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Abstract
This Masters dissertation collects and examines the relevant issues concerning diverse employees working in a large organisation, and reviews their response to the practices, strategies and initiatives sponsored by senior leadership, and finally explores the role and challenges facing leadership in fostering and strategizing diversity.

This was an inductive phenomenological case study, carried out at Pitney Bowes. Data was gathered through semi-structured interviews; informed by the relevant literature in the field of leadership, culture, diversity, and inclusion. This approach was chosen to uncover new themes which could be further leveraged in future research.

The research identified that Pitney Bowes performs well in managing the relationship with the general population employee. It found that the direct manager had a significant influence on the employee experience. The research diverged from the literature, where tokenism and poor representation were suggested as critical issues. Separately, localisation practices were identified as a key issue in international locations.

Developing this, findings identified recurring cynicism towards American practices. Regional power and autonomy were reported as low, heavily influencing both engagement and job satisfaction of employees based outside of the United States, reducing participation in programs and initiatives designed to increase engagement. It found that hourly roles had lower awareness and self-reported participation rates in educational or training programs, despite that this employee population is most likely to be diverse.

Interpreting data allows for two key leadership concerns. Firstly, there is a shortage of academic research on globalisation strategies with a focus on organisational behaviour. Leaders must overcome this in isolation or through learning from peer experience. Secondly, leadership must identify leaders that perform highly in inclusion and customise development programs for managers, ensuring that those managers are diverse and represent the variety of the workforce.

The limitations of this research are evident as this was not a complete study of all employees, which was out of scope. Additionally, the COVID-19 pandemic restricted access to interviewees due to local crises and emergent issues. Therefore, additional research is recommended as outlined in the concluding chapter. 
[bookmark: _Toc298582098]
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[bookmark: _Toc303695067][bookmark: _Toc303695272][bookmark: _Toc81327841]Overview
The civil unrest throughout 2020 has highlighted a breadth of discrimination in society and within the corporate world. Organisational poor practices, with institutional and systemic discrimination were exposed across many facets of society, with particularly notable practices in the United States, including legislative attempts to remove equality rights for minority groups, such as barring visa access to persons based upon their religious practices (Bravin, 2018; Haberman, 2020). Globally, racism in society has reached new publicised peaks, impacting healthcare workers amidst the COVID-19 pandemic and a reported increase in attacks against Asian-Americans (Gao and Liu, 2020; Tavernise and Oppel, 2020). Many business leaders responded and denounced public acts of racism and discrimination (Dill, 2020), with some organisations promising contributions to good causes, time off to protest or even significant changes to their leadership composition to improve representation – many of these actions could foster a more inclusive environment where minority employees can feel safe and valued for their contribution, otherwise described as an engaged employee. A year later, examinations of change are beginning through news media, with findings ranging from investigations of the financial commitments to talent focused promises to the doubling the presence of people of colour at a leadership level at Amazon (Edgecliffe-Johnson and Rogers, 2021); which also highlights that less than 3% of senior leaders in Russell 3000 index companies are Black. The Russell 3000 index represents 98% of publicly listed American companies.
Research indicates that highly engaged employees perform better, as does their employing organisation (Roberson and Park, 2007), and it is the intention of this research to examine the link between diversity practices and the employee experience within the organisation – investigating engagement and culture, where culture is considered in the traditional sense of how things get done (Paine, Deshpandé and Margolis, 2011). The underlying purpose of this research seeks out the existing issues that employees face; the perceived efficacy of policy led diversity, and to compare the impact of policies against leadership behaviours within an organisation through the lens of employee perception.
[bookmark: _Toc298582103][bookmark: _Toc303695068][bookmark: _Toc303695273][bookmark: _Toc81327842]Research Purpose
The research will collect contributing factors from an interview panel and seek to examine the challenges and opportunities faced by diverse employees in the workplace, identify potential correlations in organisational workforce populations whilst examining the role of leadership and policies in effectively managing and fostering an inclusive work environment and culture. 
As explored in later chapters and in the conceptual framework, an organisation’s stance on diversity directly and indirectly impacts a wide range of employee experiences and organisational outcomes. These areas are highlighted as their focus influences and impacts much wider than the organisation itself, but has repercussions in creating equitable local communities, economic realities, and in health care.
Diversity is a topic that personally affects many, if not all of us – reaching us through our sense of self, family or friends who may identify as LGBTQ+, are BIPOC or may belong to other minority groups such as being a member of the Traveller Community. The spectrum of diversity is vast and ever evolving, and research indicates that education, age, and personality traits can also be encapsulated within this realm. Identifying the many facets of a broad spectrum is difficult due to the size and complexities, however it is the intention of this research to represent groups wider than some traditional researchers have previously included through the simple identification that diversity extends beyond gender, nationality and age (Farndale et al., 2015) – as will be examined through a review of the literature.

[bookmark: _Toc298582104][bookmark: _Toc303695069][bookmark: _Toc303695274][bookmark: _Toc81327843] Significance of the Study
Modern populations are often comprised of a highly diverse set of individuals, with many enjoying access to technology, improved education, ultimately fuelled by the services industry driving mass movement. The broad spectrum of individualisation has both tangible and intangible implications for the workplace, with a recurring theme of importance: inclusion. Research by Hersch and Xiao (2016) found that only 34% of Black Americans were satisfied in their role, indicating that there is much room for improvement in creating an equitable work experience for all. Compounding this, there is evidence of tokenism, where minority individuals are hired with the expectation of advocating and representing their minority group, in addition to widespread microaggressions, that is described as occurring when acts of racism or discrimination are denied due to the minority’s very presence (Morgan Roberts and Mayo, 2019; Adejumo, 2021; Marriage, 2021).
For the purpose of the investigation, it is important to capture the respondent’s perception of their workplace in respect to diversity. Identifying their understanding of diversity within the workplace, the impact it has and what drives its authenticity will form the premise of the recommendations and ultimately the contribution to the field from this study.

[bookmark: _Toc298582105][bookmark: _Toc303695070][bookmark: _Toc303695275][bookmark: _Toc81327844]Research Objective
This dissertation will examine the perception of diversity in a case study organisation, Pitney Bowes Inc.; through semi-structured interviews, endeavouring to reach a conclusion and providing a contribution to the field centred on the following objectives:
1. Identify the issues that employees feel are most important for a diverse and inclusive organisation
As the research centres on the perception of the employee, it is prudent to determine a baseline for their individual needs and issues that arise in the course of their employment experience. As evidenced in the forthcoming literature review chapter, there has been little explorative research in collating the employee led issues in an organisation. This research will provide employee-based context that can be further explored for both improving the employee experience and the organisation’s success. 
2. Explore the employee response to the operationalisation of diversity and inclusion policies and practices within the organisation
The research will examine employee responses to diversity and inclusion initiatives, policies, and practices. As many organisations continue to roll out various campaigns to help diverse or minority employees grow their engagement and sense of inclusion, the efficacy of those actions becomes an important performance indicator and can influence future strategy and ultimately investment. The primary research will explore methods used to measure self-perceived engagement, gauging the employee’s awareness, participation in and response to such activities. 
3. Examine the role and challenges of leadership in fostering and strategizing diversity initiatives
The role that leadership plays in organisational culture is a critical influencing factor in developing a diverse and inclusive workplace (Chrobot-Mason, Ruderman and Nishii, 2014). This research examines employee perceptions of the strategies that are used to advance a diversity agenda, identifying the challenges that leadership faces in operationalising strategies and programs that are authentic, impactful and resonate with the workforce.

[bookmark: _Toc298582106][bookmark: _Toc303695071][bookmark: _Toc303695276][bookmark: _Toc81327845]Structure of the Study
To complete this research, I reviewed the current literature and applied the findings to semi-structured interviews with a panel of participants working in a multinational company, aiming to examine how the employee perceives diversity within their organisation, and what components contribute toward a diverse work culture and team. I examined how employees respond to their employers’ position on diversity and investigated if existent policies and practices provide a meaningful influence in the vein of fostering an inclusive culture that represents the widest possible spectrum of society.
1. [bookmark: _Toc298582107][bookmark: _Toc303695072][bookmark: _Toc303695277][bookmark: _Toc81327846]
Literature Review
[bookmark: _Toc298582108]
[bookmark: _Toc303695073][bookmark: _Toc303695278][bookmark: _Toc81327847]Overview
The study of diversity in the organisation is a developing area, with the majority of studies emerging in the last 25 years. While leadership studies have enjoyed a thorough examination, there are difficulties in appropriately organising the findings in a meaningful way to support the investigation of diversity and leadership as a complex issue (Yukl, 2012). As with many or all developing themes, there are gaps in the research addressing some key concepts to their fullest extent which will be examined in this literature review. 
The need for diversity policies and improvement in the reality of work practices is well documented in newspapers and business magazines, with near weekly updates on organisational performance in this area explored on HBR.org and published in their print edition magazines. This serves as evidence that businesses and society are receptive to the idea that equality for all creates a better company/civilisation, particularly when the whole self can be explored and valued (Cohen and Gavett, 2019). 
As a consequence of the emerging nature of this topic, much of the research completed to date is based on short term qualitative studies, and comparative against homogenous studies and frameworks that are traditionally referred to in leadership and organisational studies. Additionally, much of the research focuses on two threads of thought – how diverse leaders can lead, and secondly, how to lead diverse workforces, with further gaps identified in how diversity is described in the literature, and the near total absence of inclusion of diverse minorities in the majority of studies. Many simply define diversity as nationality, gender and age – inferring a worrying trend of representation and inclusion within academic fields, which is generally agreed upon as a requirement to stamping out systemic discrimination (Farndale et al., 2015; Gorski and Erakat, 2019; Adejumo, 2021)


