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Abstract 

Diversity management has evolved from a peripheral compliance concern into a central strategic 

instrument through which organizations pursue competitiveness, innovation, and sustainable 

performance, particularly within increasingly heterogeneous labour markets such as Nigeria's. This 

seminar paper examines the instrumentality of diversity management, that is, the extent to which the 

deliberate management of workforce diversity functions as a strategic means to organizational ends, 

and interrogates its monumental importance to organizational performance. The paper is anchored 

on Cox's Interactional Model of Cultural Diversity, the Resource-Based View, and Social Identity 

Theory, and reviews conceptual and empirical literature organized around two dimensions of 

diversity management, namely diversity management as a business-case rationale for competitive 

advantage, and diversity management practices, comprising inclusive recruitment and selection, and 

diversity training and inclusive leadership, as the operational mechanisms translating diversity into 

performance. The empirical review reveals a generally positive, though context-dependent, 

relationship between deliberately managed diversity and outcomes such as innovation, market 

responsiveness, problem-solving quality and employee commitment, while cautioning that 

unmanaged diversity can generate coordination costs and intergroup friction. Findings from 

Nigerian organizational contexts, spanning banking, manufacturing and multinational firms, suggest 

that diversity management practices, more than the mere existence of a diverse workforce, 

determine whether diversity translates into competitive advantage. The study concludes that 

diversity management is not a peripheral human resource formality but a measurable and 

manageable strategic lever of monumental importance to contemporary organizations. It 

recommends the deliberate design of inclusive recruitment policies, structured diversity training, 

and inclusive leadership development as mechanisms for realizing the instrumental value of 

diversity in Nigerian organizations. 

Keywords: Diversity Management, Instrumentality, Organizational Performance, Business Case, 

Inclusion, Nigeria. 
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1. INTRODUCTION 

1.1 Background to the Study 

Contemporary organizations operate within labour markets and societies that are increasingly 

heterogeneous in composition, encompassing differences in gender, ethnicity, religion, age, 

educational background, physical ability and world-view. This heterogeneity, generally referred to 

as workforce diversity, is no longer an incidental feature of organizational life but a structural 

reality that management must consciously engage with (Cox, 1993). Historically, organizational 

responses to diversity were framed principally in moral, legal and social-justice terms, oriented 

toward compliance with equal-opportunity requirements and the redress of historical exclusion. 

Over the past three decades, however, a parallel and increasingly dominant framing has emerged in 

the management literature: the instrumental or business case for diversity, which holds that, when 

deliberately and competently managed, workforce diversity functions as a strategic resource capable 

of enhancing organizational competitiveness (Cox & Blake, 1991; Thomas & Ely, 1996). 

The instrumentality of diversity management, in this sense, refers to the degree to which diversity 

management is conceived, designed and evaluated as a means to strategic organizational ends, such 

as innovation, market responsiveness, problem-solving quality and organizational flexibility, rather 

than as an end pursued solely for its own moral or legal merit. Cox and Blake (1991) were among 

the first scholars to make this link explicit, identifying cost, resource acquisition, marketing, 

creativity and innovation, problem-solving quality, and organizational flexibility as six dimensions 

of business performance directly influenced by how well an organization manages cultural diversity. 

This reframing does not deny the ethical and legal dimensions of diversity management; rather, it 

adds a further, strategically consequential dimension that gives management an additional, self-

interested reason to invest deliberately in diversity practices. 

Nigeria presents a particularly instructive context for examining the instrumentality of diversity 

management. As a federation of over two hundred and fifty ethnic groups, multiple religious 

traditions, and a constitutionally entrenched Federal Character Principle governing representation in 

public institutions, Nigerian organizations, public and private alike, are compelled to manage 

considerable ethnic, religious, gender and generational diversity as a matter of course (Hofstede, 

2001). Nigerian banks, multinational corporations and manufacturing firms increasingly draw their 

workforce from across the country's diverse geopolitical zones, and from an expanding population 

of young, formally educated entrants into the labour market. The manner in which such 

organizations manage this diversity, whether reactively, as a matter of legal or cultural necessity, or 

proactively, as a deliberate strategic instrument, has significant implications for the performance 

outcomes such organizations are able to realize (Jekelle, 2021; Omoyele & Olabisi, 2020). 

