with during this research 

please contact: 

The investigator: 
Kingsley  Utam 
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Faculty of Health Studies 
k.u.utam@bradford.ac.uk 
+447880515886, +2348035639799 
Or 

The principal supervisor: 
Professor Udy Archibong 
U.E.Archibong@bradford.ac.uk    
+44(0)1274 233816 
  

mailto:k.u.utam@bradford.ac.uk
mailto:U.E.Archibong@bradford.ac.uk
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Appendix 8: Information sheet for one-to-one 

interview participants  
 

Information Sheet for one-to-one interview participants  

Ethnic Minority Inclusion: A means to achieving greater employee 

performance (A study of selected transnational health companies 

in Nigeria) 

Name of Investigator: Kingsley Utam 
 

Invitation 

You are invited to take part in this research study, which forms part of my PhD 

project. Your participation in this research is completely voluntary; and if you choose 

not to participate, it will have no effect on your status as a staff of your organisation, 

and will not impact on your relationship with your managers and colleagues in any 

way. Before you decide to participate, it is important for you to carefully read the 

information below to give you an understanding of why the research is being carried 

out and what your participation will involve. After reading the information, you are 

free to discuss the contents with your colleagues or ask the investigator if you need 

further clarifications. 

Study Background  

This study aims to develop an understanding of the nature of diversity and inclusion 

policies and strategies implemented by subsidiaries of two transnational health 

companies operating in Nigeria. It also aims to create knowledge of how ethnic 

minority employees experience and perceive diversity and inclusion initiatives in their 

organisation, and how diversity and inclusion policies and strategies impact the 

performance of individuals and groups within the organisation.  This investigation will 

be carried out in two dimensions. The first dimension will consider local employee 

experiences of inclusion in organisational processes about their foreign counterparts. 

While the second will investigate the extent; to which transnational corporations 

address local diversity in line with Nigeria’s geopolitical groupings. Data will be 

gathered through face-to-face and semi-structured interviews, focus group 

interviews, and paper questionnaire surveys. However, you have been invited to take 

part in a one-to-one or personal interview. 

Why have you been invited to participate? 

You have been invited because you are a member of staff of one of the transnational 

corporations identified for this study.   
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Do you have to take part in the study?   

Participation in this study is entirely voluntary. The investigator will be available to go 

through the information with you should you have any questions or require further 

information or explanation about the research. If you are satisfied with the 

information and decide to participate, you will be required to sign a consent form 

(Please see attached). You are free to withdraw from the study at any point before or 

during the interview without giving reasons. You can no longer withdraw your 

consent one week after the interview has been conducted as the researcher may 

have completed the transcription of the interview. 

What will happen if you decide to take part? 

If you agree to take part you will either be involved in a face-to-face interview at a pre-
arranged time. The interview may either be face-to-face or virtual (Skype). It will last 
approximately 30 - 40 minutes depending on what you have to say although you will 
need to have an additional 5 minutes for the completion of some very brief paperwork 
capturing anonymised demographic data. During the interview, the interviewer will ask 
you to answer a series of semi-structured questions. The interview will be recorded 
using a digital audio recorder to avoid loss of data. 

At the end of the exercise, the recordings will be transferred onto a password-

protected computer and the password known only to the researcher.  Data will be 

transcribed by the researcher alone for ease of analysis. All recordings and typed 

documents will be stored safely, anonymised and kept strictly confidential in the 

custody of the researcher. If the results of this study are published, you will not be 

identified in any way. After the data analysis is over, the recorded information will be 

safely and permanently destroyed. 

Are there any risks associated with taking part? 

There is no greater risk associated with taking part other than taking time out of your 

working day.  

What are the benefits of taking part? 

It is hoped that findings from the study will provide useful insights and understanding 

into D&I policies and practices among subsidiaries of TNCs in Nigeria, and may 

serve as a framework for assessing and comparing D&I climate in similar 

subsidiaries operating in other developing countries. Findings could help 

management in refining and adapting diversity and inclusion initiatives to employee 

needs, thereby creating a more inclusive organisational climate and culture. 

Importantly, findings will have implications for policy formulation and implementation 

and evaluation. Finally, you will be provided with a summary of the final report 

describing the main findings, including good practice and innovative initiatives across 

organisations studied. 

Ethical Approval 

Approval has been granted for the conduct of this study by the Chair of the 

Humanities, Social & Health Sciences Research Ethics at the University of Bradford 

on 04/10/17. 
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What if something goes wrong? 

If you have any questions or require more information about this study, or if you have 

any complaint you have about the way you have been dealt with during this 

research, please contact: 

Kingsley Udie Utam 
Faculty of Health Studies 
k.u.utam@bradford.ac.uk 
+447880515886 
Or 

The principal supervisor: 
Professor Udy Archibong 
U.E.Archibong@bradford.ac.uk    
+44(0)1274 233816 

mailto:k.u.utam@bradford.ac.uk
mailto:U.E.Archibong@bradford.ac.uk
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Appendix 9: Consent Form for survey 

participants 
Ethnic Minority Inclusion: A means to achieving greater employee 
performance (A study of selected transnational health companies 

in Nigeria) 

Consent Form for Survey Participants 

The statements on this form tell us if you are happy to take part in the interview and if 
you know what you can do to stop it. Please read this form and sign if you consent. 

 
 Initials 

 
 

1. I have read and understood the information sheet.  
 

 

2. I have been able to ask questions. 
 

 

3. No one has forced me to take part.  
 

 

4. I can withdraw at any time during, after and up till the 
point I submit the completed questionnaire to the 
researcher.  

 

 

5. If I stop taking part, this will not affect my work or 
potential future involvement with my organisation. 

 

 

6. I am happy to have my opinion used in the reports or 
publications that are written or presented, as my 
details will be anonymised.  

 

 

7. I am happy to take part in the above study.  
 

 

 
 
______________________________________________________________  
My name Date Signature 
 
 
Name of Student: Kingsley Udie Utam 
Principal Supervisor: Professor Udy Archibong 
 
Research Ethics Approval: Approval has been granted for the conduct of this study 

by the Chair of the Humanities, Social & Health Sciences Research Ethics at the 

University of Bradford on 04/10/17. 

 

 