[bookmark: _Toc303695074][bookmark: _Toc303695279][bookmark: _Toc81327848]How diversity is defined for the organisation
Commonly across the literature, diversity typically means categorisation into a protected legal status, though some researchers recognise additional importance based on personality types and learning methods which puts these categories in scope (Carrell, Mann and Sigler, 2006; Kamenou, 2007; Tasheva and Hillman, 2019). Tasheva and Hillman add a third dimension to the category of diversity, addressing the concept of social power and influence of a persona as a source of diversity, however this concept does not reverberate with others’ findings, and arguably, not within scope or the spirit of this contextual research which seeks to address critical societal, and organisational issues. 
Some writers suggest that diversity is limited to the various equal employment legislative mandates in each jurisdiction. Conversely that broader definitions should be considered, including how team members work together, incorporating age, gender, religion, sexual orientation, race and nationality (Hudson Institute, 1987; Nkomo et al., 2019). Indeed, this is an important perspective as some research indicates high levels of dissatisfaction when diversity refers simply to gender or race – though this is much more likely to occur in less progressive organisations, where minimal equal employment opportunities are in place, rather than organisational management of diversity (Carrell, Mann and Sigler, 2006). 

[bookmark: _Toc303695075][bookmark: _Toc303695280][bookmark: _Toc81327849]Diverse Leadership and Leading with Diversity
Asking if leaders are born or made is a common theme in leadership studies, and holds true when examining a leader’s competence in developing a diverse work culture: are leaders naturally competent, or is it a learned or directed behaviour (Chrobot-Mason, Ruderman and Nishii, 2014)? Through Chrobot-Mason’s research, it is evident that underlying interpersonal skills remain key across homogenous and heterogenous groups, and the ability to win and influence others is a key indicator of success in managing the group. Building on this, the theory of Authentic Leadership and the innate ability to bring ones whole-self, while being an effective method of leading is challenged through tokenism and loss of self-identity (Chen and Van Velsor, 1996; Avolio and Gardner, 2005; Eagly, 2005; Cho, Tadmor and Morris, 2018; Adejumo, 2021). Tokenism in this context refers to individuals in a minority group being placed into a leadership role based on their minority status, often without power or eventually suffering dilution of their power. Authentic Leadership was defined by Avolio as “those who are deeply aware of how they think and behave and are perceived by others as being aware of their own and others” (Avolio, Luthans and Walumbwa, 2004). Relying heavily on emotional intelligence as a key component it can be inferred that tokenism is an antithesis of authentic leadership. According to Avolio and Gardner’s research (2005), the self-referential nature of the individual is a key component in leadership, however through the lens of tokenism, the leader is highly externally focused, with minimizing differences, representation and maintaining presence without impact identified as critical issues in for diverse leaders, all of which can create a poorer experience in terms of both performance and engagement (Chen and Van Velsor, 1996; Eagly, 2005; Adejumo, 2021).
Significantly, one must also consider the means by which a leader has been chosen, and if their selection to the role has been based on informal traits by which some find attractive, or through other formalised elements of leadership which may provide higher transferable levels of competence. This can be more difficult to describe in diverse candidates, as attraction varies from traditional leadership or management preferences (Alvesson and Spicer, 2014). Contextually, it has also been identified that diverse leaders, or at least female leaders, place a higher priority on fostering a diverse workforce than their male counterparts, although the consequential impact of this is diluted through their lower count of leadership positions (Johansen and Zhu, 2017). Johansen’s research was specific to healthcare institutions, further investigation is required across a broader range of industries.
The diversity of leadership garners much more attention and research than that of the workforce, with focus on how an organisation can achieve diversity at a leadership level, without examining the wider cultural impact or representation (Martins, 2020). Martins’ framework for strategic diversity leadership describes the benefits and constraints of inclusion at leadership level, however there is no evidence of research on the wider implications and contextual significance within the organisational culture.
To separate and evaluate policies from leadership, it is important to determine what is effective leadership. Leadership has evolved significantly in terms of influence and expectations, with well-developed frameworks by Mintzberg and behavioural concepts and the social relationship that leadership entails with the wider organisational community (Chen and Van Velsor, 1996). It is the emerging trend of leadership as a social position rather than a hierarchal position which emphasises the importance that the role has on organisational culture, leadership is earned across levels based on the individual, rather than their role or title. Organisational leaders must maintain their social leadership position, which may become more difficult without transitioning away from the pool of white men from which leaders are most frequently chosen (Adejumo, 2021).
Interestingly, some research indicates that diverse leaders feel stifled and a need to conform with their peers and are ultimately inauthentic, and therefore reduce their efficacy as leaders (Roberts, Mayo and Thomas, 2019). This theme reoccurs in research completed on LGBTQ+ leadership, with particular difficulties noted on building relatable connections between leadership and employees, citing safety fears, and historic discrimination in the selection process (Chang and Bowring, 2017). Using the Leader Member Exchange (LMX) framework as a helpful reference for relationship management, diverse leaders have an innate disadvantage through their inability to form true connections with peers or subordinates, and a potential obligation to ‘toe the line’, and appearing – or indeed being – inauthentic and therefore corrupting the influence of the interaction (van Breukelen, Schyns and Le Blanc, 2006; Chrobot-Mason, Ruderman and Nishii, 2014). In an aged yet relevant HBR article, Goffee and Jones (2000) highlight the issue of stereotyping in groups where representation falls below 25%; referring to female leadership at the time, but remaining noteworthy for all groups beyond white men in North American and European organisations.
Tangentially, across extant leadership literature, there is a recurring absence of focus on the context of diversity. This is particularly noteworthy in the research of strategic leadership, where multiple studies focus on the hierarchal management of the organisation, in contrast to the leadership of those within the organisation (Mullen, 1965; Sippola and Smale, 2007; Martins, 2020). While strategic leadership theories are broadly included in business school curricula, operationalising to real world management issues, including diversity strategies is recurringly absent (Handy, 2008). 

[bookmark: _Toc303695076][bookmark: _Toc303695281][bookmark: _Toc81327850]Examining existing diversity perspectives and the consequences to culture
Evaluating policies to determine their impact is a challenging area of research given the significant number of variables across organisations: how are they operationalised, how does the organisation emphasize their importance, what training is provided? Questions such as these merely introduce the variation that exists in the real work, and yet research indicates that policies drive success, provide meaningful results and are an effective means of managing diversity (Mayer, Warr and Zhao, 2018).
In earlier research, Carrell, Mann and Sigler (2006) identified that much change occurred across organisations within a twelve year period. A notable key point of transformation is from “affirmative action to managing diversity”, moving far beyond the minimum requirements to provide full support and opportunity for individuals to reach their full potential. It has identified that diverse boards are more likely to have a positive impact on the organisations practices, and that diverse senior leaders are less likely to contribute towards meaningful transformation (Cook and Glass, 2015), which could be inferred from the influential nature of the relationship between board members and senior management. This highlights the importance of diversifying boards to influence the decisions and actions of senior management and organisational strategy.
Much of the research centres on the importance of managing diversity, though there is little examination of the policies that support this methodology. Recurringly, it is agreed that diversity training is a foundational starting point, particularly equipping managers and leaders with the ability to recognise their bias (Kalev, Dobbin and Kelly, 2006; Adejumo, 2021). Kalev’s research continues to determine that a diversity strategy and committee were indicators of successful transformation, but must be powered through mentoring programs, and intentional network power to provide authority and a mandate.
Critically and recurringly across the limited literature, acknowledgement of diversity is a key component and indicator of inclusivity. Mitigating and acknowledging past ills allows the organisation to provide access to all, and particularly in the context of historical (and current) racial discrimination practices. In their qualitative research, Smith and Mayorga-Gallo (2017) identified that colour blind policies were unhelpful in furthering inclusion, as they do not take into consideration historical disadvantages which need to be addressed to enable holistic inclusion. Advancing this, diversity without inclusion is ineffective, while diversity brings variety, inclusion facilitates power and empowerment (Homan et al., 2020; Martins, 2020). Without true inclusion, the ongoing homogeneity of leadership and high performers will continue to flourish, exasperating the symptoms of tokenism and optics throughout the organisation, ultimately stifling leadership and organisational performance (Adejumo, 2021; Rahim-Dillard, 2021).