It is against this backdrop that this study examines the instrumentality of diversity management and 

its monumental importance to organizational performance, with particular reference to the Nigerian 

organizational context, with a view to contributing to scholarly discourse on how workforce 

diversity can be deliberately converted from a demographic fact into a strategic asset. 

1.2 Statement of the Problem 

Despite the growing recognition of workforce diversity as a defining feature of Nigerian 

organizational life, the management of that diversity within many Nigerian organizations remains 
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substantially reactive and compliance-oriented, driven primarily by constitutional and regulatory 

requirements such as the Federal Character Principle, rather than by a deliberate strategic logic that 

treats diversity management as an instrument for enhancing organizational performance. This gap 

between the existence of diversity and its deliberate strategic management represents a significant 

organizational challenge, since diversity that is merely present but poorly managed has been 

associated in the literature with intergroup friction, communication breakdown, and coordination 

costs, rather than with the performance benefits that a well-managed diverse workforce is theorized 

to yield (Cox, 1993; Ely & Thomas, 2001). 

Furthermore, while a growing body of Nigerian empirical literature has examined the relationship 

between workforce diversity variables, such as gender, age and ethnicity, and outcomes such as 

employee performance and job satisfaction, this literature has been concentrated disproportionately 

within the banking sector (Obamiro, Kumolu-Johnson & Ngwamaj, 2019; Omankhanlen & Ogaga-

Oghene, 2011), with comparatively less attention paid to the specific mechanisms, namely inclusive 

recruitment and selection practices, and diversity training and inclusive leadership, through which 

diversity management translates a diverse workforce into an instrumental, performance-enhancing 

resource across other sectors of the Nigerian economy. There is, in addition, a paucity of Nigerian-

focused conceptual work that explicitly frames diversity management using the language and logic 

of instrumentality, situating it deliberately as a strategic managerial lever rather than as a legal or 

moral obligation alone. It is this gap, between the demographic reality of a diverse Nigerian 

workforce and the comparatively underdeveloped strategic, instrumental management of that 

diversity, that this study seeks to interrogate. 

1.3 Research Objective 

The broad objective of this seminar paper is to examine the instrumentality of diversity 

management and its importance to organizational performance within the Nigerian organizational 

context. 

The specific objectives are: 

I. To examine how diversity management functions as a strategic instrument, or business case, 

for enhancing organizational competitiveness and performance. 

II. To assess the diversity management practices, namely inclusive recruitment and selection, 

and diversity training and inclusive leadership, through which organizations translate 

workforce diversity into performance outcomes. 

1.4 Research Questions 

I. In what ways does diversity management function as a strategic instrument for enhancing 

organizational competitiveness and performance? 

II. How do diversity management practices, namely inclusive recruitment and selection, and 

diversity training and inclusive leadership, influence the translation of workforce diversity 

into performance outcomes? 

2.0 LITERATURE REVIEW 
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2.0 Conceptual Review 

2.1 Concept of Diversity 

Diversity, in the organizational sense, refers to the array of differences and similarities that exist 

among members of an organization, spanning physical or observable characteristics such as gender, 

ethnicity, race and age, as well as less visible or deep-level characteristics such as values, functional 

background, educational attainment and cognitive style (Cox, 1993). Cox's (1993) Interactional 

Model of Cultural Diversity distinguishes between the physical dimension of identity, on which 

individuals are conventionally categorized, and the cultural dimension, which reflects the extent to 

which an individual actually identifies with the traditions and values of a given group, cautioning 

against treating diversity as a purely demographic head-count exercise. Diversity thus exists along 

multiple, interacting dimensions simultaneously, and its effects on organizational life are shaped as 

much by how these dimensions are perceived and managed as by their objective presence. 