[bookmark: _Toc303695077][bookmark: _Toc303695282][bookmark: _Toc81327851]EPRG, Hofstede and International Inclusion
As established, diversity and inclusion research in the organisational context is an emerging issue with relatively little explorative research completed. When viewed through the lens of globalisation and the prominence of the ever-relevant strategy of internationalizing a corporation; there is a clear bias in the literature on strategic growth models and methodologies (e.g., Uppsala, EPRG, CAGE), and an absence of literature focused on strategic diversity when internationalising. Across the literature, it is recurringly identified as a gap in the research; yet to be addressed (Combs, Milosevic and Bilimoria, 2019; Martins, 2020).
Indeed, through review of academic research completed on globalisation and strategy, there is a notable absence of diverse employee groups contributing towards strategic advantage, absent from models including PESTLE and notably – Michael Porters’ Five Forces (Grant, 1991; Teece, Pisano and Shuen, 1997; Hambrick and Fredrickson, 2005; Porter, 2008). Ultimately, there is a risk that strategy research is developing in parallel to leadership research, ultimately widening the gap between theoretical business practices and real world organisational needs (Mahoney and McGahan, 2007).
In an adjacent space examining culture, Hofstede’s model for interpreting different country cultural preferences is frequently leveraged across the literature, although is also critiqued for the case study nature or the research and dimensions of nationality as a precursor for behaviour (McSweeney, 2002). Indeed, as pursued in the writings by Muczyk and Holt (2008), national cultural differences can be managed through ‘a sense of obligation’ . The research emphasises the need to match management traits with the national traits suggested by both Hofstede and GLOBE models. This strategy could be considered the antithesis of diversity and inclusion strategies already explored which identify the strategic application of authentic leadership. Leadership by national culture could set a precedent and environment for demoralising employees and stifling high-potential/high-performers from progressing through the organisation due to their perceived heterogenous culture that would not assimilate to the homogenous home country culture.
Early examination of multinationalism identifies different strategies of internationalising, often classified under headings of ethnocentric, polycentric, regiocentric and geocentric, derived from the model by Perlmutter and used in strategic expansion to focus on needs of organisational management (Perlmutter, 1969).
Observationally, from the writings and research discussed, it is evident that researchers and organisations remain ethnocentric, pursuing home country cultural values and practices in the international landscape. Indeed, references to diversification are superficially reserved for product development with reference to globalisation strategies (Teece, Pisano and Shuen, 1997).

[bookmark: _Toc303695078][bookmark: _Toc303695283][bookmark: _Toc81327852]Conceptual Framework


[bookmark: _Ref71393384][bookmark: _Toc81327886]Figure 1 Conceptual framework of theories influencing diversity in the organisation
Organisational practices are evolving at a quicker pace than strategy and leadership research is published, however the gaps in research are evidently found in the ongoing issues identified by writers of emerging leadership practices (Avolio and Gardner, 2005; Chrobot-Mason, Ruderman and Nishii, 2014; Cook and Glass, 2015; Homan et al., 2020; Rahim-Dillard, 2021), as reviewed earlier in this chapter. Consequently, the broader theory of strategic diversity compels a review of organisational practices and their impact on the workforce. While management practices are wide reaching and influence strategy and operational contexts, the ultimate issues resonating are individualistic and can be directly associated with inclusion – the empowerment of the individual to belong in an equitable manner (Adejumo, 2021). The conceptual framework in figure 1 illustrates the relevant and emerging themes in importance of both leadership and organisational practices that directly influence the employee, as reviewed in the literature. The literature infers that managers are largely responsible for optimum performance outcomes with diverse groups; however, as will also be examined in this thesis’ research, authentic relationships are a key criterion for inclusion – that is to say, emotional intelligence in leadership is a requisite to facilitate diversity and inclusivity.
Consideration should also be given to the definition of diversity, and how strategic diversity is managed with specific reference to the attributes and characteristics that make an individual diverse, and what approach management can take to oversee it; through affirmative action with the use of progressive initiatives to promote and influence the population, or diversity management; with underlying principles in the minimum requirements as established by the laws of the land.
These multiple pathways and influencing factors highlight a void in the literature, and combining the concepts of organisational behaviour, diversity, leadership, and strategy through grounded research remains a future research requirement.
[bookmark: _Toc303695079][bookmark: _Toc303695284][bookmark: _Toc81327853]Conclusion
Through the literature, it is clear to see disparity between the needs of the modern society and organisations and the prevailing research that has maintained status quo for over 50 years. 
As discussed earlier in this chapter, recent research findings and societal observations clearly identify systemic discrimination and disadvantages to minorities. There is a meaningful gap in business strategy research to update practices and the education early in career to facilitate diverse leaders and workforces for the future. Much of the existing research on organisational behaviour explored emphasises and stresses the importance of engagement as a precursor to performance. The concept of performance is incredibly broad, though in a publicly listed company, a widely accepted performance indicator is earnings per share (EPS) which can be measured (Cox Jr. and Blake, 1991; Griffin, Li and Xu, 2021). Griffin et al use EPS as a success measure when reviewing and assessing organisational performance, particularly at board level.
The research completed in this thesis aims to identify opportunities for leadership to address issues that can contribute to closing this gap, particularly through the lens of diversity as a strategy. Key areas of interest for examination in research include tokenism and impactful practices, heterogeneity of leadership and future leader development internationally and a perspective of EPRG orientation and the implications on inclusion at Pitney Bowes Inc.

[bookmark: _Toc298582118][bookmark: _Toc303695080][bookmark: _Toc303695285][bookmark: _Toc81327854]
Methodology and Research Design
[bookmark: _Toc303695081][bookmark: _Toc303695286][bookmark: _Toc81327855]Overview
Managing diversity in the organisation is a complex and emerging topic that overlaps with numerous topics and themes across organisational behaviour, performance, and culture. This research examines the perception of employees on how the organisation for which they work handles diversity and seeks to collect the relevant issues that arise as a consequence of that individualistic reality, in the absence of a pre-existing theoretical framework to guide the research. As such, the research is inductive in nature and based upon the phenomenological philosophy through a case study.
A thematic discourse analysis of semi structured interviews identified 3 overarching themes and 15 sub-themes, which were analysed and assessed in comparison to organisational primary data made available on public record, and in the context of the literature and the conceptual framework. The main themes, and their respective sub-themes, illustrated a wide range of influencing issues and experiences associated with diversity and inclusion in the workplace. Participants generally reported that much progress has been made and were uniform in their agreement that the organisation was overall making a good effort to satisfy their concerns, with some work to do. The participants described the need for additional representation at senior levels in the organisation and identified talent planning as an area of concern. The research findings support and are representative of the current literature and primary data sources from the organisation.

[bookmark: _Toc298582119][bookmark: _Toc303695082][bookmark: _Toc303695287][bookmark: _Toc81327856]Research Philosophy and Approach
To collect primary data, a phenomenological approach has been selected in recognition of the subjective nature of examining employee perceptions and the collection of pertinent issues that arise. To achieve the level of examination required, a panel of ten employees from a multinational company were selected for interview, using open ended questions in a semi structured method as a means to mitigate any pre-existing bias that may exist either given that this researcher holds a leadership position within the same organisation. The research execution was complicated by the COVID-19 pandemic, as a number of interviews were cancelled or postponed indefinitely due to local conditions and the welfare of the subjects, particularly in India. Six interviews were completed in total.
By sampling multiple viewpoints to identify and collect the relevant data, the research will contribute to the topics of diversity and leadership, with the goal of collecting all of the issues as they relate to the sampled organisation within this study.
A single specified organisation was chosen to complete the research to facilitate access and consistency across policies, leadership training and employee exposure to common practices, language, and idiosyncrasies. 
The semi-structured interview has been chosen as a method of collecting and examining issues in response to the lack of research that has been completed in this field thus far. Through the absence of a defined framework or existing research highlighting issues and concerns, a closed questionnaire was deemed inappropriate due to the unknown breadth of concerns that may arise. The interviews took place via a video conferencing service due to constraints associated with the COVID-19 pandemic. Each interview was recorded with the permission of the panellist, and themes identified were progressively explored with subsequent interviews through the refinement of the questions asked. This is an important factor due to the unknown nature and variety of issues that may arise in conversation, however the evolution of questions was documented as the interviews developed, leading to a semi-structured approach rather than an interview structured with rigour.

[bookmark: _Toc298582120][bookmark: _Toc303695083][bookmark: _Toc303695288][bookmark: _Toc81327857]Research Strategy
To complete the research, it was proposed that 10 interviews be completed with individuals that primarily self-identify as diverse, or an ally of a diverse person. For the optimum output of this research, a wholly diverse population should be interviewed, with all forms of representation for a thorough examination. However, given the research time constraints, it is not feasible to achieve as part of this particular case study. Whilst the panel of interviewees is diverse, it will not represent all aspects of diversity. Due to a pandemic related crisis, a number of interviews were cancelled and a sample of 6 interviews were completed.
The selection criteria required that each participant was employed by the same organisation (Pitney Bowes Inc.), providing for a consistent comparison of perspectives, and understanding of the application of policies and procedures, aiding in the collection of relevant issues. The company is a multinational organisation, headquartered in the United States, listed on the NYSE, operating primarily in technology, logistics and adjacent financial services segments. The interviews were staged with best practice techniques to support putting the panellist at ease and to ensure that the conversation remains open and free flowing (Creswell and Guetterman, 2021 p. 453, 454).

[bookmark: _Toc298582126][bookmark: _Toc303695084][bookmark: _Toc303695289][bookmark: _Toc81327858]Collection Primary Data
Data collection took place between April and May 2021. Interviews were conducted over videotelephony service Zoom, lasting approximately 40 minutes.
The interviews were designed to be flexible to capture relevant content from each respondent. Questions were developed and fine-tuned over several sessions with reference to the conceptual framework and primary data publicly available from the organisation. 
The questions reflected areas of interest identified through a review of the relevant literature. This included the employee overall sentiments to the organisations’ efforts to foster a diverse and inclusive environment, in addition to data relating to their career development opportunities and experiences.
Internal reporting was provided in response to questions by a Human Resources Business Partner from the organisation’s talent management system.
[bookmark: _Toc303695085][bookmark: _Toc303695290][bookmark: _Toc81327859]Sources
As the case study organisation is publicly listed, information on their diversity index scores is available and will be used to identify potential benchmarked areas of improvement or high performance, that helped develop interview questions. Additionally, the superficial (referring to the physical attributes) diversity of the senior leadership team and board of directors was noted and used as a contextual point of examination in the interviews, examining the hypothesis put forward that board diversity is an indicator of successfully fostering an inclusive organisation (Breuer, 2016). At Pitney Bowes, the senior leadership team is comprised of 18% persons of colour, and 30% women.
This data was used to deduce a baseline of change in the organisation, attempting to establish a pattern of transformation and how the organisation publicly prioritises diversity both within the organisation and externally – both in the wider business community and in society.
As discussed, primary data was collected through semi-structured interviews consisting of open-ended questions, affording the interviewee scope and opportunity to express their thoughts and feelings. The interview was based upon a prepared yet flexible guideline (see Appendix A) and transcribed verbatim using technology provided by the video conferencing software, Zoom.
[bookmark: _Toc303695086][bookmark: _Toc303695291][bookmark: _Toc81327860]Access and Ethical Issues
Sensitivity and vulnerability concerns:
Participants were informed of the purpose and scope of the research and advised that participation is voluntary. Additionally, as racism, sexism and other forms of discrimination are sensitive topics, since the respondents could be classified as a vulnerable population (Creswell and Guetterman, 2021), all participants were provided with confidentiality and safety statements, advised that participation was voluntary and provided with appropriate support or helpline numbers if further assistance or personalised discussion was warranted based on their own experiences, e.g. Samaritans, Civic Information or EAP helplines. 
Recorded material and data confidentiality:
As the interviews were recorded, the data and information relating to the panellist was anonymised, and a GDPR data handling disclosure was provided to panellists that are located within the European Union, though generally, all data has been treated with the same level of confidence, security, processing, storage, and deletion as appropriate for academic research. All stored data was anonymised, and the use of personally identifiable information was both discouraged prior to the interview recording, and redacted – including use of names, as an example. Each interviewee was assigned a unique identifier for transcribing and coding the interviews. All interviewees explicitly agreed to the recording of the interview.
Bias:
As an employee with a leadership role within the organisation, the researcher may hold unconscious bias relating to some issues and themes that arise in the course of data collection. To mitigate, no interviewees belonged to the direct or adjacent work groups with which the researcher is associated. 
Accessibility:
Due to the diverse background of panellists, it was possible that English may not be the first language of some respondents. Prior to interview, the topic will be discussed, and a plain language statement provided, in addition to ensuring the participants comfort in communicating in their non-native language. All participants will have professional proficiency in English, this being a requisite of employment with the organisation. Throughout the recorded sessions, the transcription/caption feature available through the software interface (Zoom) was utilised, enabling the option for participants to follow if there was an individual need.


[bookmark: _Toc303695087][bookmark: _Toc303695292][bookmark: _Toc81327861]Approach to Data Analysis

[bookmark: _Toc81327887]Figure 2 Analysis process, adapted from Creswell & Guetterman (2021) p.273
A hermeneutic phenomenological approach to reviewing and analysing primary data using inductive methodology is an appropriate method for qualitative interviews. The approach was decided upon to explore the participants’ subjective experiences and ultimately their perception of their work environment (Creswell and Poth, 2018).
The coding scheme was completed from transcribed interviews using excel to categorise each data point captured in transcription. The methodology was based on a simple label and classification system that supported filtering and sorting of points to promote analysis (Ose, 2016).
Throughout the analysis preparation, the codes were fine-tuned and whittled to a workable number of sub themes, removing overlap or redundancies, and providing workable data to complete analysis as each interview was reviewed and cleaned through multiple iterations.
Once coding was completed, the data was analysed and interpreted for interconnecting themes in the context of the research objectives, exploring and comparing the experiences of different respondents to examine reoccurrences of perceptions, to support identification of systemic or isolated practices of inclusion – or exclusion. The data was also assessed in context of the existing literature, with unexplored areas identified for future research. The thematic analysis was carried out on both a semantic and latent level to investigate not just what was said, but also incorporating how the linguistic features of the data gives meaning and context to the content. 
[image: Table of themes and sub codes]
[bookmark: _Ref76998727][bookmark: _Toc81327888]Figure 3 Overview of themes and sub-codes (Kinsella, 2021)

[bookmark: _Toc303695088][bookmark: _Toc303695293][bookmark: _Toc81327862]Conclusion
Semi-structured interviews proved a valuable tool in collecting primary data and provided significant insights to real world experiences that met the research objectives. 
The phenomenological approach to research was validated through the identification of individual issues and experiences shared by the respondents. The collection of relevant themes and issues was a primary objective for this research. The semi-structured interviews facilitated open dialogue and generally speaking, interview candidates were candid and frank in their responses, and consistently across the group were willing to share their experiences and ideas around opportunity to change.

[bookmark: _Toc298582130][bookmark: _Toc303695089][bookmark: _Toc303695294][bookmark: _Toc81327863]
Presentation and Discussion of the Findings
[bookmark: _Toc303695090][bookmark: _Toc303695295][bookmark: _Toc81327864]Overview
The research was undertaken with a view of examining and answering three questions within the frame of diversity and inclusion within a multinational organisation, Pitney Bowes. The research set out to answer the following:
1. Identify the issues that employees feel are most important for a diverse and inclusive organisation
2. Explore the employee response to the operationalisation of diversity and inclusion practices
3. Examine the role and challenges of leadership in fostering and strategizing diversity initiatives
Throughout the investigation, several themes were recurring across the interviews, which will be examined in more depth in the findings section of this chapter. In total, fifteen sub-themes were identified across the interviews, with significant overlap in comparison to the conceptual framework derived from the review of the literature. 
Reviewing the findings, the responses were largely consistent with little disparities when considering Pitney Bowes and the important issues that drive inclusion. Overall, respondents felt that the organisation was making a meaningful attempt to foster a diverse workplace. Respondents were largely positive about both intentions and actions of the company and its approach to diversity, specifically commenting on the history of the company in its progressive practices.

I believe Pitney Bowes has strived to create a culture of inclusion and diversity. I think that's one of the first things that drew me into Pitney Bowes from the onset. The company being created was on that philosophy. I think even before there was a field of inclusion and diversity that the founders of the company were committed to doing the right thing, the right way and that meant providing opportunities for minorities... So that was something that I gravitated to, and I do believe that in in present day, that we continue that. That’s the spirit and culture of today.
(Interview E, 2021)
The positive actions reported by the group of the organisation generates much goodwill across the employee group that were interviewed, with responses noting the importance of the direct line manager in creating positive experiences and opportunities for all. Two interviews specifically mentioned how they perceived the line manager led with characteristics aligned with LMX and authenticity, taking the time to coach and nurture the individual employee to help them achieve their potential. Recurringly, the role of leadership was identified as a key influence for individuals. 
Respondents were mostly aware of ally initiatives that are run by the company; however, most were not engaged in groups or events to the extent that it influences their sense of inclusion. 
I don't think it's the participant who might be impacted by the program. They make us aware that there's such thing and what kind of benefits that you can get out of it. So, it was one-way communication in a certain way… you have to make an effort to read through, you have to pay attention to the content rather than you know, make it interesting so that you pay attention to that Program.
(Interview B, 2021)

Finally, the research evidence highlighted and identified the concept of individual sponsorship and the importance of the relationship with the leader. There were multiple factors cited in terms of career or role satisfaction, with those that perceived their success to be directly related to their relationship with their direct leader. The dichotomy of those with poorer experiences with leadership was observed earlier in career, with expressions of feelings that they had not reached their potential to date as a consequence of unequal access to opportunity, albeit outside of their tenure with Pitney Bowes. This may become an area of importance for expanding research beyond the remit of this case study.
[bookmark: _Toc303695091][bookmark: _Toc303695296][bookmark: _Toc81327865]Findings
The research examined and achieved the objectives of this study and will be discussed holistically, according to the thematic structure that arose from the research. As shown in Figure 3, fifteen complimentary themes were identified from the interviews. To interpret the findings, the themes were further refined and aligned to the research objectives based on the contribution to the discussion.

[bookmark: _Toc81327866]Relevant issues influencing diversity and inclusion within the organisation
As previously discussed, the perceived approach to diversity by the organisation was an important benchmark for this research, providing for an understanding of the experiences and ideology of the individual participating employee.
The overall organisation theme crossed many thematic boundaries, blurring leadership, engagement with initiatives and talent management. According to each of the participants, their initial impressions and part of what attracted them to the organisation was born through the recruitment process. Multiple experiences referenced the onboarding process and engagement with a variety of individuals, including that where line managers or functional managers were minorities as a leading factor for deciding to join the company. Interestingly, one interview specifically identified the type of leadership role held by a minority as a key performance indicator – suggesting that although not in the case of Pitney Bowes, minority leaders are often placed in service related roles rather than business related roles, reiterating findings by Adejumo (2021) where leaders must reinforce and represent cultural and societal diversity across a broad scope to avoid tokenism and inauthenticity.