2.2 Concept of Diversity Management 

Diversity management refers to the deliberate planning and implementation of organizational 

systems and practices designed to manage people in such a way that the potential advantages of 

diversity are maximized while its potential disadvantages are minimized (Cox, 1993). This 

conception marks a deliberate departure from earlier, narrower notions of affirmative action and 

equal-opportunity compliance, which focused principally on increasing the numerical representation 

of previously excluded groups. Thomas and Ely (1996) advanced this shift further, arguing that 

organizations should move beyond both the earlier discrimination-and-fairness paradigm and the 

subsequent access-and-legitimacy paradigm toward an integration-and-learning paradigm, in which 

diversity is treated as a source of insight, skill and perspective that can reshape core organizational 

work itself, rather than being confined to marketing or compliance functions. It is this reframing, of 

diversity management as a source of organizational learning and competitive advantage rather than 

a compliance obligation alone, that underlies the concept of instrumentality central to this seminar 

paper. 

2.3 Dimensions of Diversity Management 

Scholars have identified multiple dimensions along which diversity management can be 

characterized. In line with the specific objectives of this seminar paper, two dimensions are treated 

as the primary focus of analysis, namely the business-case or strategic-instrumentality rationale for 

diversity management, and diversity management practices. These two dimensions are discussed in 

depth below. Other dimensions commonly discussed in the literature, including diversity paradigms 

and the interplay between diversity and organizational culture, are acknowledged briefly thereafter 

to provide adequate conceptual context, without constituting separate objectives of this study. 

Business Case / Strategic-Instrumentality Rationale 

This dimension captures the extent to which an organization's engagement with diversity is 

explicitly justified and evaluated in terms of its contribution to competitive advantage, rather than 

solely in moral or legal terms. Cox and Blake (1991) articulate six specific arguments through 

which managing cultural diversity can enhance organizational competitiveness: a cost argument, 

whereby organizations that integrate a diverse workforce well avoid the higher costs of turnover and 
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absenteeism associated with poorly managed diversity; a resource-acquisition argument, whereby 

organizations with strong diversity management reputations attract a wider pool of talent; a 

marketing argument, whereby diverse organizations better understand and serve diverse customer 

bases; a creativity and innovation argument, whereby heterogeneous perspectives generate a wider 

range of ideas; a problem-solving argument, whereby diverse groups bring a broader range of 

perspectives to bear on complex decisions; and a system-flexibility argument, whereby 

organizations experienced in managing diversity develop the adaptive capacity to respond more 

fluidly to environmental change. Together, these arguments constitute the instrumental logic 

through which diversity management is theorized to translate into organizational performance. 

Diversity Management Practices 

This dimension captures the concrete organizational mechanisms through which the instrumental 

potential of diversity is actually realized in practice, principally inclusive recruitment and selection 

practices, which determine the extent to which an organization's intake reflects and welcomes a 

broad range of backgrounds, and diversity training together with inclusive leadership development, 

which shape the skills, attitudes and behaviours that enable diverse employees to work together 

productively. Jekelle (2021), in an empirical study of a Nigerian public-sector organization, found 

that employee training, leadership support and recruitment practices were among the key 

antecedents determining whether workforce diversity translated into effective managerial and 

organizational performance, underscoring that the mere presence of a diverse workforce, without 

deliberate investment in these practices, is unlikely to yield the performance benefits theorized 

under the business case. 

Diversity Paradigms: Ely and Thomas (2001) identify three distinct perspectives that work groups 

may hold toward diversity, namely the discrimination-and-fairness perspective, which frames 

diversity primarily as a matter of equal opportunity and compliance; the access-and-legitimacy 

perspective, which values diversity chiefly for the market access it provides; and the integration-

and-learning perspective, which treats diversity as a resource for organizational learning and the 

redefinition of core work itself. The perspective a work group holds shapes how diversity-related 

tensions are expressed and managed, and, in Ely and Thomas's (2001) findings, only the 

integration-and-learning perspective consistently sustained the performance benefits associated with 

diversity over time. 