…the fact that there was a person of colour heading up the business. That was just something different, that I had not seen previously because most times when I saw a person of colour at other organisations, it wasn't leading a business, it was in a position of support, whether that was male or female, like most of the males were like over operations and the females were over HR or you know, but not really in a revenue generating position…
(Interview C, 2021)

Conversely, the interviews found that C Level leadership does not win the same depth of goodwill from employees, with references to inaccessibility and a perception of remoteness from employee issues “The top bosses, they’re probably in their own bubble... They don't have time for the little people.” (Interview A, 2021). This perspective reinforces and strengthens the ideation that direct leadership has a significant and critical influence on the experience of the employee, and identifies a complimentary area of research – how do leaders differentiate from leadership to win the employee when the organisation fails?
With regards to inclusivity from a multinational perspective, respondents identified that while a broad spectrum of nationalities were welcome at the organisation, localisation was often insufficient, particularly when reviewing how initiatives are rolled out. References were made around accessibility of content and that a broader set of media could be utilised for non-native speakers, including use of subtitles in video, translations, mix of video and blog updates and participant inclusion. Engagement with US centric initiatives was anecdotally reported as low or poor, particularly in Ireland where reactions were described as cynical against the “Americanism’s” that were so often applied regardless of local cultural norms. Poor engagement was reported across a broad spectrum of initiatives including ally networks, C Suite updates and in cross functional networking events. Further examination of potential causation identified bandwidth, general motivation, and lack of affiliation to initiatives as influencing factors.
Further to this, cross border leadership issues arose for satellite offices where some or limited processes were autonomous to the country and others were managed from the corporate office – causing concern and an obstacle to job satisfaction when identified as an opportunity for improvement. One respondent referred to being “out of sight, out of mind” and reported feelings of disappointment in the lack of autonomy and how it interfered with the ability to complete work, to the extent that it created a need for proactivity in identifying decisions that were being made that could cause downstream issues locally.
Another reported problem in the realm of localisation included accessibility or interpretation of local employment regulations and to a lesser extent, HR practices. One respondent reported difficulties in identifying baseline entitlements for those hired on visas for specialist roles, and that there was a perceived lack of support to acclimatise foreign employees to the normative behaviours and entitlements in both their new country and employing organisation. 
As a final indicator on overall organisational performance, it was reported that while Pitney Bowes has a high percentage of diverse employees – people of colour represent 47% and women also make up 42% of US based employees (Pitney Bowes Inc., 2020, 2021), the majority of these employees are in low skilled jobs that are often most susceptible to automation or job loss. This perception is affirmed when examining representation at senior leadership levels. Women account for 28% of senior leadership, and people of colour represent 19%. This information is representative of US based employee population and does not include international employees or leaders. 
In congruence with the overall perspective found in this research, Pitney Bowes was ranked 137 in Forbes’ best places to work for diversity in 2021 (Forbes, 2021) out of the top 500 recommended organisations in the United States.
[bookmark: _Toc303695093][bookmark: _Toc303695298][bookmark: _Toc81327867]Response to initiatives and opportunities to participate
To examine employee responses to diversity and inclusion initiatives, the interviews questioned participants in multiple areas to identify their thoughts and responses to the range of activities that may or may not resonate with them individually, and ultimately to gauge if initiatives and operations that are meant to inspire inclusion are meeting that objective. 
The research explored fairness, the sense of inclusion and exclusion, affinity with ally initiatives and opportunities to provide feedback in the context of employee engagement and in the design of initiatives. 
One of the primary concerns that emerged from the research was related to non-native English speakers and their perceived difficulties in communicating across the organisation. According to their shared experiences, there are marked differences in their dealings with American offices when compared to international locations. One respondent shared frequent feelings of inadequacy and inferiority, and that at times, an accent felt like it was an insurmountable obstacle to achieve meeting objectives. 
I do have the disadvantage of speaking English as a second language and one of the biggest challenges, I found that when you have meetings in different language that you have to pay attention a little bit more than your mother tongue. If you're sitting there and you're not presenting anything, you have to listen to the content and make appropriate call outs, and sometimes you have to respond quicky, it's somewhat limited and it's something that I have to overcome, of course. Sometimes I find it's a little bit unfair.
(Interview B, 2021)
Within the research, it became apparent that there was some hesitancy to participate, not only with this research, but in the initiatives run by the company to facilitate conversations of empowerment and inclusion. One candidate candidly suggested that if their experience had been negative, then they would decline opportunity to participate in a recorded interview.
If there was someone that a derogatory comment made to them, based on the colour of their skin, they might not be okay within the corporate setting talking about that in a recorded session. I mean, it's hard enough to come forward to HR, for example, and say this is what happened to me. 
(Interview E, 2021)
While this does not necessarily transfer to general feedback sharing, there were indications across other interviews that showed a hesitancy to share feedback, with the most frequently mentioned reason being a lack of confidence that feedback would influence change. Also noteworthy was the concept of how corporate culture and corporate initiatives did not transfer easily to other sites, suggesting a sub-culture based on location and local preferences which largely interprets corporate initiatives with cynicism. To improve their reception to local employees, local hosting and issues should be addressed in those initiatives rather than corporate led ideas. This issue arose in both American and international locations.
In the specific context of initiatives aimed at developing ally networks and awareness, each interviewee was asked about their engagement with the various programs run by the company, such as events held to celebrate Black History Month or Pride. All respondents shared low or absent affiliations with the events held to draw attention to those causes, and cited reasons such as time or relevance as reasons not to participate. As previously shared, feedback also included that the programs do not initiate change for the audience members, and that while the conversations are important to have, it was common that now is the time for action instead – “put the money where your mouth is” (Interview C, 2021). Additionally, it was perceived that the tone of these conversations can often be negative or adversarial, and progressive conversations that enlighten and build a path forward could receive or illicit a better response with minorities. Ultimately, the desire was to have conversations that help people realise that we – as humans – are the same, “that as much as we are different, we are all alike”.
Across the interviews, respondents referred to important conversations and opportunities that presented with line managers and colleagues as an important indicator of diversity in a way that resonates with the employee, particularly in comparison to events or programs that the company uses to showcase its efforts. This was an important issue, as it reflected the day-to-day experience of inclusion for the employee that influences their observed culture, rather than an image projected by the organisation. Resounding importance was placed on the direct management relationship, which heightened feelings of inclusion and appreciation. Throughout all facets of the research, the line manager was viewed as the gatekeeper for opportunity and experience, providing autonomy and support to the employee. Across the interviews, no poor relations with the line manager were reported. On the other hand, difficulties in building relations with others was reported. It was noted that different interests and social behaviours was a driving force here, where hobbies and pastimes were a divisive issue. In one example, the respondent shared how others would dismiss their preferred vacation activity as boring and subsequently ask how others enjoy their vacation, resulting in the interviewee experiencing feelings of embarrassment and exclusion, ultimately being unable to bring their whole self to the workplace. Similar manifestations arose with other respondents with issues arising in canteen facilities from the consumption of foods from their home countries, particularly experienced in the Asian population that was interviewed. The research finds that the behaviour of passing comments on the preferences of others has a negative impact on the diverse employee.
[bookmark: _Toc303695094][bookmark: _Toc303695299][bookmark: _Toc81327868]Leadership and organisational responses to the need for change
To achieve the research objectives, it was clear from reviewing the literature and conceptual framework that the role of leaders in an organisation is key to the employee experience. How leaders lead is a well examined research topic, and as learned in the literature review, high performers are authentic with high emotional intelligence and high social power. Throughout the interviews, respondents were questioned about their feelings on leadership responses to the recent civil rights movements such as the murder of George Floyd, increasing attacks of Asian Americans following the COVID-19 pandemic outbreak and voting issues in the United States. Participants were also asked about how Pitney Bowes’ leadership can further respond to diversity and inclusion issues, including what changes they would like to see in the future.
From the research, most respondents appreciated the public statements made in the aftermath of the George Floyd murder in May 2020. Most respondents felt that it was important for a public statement to be made, however some participants questioned the authenticity of the messaging, and made comparisons to the CEO statement and that of the Business Roundtable statement that was published at the same time. (The CEO of Pitney Bowes a member of the Business Roundtable.) All respondents shared that they would find value in additional follow up conversations about wider ranging societal issues, and some felt that Pitney Bowes as an organisation missed an opportunity to use its power and influence to support those facing discrimination and oppression in the US. While the intention was appreciated and sincerity questioned, it was also shared that the wider leadership team has a role to play in holding the CEO accountable and demanding more for their employees.
Further to this, some identified that the company could further support those impacted by doing safety or welfare checks, particularly during periods of increased hate crime attacks and times of protest. 
Building on this, respondents referred to the importance of their communities and the power and influence that the organisation, as well as society has on their sense of safety, belongingness, and well-being. 
…it definitely is a signal to the organisation that these types of things matter. If we are saying we're very serious about making a difference in the communities that we operate in, and I think it does follow that strategy, that you would you know have some sort of public acknowledgement or statement from the C Suite.
(Interview E, 2021)

Suggested areas of change varied across the interview group, as individual needs and personal circumstances influenced the responses, but were broadly directed into two spheres: access, and actions.
With concern to access, some respondents shared they would enjoy the opportunity to meet with senior leadership and to be included in the discussion. There were some references to management not hearing or listening to feedback through the traditional methods used to collect (surveys) and that access to the dialogue and crucial conversations could generate meaningful progress. Related to this, there were multiple calls to action made, with participants sharing that the conversation has now been had, and that the learnings need to be implemented. This builds on the subtext of feedback not influencing change to date, and that it is imperative that this changes. “We have to do a better job about putting action, not a plan, but just action” (Interview C, 2021)
Strong communication about changes, progress and status against plans was also identified across the interviews as an important component that would contribute towards employee’s perception of the diversity strategy or agenda.

When I look at promotions, organisationally do I see a whole lot of women of colour or people of colour? No. But you know what, I'm really hopeful that it will change because I think, in the environment that we're in today that we keep having the hard conversations, I believe those some of those challenging conversation; enlightening conversations are starting to happen.
(Interview C, 2021)
Within the research, the future of diversity in the organisation is centred on talent planning, with in-role learning and development opportunities key components of the talent pipeline and succession planning. Across the interview panellists, there was a desire for greater transparency of how investments are made, what the outcomes of the investments are, and what opportunities arise for diverse employees to improve their population ratio, particularly at Director level roles and above. Respondents spoke about access to training and learning opportunities, and when asked about their thoughts, there was a clear segmentation between employees in corporate/professional roles and respondents in service-based low skill/hourly roles. The employees in service-based roles had low levels of exposure to learning and development initiatives, whilst those in corporate roles had a higher level of exposure and understanding of the access and importance of continuous learning. 


[bookmark: _Toc298582134][bookmark: _Toc303695095][bookmark: _Toc303695300][bookmark: _Toc81327869]Discussion
[bookmark: _Toc81327870]Leadership
Throughout the research, multiple employee concerns arose that highlighted critical topics of importance for diversity, most of which are a subset of leadership. In the Pitney Bowes context, the research identified a disparity between the perceived performance of the leader when contrasted with Leadership. The role of the line manager proved critical to the overall positive experiences shared by the interviewees, though it was apparent that similar feelings were not held when considering the C-Suite level leaders. As the positive line manager experience was unanimous across the respondent group, it can be inferred that leaders are not behaving out of norm for the organisation and are aligned with the values and culture with which the organisation expects to operate. Therefore, it is imperative to consider what is causing the disparity between line manager and corporate leadership.
The research examined this by collecting issues that employees felt were most relevant to their diversity experience. Based on the findings discussed earlier in this chapter, leaders and leadership differ in the relationship with the employee. Direct leaders often enjoy authentic and personal relationships with their employees, where physical and positional distance limits senior leaderships ability to connect with the employee on an individual level, stifling authentic leadership and allowing employees to develop a sense of cynicism and lowering the credibility of actions promised due to the lesser exposure. Based on the interview feedback, much could be cured through enhanced transparency, over communication, and allowing periodic access in an approachable manner for employees across all levels of the organisation, clearly aligning with the research findings by Chrobot-Mason, Ruderman and Nishii (2014) in the context of leadership of diverse workforces. 
Higher levels of transparency around decision making, talent planning, hiring and selection processes in addition to downsizing is required to help employee and organisational perspectives reaching alignment. 
[bookmark: _Toc81327871]The multinational context
International culture was a recurring issue for participants that were based outside of the Unites States. Issues around Americanisation, low levels of autonomy and low power arose, causing dissatisfaction to the employee. Pitney Bowes operates in Europe, the Americas, Pacific and Asia; however, all executive leadership roles are based in Connecticut, USA. Respondents in international locations unanimously shared examples of difficulties faced in completing their roles through reduced power and influence. 
These two concerns should be considered in the context of international strategy, and inclusion. From a strategic perspective, the current literature provides frameworks that can support organisations in their overseas growth, namely the EPRG model. Pitney Bowes appears to have a hybrid approach to internationalising, leaning heavily on an ethnocentric approach whereby policies and culture are shared from the home country, with some secondary elements of polycentrism, minimal and where regulated, local practices as evidenced by the leadership distance and strategic oversight of the international structure (Perlmutter, 1969).
An important perspective that aligns with the issues described by the respondents can be found when reviewing international organisational behaviour. Ghemawat (2008) discusses the strategic complexity and voids within which the multinational company operates, arguing the globalisation and centralisation stifles the organisation’s ability to achieve optimum resource exploitation and that aggregation diminishes the purpose of internationalising. This resonates with the research findings, where human capital and performance is diminished as a consequence of centralisation. Importantly, Ghemawat doesn’t provide a solution to solving this, but poses the question back to the organisation – why internationalise? Considering the functional requirements of the international offices and rebalancing power locally to facilitate that purpose is a primary recommendation, and reinforced localisation to facilitate culture and organisational needs must be prioritised.
Based on the information available and under the assumption that internationalisation is a valid and appropriate strategy for Pitney Bowes, it is advisable that the company slowly shift towards a geocentric model, allowing local regions to manage their businesses semi-independently from the home country. By allowing ‘Country Leaders’ to solicit feedback and devise strategic operations based on local needs in combination with organisational needs, international employees could be more likely to experience a win-win workplace by diminishing the current frustrations around autonomy and power.
[bookmark: _Toc81327872]The inclusion context
Following on from international location concerns, there were also disparities in how respondents felt they were accepted within their role, with international employees feeling that it was easier to work within the international location, as at times those in the home country were less inclined to have the patience when communicating with them. This manifested in feelings of inadequacy in larger group settings. This issue is well discussed in the literature, with inclusion training and linking behaviours to performance a key recommendation in over coming this challenge (Eagly, 2005; Kalev, Dobbin and Kelly, 2006; van Breukelen, Schyns and Le Blanc, 2006; Akay et al., 2017). Cultural acceptance and inclusion are paramount in leadership role-modelling, and leaders must be trained and coached to achieve this. Specifically, some research identifies conflict management as a key skill to master when working in a diverse workplace (Chrobot-Mason, Ruderman and Nishii, 2014). In the Pitney Bowes context, this appears to require a dual application approach where firstly, the home country employees and leadership must learn to accommodate and accept communication differences, both domestically and in the cross-border context. Secondly international employees and their managers must be equipped to participate fully and address issues that arise in reconciliatory fashion, managing conflict and helping others to understand their needs. To this end, communication skills and emotional intelligence – authentic leadership – can facilitate improved working practices.
[bookmark: _Toc81327873]Allyship and programs
As a standalone objective, examining how employees respond to diversity and inclusion initiatives and programs was a leading research theme. Across each of the interviews, ally programs, affinity networks and inclusion initiatives were discussed and holistically speaking, are not significant contributors to the organisations culture of diversity and inclusion from the respondent’s perspective. 
Multiple data points were captured to understand disengagement from the programs, with the most common cited reasons being time and relevance. Most respondents agreed that there can be good content from time to time, though workload, timing and media were obstacles that individuals faced in participating. Relevance is a broad issue, as it is clear by the very nature of diversity that it can be extraordinarily difficult to appeal to all people with a single initiative, and the respondents all identified that a greater variance of both content and how it is delivered impacts their willingness to engage. While the current literature does not fully explore this, it can be informed by research completed on diversity policy management and the broad scope of perspectives that could be engaged.
Embracing multiculturalism – preserving different cultures and polyculturalism where different cultural interactions are fostered were shown to improve creativity and innovation, which are markers of performance (Cho, Tadmor and Morris, 2018). This raises an interesting question for Pitney Bowes, can the organisation thrive by embracing multiculturalism, with the consequential adjustments in their internationalisation strategy, or will a continuation of colour-blindness – where a homogenous culture is the norm and ethnocentricity as a strategy, remain status quo? Evidence of the homogenous culture exists through location and make up of senior leadership (82% white, located in North America), through centralised power from headquarters and through the reported ‘Americanisation’ of culture and programs that are misaligned with local norms.
[bookmark: _Toc81327874]The future of diversity
The research findings examined the issues that were important to the individual employees, and while all participants felt that the organisation was making a fair effort to improve, there were multiple suggestions and ideas shared that would improve their own circumstances as they navigate their career with Pitney Bowes. 
With respect to learning and development, the existing disparity in corporate versus non corporate roles has the potential to have a wider impact on minority employees that comprise a higher percentage of lower skilled roles, and as such, the program designed to nurture all talents can become an engine which continues to further the careers of the homogeneous employee and continues the imbalance of minorities in roles of power and leadership. Talent planning is widely regarded as a core strategic HR discipline with a powerful influence on the make-up and performance of the organisation, influencing a broad spectrum of internal and external performance indicators. Broadening accessibility and identifying variety in the employee population can expose an underutilised resource, with added benefits of increased performance and loyalty (Chrobot-Mason, Ruderman and Nishii, 2014; Nkomo et al., 2019; Adejumo, 2021), while also modernising workforce skills to meet evolving business needs (Baker, 2017).
Continuing this thread, continuous learning has been identified in the literature as a critical means of equipping leaders with the skills required to optimally manage diverse workforces (Avolio and Gardner, 2005; Yong, Sauer and Mannix, 2014; Farndale et al., 2015; Gündemir et al., 2017; Morgan Roberts and Mayo, 2019). From the research, line managers are facilitating diverse and inclusive work teams, indicating that the training in this area may be effective. High performers in this area should be identified to facilitate training needs assessment and mentor others (Chrobot-Mason, Ruderman and Nishii, 2014). Additionally, a review of the hiring profile for leaders should be reviewed to ensure that the characteristics and traits of effective leaders are included as part of the selection process. 