Organizational Culture and Diversity: The interplay between organizational culture and diversity 

management is well recognized in the literature, with Schein's (2010) conceptualization of culture 

as comprising artefacts, espoused values and underlying assumptions offering a useful lens for 

understanding why organizations that espouse inclusive values may nonetheless harbour underlying 

assumptions that undermine genuine diversity management in practice. 

Power Distance and National Culture: Hofstede's (2001) cross-national work on cultural 

dimensions, including power distance and individualism-collectivism, provides context for 

understanding how the management of diversity within Nigerian organizations may be shaped by 

broader societal orientations toward hierarchy, group identity and consensus. 

2.4 Instrumentality in Diversity Management 
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The term instrumentality, as used in this seminar paper, denotes the degree to which diversity 

management is conceived, designed and evaluated by an organization as a means to strategic and 

economic ends, such as competitiveness, innovation and performance, rather than being pursued 

exclusively for its own moral, legal or social-justice merit. This managerial usage of the term 

should be distinguished from its more specialized use within expectancy theories of motivation, 

where instrumentality refers narrowly to an individual's belief that a given level of performance will 

lead to a particular outcome; the usage adopted in this paper instead follows the organizational-

strategy tradition established by Cox and Blake (1991), in which diversity management itself is 

treated as an instrument, or strategic lever, for achieving organizational ends. Understood this way, 

instrumentality is not opposed to the ethical case for diversity management but supplements it, 

offering management an additional, self-interested rationale for investing deliberately in diversity 

practices even where compliance pressures alone might be weak. 

2.5 Concept of Organizational Performance 

Organizational performance, for the purpose of this seminar paper, is understood broadly as the 

extent to which an organization achieves its strategic objectives, encompassing both operational 

outcomes and the underlying organizational capabilities that sustain them (Robbins & Judge, 2019). 

Consistent with the six dimensions of business performance identified by Cox and Blake (1991) as 

directly influenced by diversity management, this paper identifies five observable indices through 

which the instrumental importance of diversity management manifests in organizational life: 

innovation and creativity, market responsiveness and customer satisfaction, problem-solving 

quality, organizational flexibility, and employee commitment and retention. 

Innovation and Creativity: This refers to an organization's capacity to generate novel ideas, 

products, processes or solutions. A diverse workforce, when well-managed, is theorized to broaden 

the range of perspectives brought to bear on organizational problems, thereby expanding the pool of 

ideas from which innovation can emerge (Cox & Blake, 1991). 

Market Responsiveness and Customer Satisfaction: This denotes the degree to which an 

organization's products or services are attuned to the needs of an increasingly diverse customer 

base. Organizations whose internal composition mirrors the diversity of their markets are theorized 

to better anticipate and respond to varied customer needs (Cox & Blake, 1991; Herring, 2009). 

Problem-Solving Quality: This captures the extent to which diverse groups, by bringing a wider 

range of analytical approaches and experiences to bear on complex, non-routine problems, arrive at 

higher-quality decisions than more homogeneous groups (Cox & Blake, 1991). 

Organizational Flexibility: This refers to an organization's capacity to adapt fluidly to changing 

environmental conditions. Organizations experienced in managing internal diversity are theorized to 

develop, as a by-product, a greater tolerance for ambiguity and a stronger adaptive capacity more 

generally (Cox & Blake, 1991). 

Employee Commitment and Retention: This denotes the degree to which employees, including 

those from historically underrepresented groups, remain engaged with and committed to the 

organization. Well-managed diversity is associated with stronger employee identification and 

reduced voluntary turnover, whereas poorly managed diversity is associated with disengagement 
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and attrition among minority-group employees (Jekelle, 2021; Omankhanlen & Ogaga-Oghene, 

2011). 

2.6 Diversity Management and Organizational Performance 

Having identified innovation and creativity, market responsiveness and customer satisfaction, 

problem-solving quality, organizational flexibility, and employee commitment and retention as the 

key indices through which organizational performance is observed, it is necessary to situate these 

indices within the diversity management-performance relationship that anchors this seminar paper. 

Since this study focuses specifically on the business-case rationale and diversity management 

practices as its two dimensions of diversity management, the discussion below traces how each 

dimension is theorized to produce the five performance indices identified above. 

A clearly articulated business-case rationale for diversity management signals to employees and 

external stakeholders alike that diversity is valued instrumentally, and not merely tolerated for 

compliance purposes. This signal is theorized to strengthen employee commitment and retention 

among diverse employees, who are more likely to remain engaged where they perceive their 

diversity to be genuinely valued rather than merely accommodated (Ely & Thomas, 2001). Where 

the business case is substantiated by market-facing evidence, such as improved understanding of 

diverse customer segments, it additionally reinforces market responsiveness and customer 

satisfaction, since a workforce that mirrors its market is better positioned to anticipate and respond 

to that market's needs (Herring, 2009). 

Diversity management practices, on their part, are particularly consequential for the indices that 

depend on the effective functioning of heterogeneous groups in daily organizational life. Inclusive 

recruitment and selection practices widen the pool of perspectives available to the organization, 

thereby supporting innovation and creativity and problem-solving quality, since a broader range of 

backgrounds and experiences is more likely to generate novel approaches to organizational 

challenges (Cox & Blake, 1991; Joshi & Roh, 2009). Diversity training and inclusive leadership, 

meanwhile, equip employees and managers with the skills to communicate across difference and to 

resolve the intergroup tensions that unmanaged diversity can otherwise generate, thereby supporting 

organizational flexibility and sustaining the problem-solving benefits of diversity over time (Jekelle, 

2021). 

2.7 Theoretical Framework 

This study is anchored on three complementary theoretical frameworks: Cox's Interactional Model 

of Cultural Diversity, the Resource-Based View, and Social Identity Theory. Each is discussed 

below along with its relevance to this study. 

2.7.1 Cox's Interactional Model of Cultural Diversity (IMCD) 

Developed by Cox (1993), the Interactional Model of Cultural Diversity posits that the type and 

form of diversity present within an organization combine with the characteristics of the 

organization's diversity climate to shape a variety of individual and organizational outcomes, and 

that the existence of cultural diversity presents both challenges and opportunities whose ultimate 

effect on organizational performance depends on how that climate is managed. This model is 

directly relevant to the present study because it locates the source of diversity's effects on 
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performance not in diversity itself, but in the interaction between diversity and the organizational 

climate that management deliberately shapes, precisely the logic of instrumentality that anchors this 

study. 

2.7.2 Resource-Based View (RBV) 

The Resource-Based View, associated principally with Barney (1991), holds that sustained 

competitive advantage derives from organizational resources that are valuable, rare, difficult to 

imitate, and non-substitutable. Applying this framework to workforce diversity, Richard (2000) 

argued and found empirically that racial diversity, when embedded within an appropriate business 

strategy, can constitute precisely such a resource, generating skill and perspective advantages that 

are difficult for competitors to replicate quickly. The Resource-Based View is relevant to this study 

because it provides the strategic-management logic underlying the business-case dimension of 

diversity management: diversity management practices that convert a demographically diverse 

workforce into a genuinely rare and inimitable organizational capability are what render diversity a 

source of sustained, rather than merely episodic, competitive advantage. 

2.7.3 Social Identity Theory 

Social Identity Theory, developed by Tajfel and Turner (1979), posits that individuals derive part of 

their self-concept from their membership in social groups, and that this process of social 

categorization predisposes individuals to view their own group, the in-group, more favourably than 

out-groups, with implications for intergroup cooperation and conflict. Applied to organizational 

diversity, Social Identity Theory suggests that a diverse workforce, left unmanaged, carries an 

inherent risk of in-group and out-group dynamics that can undermine cooperation, communication 

and, ultimately, performance. This theory is relevant to the present study because it explains why 

diversity management practices, particularly inclusive leadership and diversity training, are not 

incidental but essential: such practices function to weaken unhelpful in-group and out-group 

boundaries and to construct a superordinate organizational identity around which a diverse 

workforce can cohere, thereby enabling the performance benefits theorized under the business case 

to actually materialize. 