[bookmark: _Toc303695096][bookmark: _Toc303695301][bookmark: _Toc81327875]Conclusion
The research sought to identify the issues that employees feel are most important for a diverse and inclusive organisation. The analysis found that while employees were largely satisfied with the efforts that the organisation was making, there was opportunity to improve some leadership practices, particularly at senior management level. The research found that improved access to senior leaders, complemented by a wider range of feedback and participation mechanisms would improve employee sentiment, however only if feedback led to identifiable change. 
Localisation and role autonomy were important issues for employees based in international offices. Employees reported dissatisfaction due to a lower sense of power, and at times felt that they were forgotten about. Further to this, a significant source of dissatisfaction stemmed from the Americanisation of initiatives, respondents felt that their local cultural norms were diminished and believed that they needed to conform with the home country expectations. 
When examining employee engagement and responsiveness to diversity initiatives within Pitney Bowes, most employees appreciated the efforts being made to further the discussion around inclusion, though all respondents reported low participation with events and network groups, citing time management and relevance as primary influences. Additionally, to low personal relevance, respondents reported that ally events were not conducive to positive conversation or participation, and the delivery of events, often via webinar did not meet accessibility needs for non-native English language speakers. Recommendations were made to provide more variety on the type of media used and adding subtitles to video content.
With regard to other types of initiatives, such as training and accelerator programs, there was little knowledge or awareness among hourly employees, particularly in international locations. Employees with corporate based roles in the US had a higher awareness and were satisfied or optimistic that future leadership would be a diverse pool from this population. This could create perpetuating issues with populations with higher minority rates not participating in training, risking lower diversity rates in high potential programs, and higher risk of skill redundancy from automation (Baker, 2017). 
Finally, the research investigated the role and challenges of leadership in fostering and strategizing diversity initiatives. From the employee perspective and as identified through the literature gaps, there are difficulties in aligning cultural norms across borders. Significantly, leadership must build upon their communication and execution of plans and demonstrate the output and actions being taken in a way that is more visible to the employee population. This will both showcase the progress being made and could potentially increase participation in initiatives due to higher awareness and improved credibility.
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Concluding Thoughts on the Contribution of this Research, its Limitations and Suggestions for Further Research
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The research examined the employee experience and their perception of diversity initiatives at Pitney Bowes. To deliver an optimal and inclusive workplace, employers must understand the issues and themes that concern diverse employees. 
Research objective 1: Employee led issues for a diverse and inclusive workplace:
· The line manager is largely responsible for the individual experience and requires appropriate training and support to facilitate inclusion.
· Access to development resources is not evenly utilised across the organisation, acutely in lower ranked positions with higher ratio of diverse employees, increasing the potential for minorities to be left behind with respect to their skill and competency modernisation, and leadership training. Upskilling high potential employees outside of their current work is an under-utilised opportunity that additional investment could provide for a new generation of diverse and minority managers.
· The research did not find tokenism to be a significant theme, which was highly relevant in the literature and conceptual framework. While the leadership and board of directors’ composition was referenced, it was not a prominent issue.
Research objective 2: How employees respond to operational practices within the organisation:
· Overall, the research concluded that employees were satisfied with how diversity is handled in the organisation and that they were treated fairly. All employees felt it was safe to bring their whole selves to the workplace and relied on their line manager to guide the overarching experience. 
· Allyship programs and initiatives do not directly influence an employee’s sense of inclusion, however they remain important for critical conversations. Employees reported a preference for programs that enable participation and direct, individual benefits.
Research objective 3: The role of leadership in diversity strategies:
· Internationally, employees were dissatisfied with Americanism’s, and seek higher autonomy from the home country, particularly in reference to values and culture.
· Optimal international employee experience requires a local, geocentric culture rather than an ethnocentric internationalisation strategy. This needs to include the application of resources and ability to influence decision making.
· Senior leadership must be willing to listen and action the feedback of employees and take demonstrable actions to win credibility in their efforts to progress from planning to achievements.
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To date, qualitative research examining the issues diverse and minority employees face is limited, with most writing identifying poor representation of diverse communities in leadership, and the challenges faced as a consequence. This research has examined and collected the concerns of a small group of employees in a case study organisation which can be leveraged as collateral in further research.
While this qualitative study did not reach statistical significance, due to the infancy of the topic in existing literature, this study contributes towards the research topic by providing relevant employee led themes that require further examination for repeatability and investigation for alternative methodologies to mitigate the areas of concern.
As an employee of the case study organisation, the research participants may have withheld information or reframed their responses due to my network connections and relationships withing the company. Additionally, my own bias of the initiatives within the company could unduly have influenced probing in the interviews. There is a possibility that responses could change if the interviewer and interviewee were anonymous to each other. 
The interviews occurred over a two-week period during April and May 2021 and due to the nature of questioning, should be viewed as a snapshot in time. Perceptions evolve in response to environment, and changes in leadership, role and societal issues can influence an individual’s experience. 
Finally, the interviews were held and recorded via zoom, which added a disadvantage to the interview process through the absence of body language. Interviewing in person can benefit from additional probing by gauging an individual’s natural pauses and hesitancies, while video conferencing can lead to interruptions due to missed cues. This could impact participants depth of response and the ability to speak freely without interruption. As a key learning with respect to the research methodology, I would take a three phased approach to research to improve upon future results:
1) Small population of semi-structured interviews, in person where possible
2) Medium population open answer qualitative questionnaire – designed from the learnings in the interviews in phase 1.
3) Large population quantitative survey designed from phase 1 and phase 2 findings for repeatability and to achieve statistical significance.
This change is informed in response to the challenges in identifying unknown volunteers to participate in a recorded interview, and to be more inclusive in data collection in catering for those uncomfortable in a live interview situation. 
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As a consequence of this research, there are a number of actions that Pitney Bowes can take in response to the feedback collected
1) Prioritise access to development programs to diverse workers in non-corporate roles. Employees in this population were not aware of educational or training programs that are available and did not show familiarity with possible career paths. There is an increased risk of role redundancy in manufacturing and service-related roles, with little evidence of preparedness or skill expansion by that subset of employees.
2) Decentralise positions of power (e.g., EVP of International is currently located in CT, USA) and give greater autonomy to international sites, particularly in how Pitney Bowes programs are managed. Enabling local leadership to role out initiatives such as volunteering, wellness and development programs can facilitate higher participation rates and improved engagement as a direct consequence of improved relevance to the employee.
3) The perception of senior leaders could be improved through enhanced communication of initiatives and progressive outputs to the wider employee base. Employees seek information in a variety of media and expect accessible content for key languages, including translations and subtitles. There is a sense of fatigue when discussing plans for change, with developing urgency for action and change across the organisation. Employees expect increased access to give direct feedback and want to be part of the evolution of the organisation. Senior leaders should hold open small group sessions and open feedback forms to support employee participation.