2.8 Empirical Review 

This section reviews empirical studies that have investigated the relationship between diversity or 

diversity management and organizational performance outcomes, organized thematically by focus 

and geographic context. Priority is given, where available, to studies conducted within the Nigerian 

organizational environment, supplemented by internationally recognized studies where they extend 

or corroborate the Nigerian evidence. 

Studies on the Business Case for Diversity and Firm Performance 

Herring (2009), using data from the National Organizations Survey covering a national sample of 

United States for-profit businesses, tested eight hypotheses derived from the value-in-diversity 

thesis and found support for seven of them: racial diversity was associated with increased sales 

revenue, more customers, greater market share and greater relative profits, while gender diversity 

was associated with increased sales revenue, more customers and greater relative profits. Richard 

(2000), applying a Resource-Based View lens to a sample of United States banking-industry firms, 
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similarly found that racial diversity was positively related to firm performance, but that this 

relationship was contingent on the firm pursuing a growth-oriented business strategy, indicating that 

the performance benefits of diversity are not automatic but depend on strategic context, precisely 

the instrumentality logic central to this paper. 

Studies on Team Diversity and Performance Outcomes 

Joshi and Roh (2009), in a meta-analytic review integrating data from 8,757 teams across 39 

studies, found that the direct effects of team diversity on performance outcomes were small but 

significant, and that these effects roughly doubled or tripled in magnitude once industry, 

occupational and team-level contextual factors were accounted for. This finding is instructive for 

the present study because it demonstrates empirically that the diversity-performance relationship is 

heavily moderated by context and management, rather than being a simple, universal effect of 

demographic composition alone. 

Studies on Diversity Paradigms and Work Group Processes 

Ely and Thomas (2001), in qualitative research conducted within three culturally diverse United 

States organizations, identified three distinct perspectives on workforce diversity, namely the 

integration-and-learning perspective, the access-and-legitimacy perspective, and the discrimination-

and-fairness perspective, and found that the perspective a work group held shaped how diversity-

related tensions were expressed and managed, with only the integration-and-learning perspective 

consistently sustaining positive work group functioning over time. This finding underscores that it 

is not diversity itself, but the interpretive and managerial stance an organization takes toward it, that 

determines its performance consequences. 

Nigerian Empirical Studies 

Omankhanlen and Ogaga-Oghene (2011), applying Blau's index of heterogeneity to examine 

workforce diversity within a Nigerian bank, found a significant correlation between several 

diversity variables and measures of organizational effectiveness, although they also found that 

gender and ethnicity were negatively related to certain productivity measures, illustrating that 

diversity's effects within the Nigerian context are neither uniformly positive nor automatic. 

Obamiro, Kumolu-Johnson and Ngwamaj (2019), examining workforce diversity and employee 

performance in selected branches of a Nigerian bank using Pearson Product Moment Correlation 

analysis, found a strong positive relationship between gender diversity and job satisfaction, and 

between ethnic diversity and reduced employee intention to quit, supporting the proposition that 

well-managed diversity is associated with stronger employee commitment. Omoyele and Olabisi 

(2020), surveying senior managers across several Nigerian multinational companies, found that 

diversity management was significantly related to organizational performance, measured through 

employee productivity, profitability and employee innovativeness, providing direct Nigerian 

evidence for the business-case dimension central to this paper. Jekelle (2021), studying a Nigerian 

public-sector organization in Abuja and drawing on Social Identity Theory, found that employee 

training, leadership support and recruitment practices were key antecedents determining whether 

gender, age and educational diversity translated into improved job performance, providing direct 

Nigerian evidence for the diversity-management-practices dimension central to this study. 
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2.9 Research Gap 

A substantial body of empirical work on the business case for diversity has been conducted in 

Western contexts, particularly the United States (Herring, 2009; Richard, 2000; Joshi & Roh, 2009; 

Ely & Thomas, 2001). While Nigerian studies on workforce diversity exist, they have concentrated 

disproportionately on the banking sector (Omankhanlen & Ogaga-Oghene, 2011; Obamiro, 

Kumolu-Johnson & Ngwamaj, 2019), with comparatively fewer studies explicitly framing diversity 

management using the language of instrumentality, that is, as a deliberate strategic lever, across 

other sectors of the Nigerian economy such as manufacturing and multinational corporations. 

Moreover, while Omoyele and Olabisi (2020) and Jekelle (2021) provide valuable Nigerian 

evidence on diversity management practices and organizational performance, no identified Nigerian 

study has explicitly synthesized the business-case rationale and diversity management practices 

within a single conceptual framework anchored jointly on Cox's Interactional Model of Cultural 

Diversity, the Resource-Based View, and Social Identity Theory. 

This study fills this gap by providing a conceptual, theory-grounded synthesis of the instrumentality 

of diversity management within the Nigerian organizational context, drawing together evidence 

from banking, manufacturing and multinational-corporate settings to offer a more general account 

than the sector-specific studies that currently dominate the Nigerian literature. 

3.0 METHODOLOGY 

This study adopts a desk based, conceptual research design complemented by qualitative content 

analysis of secondary sources. Relevant information was obtained from peer reviewed journal 

articles, foundational and contemporary textbooks, and published empirical studies on workforce 

diversity, diversity management and organisational performance within Nigerian and comparable 

international contexts, with evidence drawn across sectors including banking, manufacturing and 

multinational corporations. The reviewed literature was systematically synthesised and organised 

around the two dimensions of diversity management identified in the study, namely the business 

case rationale and diversity management practices, to develop a structured and theory grounded 

understanding of their relationship with organisational performance. The approach enables the study 

to integrate existing conceptual, theoretical and empirical evidence and provide a broader cross 

sectoral account of the instrumentality of diversity management within the Nigerian organisational 

context. 

4.0 DISCUSSION: THE INSTRUMENTALITY OF DIVERSITY MANAGEMENT IN THE 

NIGERIAN ORGANIZATIONAL CONTEXT 

4.1 Overview of Workforce Diversity in Nigerian Organizations 

Nigerian organizations operate within one of the most demographically heterogeneous national 

contexts in the world, comprising over two hundred and fifty ethnic groups, multiple major 

religious traditions, and a young and rapidly expanding labour force. This diversity is further shaped 

by the constitutionally entrenched Federal Character Principle, which mandates equitable 

representation of Nigeria's diverse constituent groups within public institutions, and which has, over 

time, influenced private-sector recruitment norms as well. Nigerian banks, multinational 

corporations and manufacturing firms typically draw their workforce from across the country's 

geopolitical zones, and increasingly from an expanding pool of women and young graduates 
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entering professional and technical roles. Within this context, diversity is less a matter of 

organizational choice than an operating condition that Nigerian management must engage with, 

whether reactively or strategically (Hofstede, 2001; Jekelle, 2021). 

4.2 Synthesised Analysis of the Two Dimensions Across Nigerian Organizations 

This section presents a literature-informed synthesis of how the two dimensions of diversity 

management central to this study, the business-case rationale and diversity management practices, 

manifest within Nigerian organizations, drawing on the Nigerian empirical studies reviewed above 

and the theoretical frameworks discussed earlier in this study. 

Dimension Observed Pattern in Nigerian 

Organizations 

Illustrative Mechanisms 

Business-case / strategic-

instrumentality rationale 

Increasingly present in 

multinational and larger 

corporate organizations; 

comparatively weaker or purely 

compliance-driven in smaller 

firms and some public-sector 

organizations 

Diversity linked explicitly 

to productivity, 

profitability and 

innovativeness targets 

(Omoyele & Olabisi, 

2020) 

Diversity management practices 

(recruitment, training, inclusive 

leadership) 

Positively associated with job 

satisfaction, reduced turnover 

intention and job performance 

where deliberately implemented 

Structured training, 

leadership support and 

inclusive recruitment 

criteria (Jekelle, 2021) 
  

Source: Author's synthesis, based on secondary literature and Nigerian empirical studies reviewed 

(2026). 