[bookmark: _Toc298582141][bookmark: _Toc303695101][bookmark: _Toc303695306][bookmark: _Toc81327880]Recommendations for Future Research
Diversity and inclusion within the organisation is a broad topic that has wide ranging implications for all stakeholders. Furthering this research topic with the specific lens of the employee experience can allow organisations to improve their employee welfare, engagement, performance, and retention metrics, when accompanied with actionable strategies to remediate the legitimate concerns of minority and diverse populations.
Building from this research, a key question arose with respect to leadership, and the relationships of direct leaders and organisational leaders with the employee. How do leaders differentiate from leadership to win the employee when the organisation fails?
Furthermore, there is a clear deficit in international strategy research in the context of acclimating local norms in the multinational context. Further research in how organisations can expand to new geographies whilst meeting their shareholder objectives in addition to local stakeholder expectations can support organisations in fostering an inclusive international presence without bloating management with multiple iteratives of the various corporate services.
A final area of research interest involves how automation and role redundancy can disproportionately impact minority workers, particularly in the US. This was identified as a data point in discussions of learning and development, and would benefit from larger scale quantitative research to understand the scope and scale of automation as a potential issue, and what role organisations have in protecting or future proofing employees against imminent technological advancements.
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Reflecting upon diversity and inclusion as a research topic, one appreciates the complexity and scale of its importance in our lives, particularly in the workplace. One could consider the psychological, physiological, and environmental implications on both the individual and the community when seeking to identify the consequences of an inclusive and fair work environment, and the repercussions when it is not. The civil and societal injustices highlighted through various civil rights movements have emphasised the need for systemic change and fairer, more equitable access to resources and opportunity for all, and deeper examinations of how this manifests in modern organisations lies outside the remit of this research.
Overall, Pitney Bowes is satisfying the needs of the diverse employees that were interviewed and have received accolades for their triumphs in fostering work environments that benefit diverse employees and women in recent years. While there is always more to be done, employee sentiment is optimistic and Pitney Bowes appears to enjoy significant goodwill from its workforce, which in itself can be considered testimony to the culture of inclusion that is strives to facilitate, all despite the adversity each individual employee faced in reaching their current point in career. 
While there is scope for progress in managing the need for independence in international offices, quick wins can be found by allowing local offices to choose how they invest time and budget in local community causes that resonate with local employees, providing some autonomy without adding increased management costs. Multinational companies across the globe face similar challenges in managing their vision, values, and culture from their corporate headquarters. By getting ahead, Pitney Bowes could gain competitive advantages internationally by creating a workplace where the individual can bring their whole self to work, rather than the Americanised self.
On personal reflection, as a people and operations leader, I have an absolute belief that everyone deserves and should expect fair opportunity. My personal experiences with previous employers were poor – not inclusive, and certainly not diverse. At the time, work was the source of significant distress which had implications on my mental and physical health, relationships, and financial wellbeing. My lack of opportunity propelled me to a career change, and now as a person with influence, I am empowered to not only advocate for those that need it, but to coach and inspire others with influence to do the same. On completion of this research and gaining an understanding of the wider implications through the literature review, it is clear that the plans for diverse workforces and leadership teams need to accelerate, and the time for change is now.
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1) How would you describe your company’s philosophy to diversity?	
2) Can you recall examples of initiatives that focused on elevating or promoting diversity & inclusion? What was the impact to you?	
3) Are there moments that you can recall feeling ‘seen’? how did that make you feel?	
4) Have you been asked to provide feedback on any initiatives, how was the feedback collected – is this the best way to share what you think or are the other ways you would feel more comfortable sharing your experience?	
5) Have you been in a situation where you felt excluded or unwelcome in the work environment, why do you think this was your experience?	
6) During times of exclusion, did you feel that this was unique to you, or a widespread behaviour/concern?	
7) Can you describe the different ways that you can see the company or leadership adjusting to facilitate diversity?	
8) What advice would you provide to the CEO to improve the inclusiveness within the company?	
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Could you spend a couple of minutes explaining to me what you think Pitney Bowes philosophy to diversity is? 
Oh, I think they're trying like that's their mission. Even at my initial interview before I got the job. I was told you know. Partly as a joke, but it was meant that way that they don't hire assholes. So, it was the main thing you know, to me it meant it doesn't matter where you're from what background you have, as long as you're qualified for the job. Then I saw at the office, I saw different people. I saw people from Asia, from Europe. And, and I felt comfortable, I felt grateful because it's not easy moving to a different country and finding a job that that's suited to your qualifications. Normally starting jobs are very low paid and first level like warehouse and so it's a struggle, and Pitney Bowes gave me a chance. Immediately I was grateful. I think I think they're mindful of the inclusion of all sorts of different people.
Okay, and do you still feel that sense like you did in those first moments?
Yes, yes. It's gotten even more; it's proved to me. In the same direction, you know, with the new hires I've met. Well. Mostly it's Irish but yeah there are others, it depends, I guess, on the business needs. They do hire people depending on the language they need, sort of they need Spanish they would hire people from. Spanish speaking countries or.
Do you think that you could maybe give me an example of a time when you personally felt like you were being included? Like you said when you started it's not easy, coming from a different country and you know Pitney Bowes took a chance on you, so do you have an example of a time that you felt recognised for who you are, given a fair shot, if you will.
I think I had a great relationship with my boss, and he's been including me in everything from the start, so. The first meeting held by managers, I was invited, and it came as a very pleasant surprise because you know I wasn't sure that he would have that kind of trust in me from the beginning and what he expected so from the very beginning, you know, I was always included, and in those meetings and he gave me he always gives me space he always gives me a chance to contribute first you know, and then we discuss, if necessary, he provides support. From the beginning.
The company has run a few initiatives to promote diversity and to elevate diversity and inclusion. If you were to try to think back to some of those initiatives and events that may have taken place, or that you were you participated in, how do you receive those types of events, do they have an impact on you?
Well, no. I think being a new office relatively young you know, two years I don't see that many people here are interested in the global initiatives, it seems like the Irish office is bit isolated, because you know when the States they have so many resources they have history, they have employee engagement, from forever ago. They have all kinds of events but then when it reaches us i've never seen a large interest it's always pushing - please, please, please, we need more numbers, we need more numbers, people don't even read them. Because if they did. I mean if you get on a call with Americans and there is not much to say you know because we're on our own, we are offered that support the same support but it's complicated because we have different laws different things that we can do, or cannot do so then communicating back with them is time consuming and, in my opinion, we should have either and more autonomy or I don't know but like, PB WIN. From the top of my head I don't even know what it's about at this moment I'd have to check.
So, have you been asked for feedback? When you attend an event or the initiative you typically get an email survey. Do you do give the feedback?
 Just the ones are participating, yes, yes.
And do you think that's the best way for them to collect your feedback?
Well yeah I don't know where it goes, because after I give my feedback nothing happens, you know nothing changes so yeah I don't know who gets the results and what's being done with them. Maybe, yeah maybe it shouldn't be anonymous maybe we shouldn't be afraid to speak up for the fear of… Who knows what. We should be comfortable discussing it. But, I don't know where it goes and what is done with the results.
Do you think that part of it is Like you said, the office that we're in is new and you're like we don't have that 100 year history that the company seems to gain a lot of credibility for their events based off of that, and what do you think could be causing like that kind of isolation that the Irish office faces?
Oh. It'd be nice, you know to join in as part of the global initiatives and organisation, but to engage everybody I'm thinking, what could we do? Because here, and you know if, if you remember the best participation response was when we gave food. Then people would gather and come, but still I wouldn't know if they were actually paying attention to what's happening or just there for that. I don't know how to engage people to care, if we could motivate people to really care. We would be a part of the one global initiatives. Because I see, for example, a portal or a place where you can discuss any problems. And no one from here. is interested, no one participates that there were some global meetings. Everybody was invited, and I would get on and there are like two people from Ireland
Like for volunteering, good Christmas fun and now this one it's always the same people only those people and even though so we're sending emails. In America they're having events, maybe we could have done that, nobody wanted to, and then the excuses are they’re on the phones. 
And do you think that the responsibility sits on the US, the Home Office to help us find ways to engage with people so that it is like that kind of inclusive community in the workplace, or does it sit on the individual trying to drive it from within?
Yeah both but that's the thing you know, do they want to, because they never. said anything they never said oh guys, we would like to see more of you. So, as it stands it's fine with them it's fine with us, you know, nobody nobody's complaining. So if they would like to, they could do more, and then we could do more.
So to come back to your own personal experiences right have you been in any situations where like you felt that you were either excluded or at a disadvantage compared to those around you or your peers and if so, could you talk a little bit about how it made you feel?
So uh my role is. Flexible. It's not fixed but, but I would think that by now most people understand that whatever happens at the Office will reach me eventually so Ii'm trying to promote that it'd be better to communicate with me from the start, than at the end, when I have to then catch up and research, what happened. …Why am I only now included and with some of the people it happens regularly, even I tell them if you'd please next time include me. And they say yeah yeah sure, of course, no problem, and then the next time they don't again so it's always the same people. 
Where I felt angry is, I've had a bit of a difficulty understanding, who does what, because the UK came and set this up. They're getting instructions from the US. So many of the things are controlled in the UK. The access system. Everything that they can see the cameras, they can see. But still, they expect me to. to manage things here and there has been new there's been a change of management. And you always have to adapt to new people you know get to know them. Accept who they are so this new management, they just do things and don't tell me and then it's quite inconvenient. For example we've changed contracts with our facilities provider and now there is nobody at the office. there is an access card that I use and I count on to be active for contractors, because they still come in and one day someone came and I said to use this card. And it wasn't working, and I went to check and someone from the UK had disabled it without telling me. So I wrote an email, pretty stern, what do you want to do you want to be the first point of contact for people in Dublin, or do you want your first point of contact in Dublin to manage things. I wish we were our own independent entity deciding for ourselves, and you know, having everything controlled in Dublin.
Do you think it's the satellite nature of your role from management in the UK that drives that kind of disconnect or is there something else in your mind that causes it, like a lack of personal respect for you or for your role, or is it you know, out of sight out of mind?
Yeah, it's just out of sight out of mind. They do care and they do help, and then you know when I need anything, they will go out of their way to help. The con is just they're making unilateral decisions, you know when they when they decide to do something and not tell anyone here. They wouldn't even tell us thing. I had to be proactive and ask them what's happening, you know what's happening, and then they said oh yeah, we're having new facilities management.
If you think about leadership and Pitney Bowes, how do you see over time how leadership position has changed or adjusted when it comes to promoting and elevating diversity?
 
Most hiring here is with Pitney Bowes client services. And it's the same base, young people. I think they employ based on qualifications. 
How does it seem to you, when thinking if you see people either getting promoted or celebrated or even access to development planning and further education and so on?
That'd be great you know I'd love to see programs and leadership encouraging people to take on courses to take on. Maybe even if you want to step into a new role, they could offer something - some help with that I don't see any promotions. It’s not announced it's not celebrated, even if it happens, you know I wouldn't know about it. The two things, maybe yeah. That would be nice to see after a certain period of time, you have a boss approach you just have a conversation, what do you want to do, do you want to learn something new, do you want to get a promotion, do you want to stay where you are for the next two years or… So yeah maybe it's happening I’m not sure. The employee would have to approach them with their own idea, you know, could I do this, could I do that and then go from there. So I'm not sure there even are any programs that would support any of that.
What advice would you give to the CEO, what are the three most important things for you so that you can, achieve your full potential at Pitney Bowes?
I would love to have access to them, you know, sometimes you feel you are at the roadblock with your immediate boss. And you just wish you could go to the CEO and say Hey listen this and that, and you know but that's not the right way that's not professional. You just want to bypass you want to make it faster so. But I know it's not sustainable, you know if everybody had access to them. It just couldn't work that's why there is a there is a ladder, there is a system. But you know if we did that it's not penalised or looked at. All oh my God How dare she. Because, just as in any organisation any the big bosses the top bosses, there are probably in their own bubble, you know that they they're dealing with what they think is the greatest thing you know, probably clients and profit. They don't have time for the little people. And I know there is a department for that, too, but I did hear from my colleagues, you know, an encounter with HR, for example, it's not necessarily successful it's not always in their favour. So, I was a bit taken aback I thought, if you came, they do anything to help you, but it may not be the case.
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