4.2.1 Diversity Management as a Business Case / Strategic Instrument in Nigerian 

Organizations 

Evidence from Nigerian multinational corporations suggests that, where diversity management is 

explicitly linked to strategic performance targets, it is associated with measurable gains in 

productivity, profitability and employee innovativeness (Omoyele & Olabisi, 2020). This is 

consistent with the Resource-Based View's proposition that diversity, when embedded within an 

appropriate business strategy, functions as a rare and valuable organizational resource (Barney, 

1991; Richard, 2000). However, the Nigerian banking-sector evidence reviewed above also cautions 

that this relationship is not automatic: Omankhanlen and Ogaga-Oghene (2011) found that certain 

diversity variables were negatively related to some productivity measures, suggesting that the 

business case for diversity materializes only where the organization actively manages the diversity 

climate, consistent with Cox's (1993) Interactional Model of Cultural Diversity. This underscores 

the central instrumentality thesis of this paper: diversity itself is performance-neutral; it is the 

deliberateness and competence of its management that determines whether it becomes a strategic 

asset or an operational liability. 

4.2.2 Diversity Management Practices in Nigerian Organizations 

The Nigerian evidence on diversity management practices is comparatively more consistent in 

direction. Jekelle's (2021) finding that employee training, leadership support and recruitment 
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practices are key antecedents linking workforce diversity to job performance is corroborated by 

Obamiro, Kumolu-Johnson and Ngwamaj's (2019) finding that gender and ethnic diversity, where 

accompanied by supportive organizational conditions, are associated with stronger job satisfaction 

and reduced turnover intention. Taken together, this evidence suggests that inclusive recruitment 

and selection widen the pool of perspectives available to Nigerian organizations, while diversity 

training and inclusive leadership equip employees and managers with the skills to convert that 

widened pool of perspectives into the cooperative, cross-cultural working relationships that Social 

Identity Theory suggests do not arise automatically from demographic diversity alone (Tajfel & 

Turner, 1979). 

4.3 Challenges Identified 

Beyond the dimension-specific analysis above, the review identifies several challenges relevant to 

the instrumentality of diversity management within Nigerian organizations: 

a. A persistent tendency, particularly within public-sector and smaller private organizations, to 

treat diversity management as a compliance obligation tied to the Federal Character Principle 

rather than as a deliberate strategic instrument. 

b. Inconsistent investment in diversity training and inclusive leadership development, which the 

reviewed Nigerian evidence identifies as a key antecedent of the performance benefits of 

diversity. 

c. Evidence that certain diversity variables, notably gender and ethnicity, can be negatively 

associated with productivity measures where the organizational diversity climate is not 

deliberately managed, consistent with Social Identity Theory's caution regarding unmanaged 

in-group and out-group dynamics. 

d. A concentration of Nigerian empirical evidence within the banking sector, limiting the extent 

to which findings can be generalized with confidence to manufacturing, agriculture, and other 

sectors of the Nigerian economy. 

5.0 CONCLUSION 

This study set out to examine the instrumentality of diversity management and its monumental 

importance to organizational performance, with specific focus on two dimensions: the business-case 

rationale for diversity management, and diversity management practices, comprising inclusive 

recruitment and selection, and diversity training and inclusive leadership. 

The study began by establishing the background and significance of the study, situating diversity 

management as a demographic reality that Nigerian organizations must engage with, and 

distinguishing the instrumental, strategic framing of diversity management from its earlier, 

compliance-oriented framing. The review of literature established a conceptual understanding of 

diversity, diversity management and instrumentality, examined the business-case rationale and 

diversity management practices as the two key dimensions of interest, and grounded the analysis 

within three complementary theoretical frameworks: Cox's Interactional Model of Cultural 

Diversity, the Resource-Based View, and Social Identity Theory. 

The empirical review revealed a generally positive, though context-dependent, relationship between 

well-managed diversity and organizational performance across both Western and Nigerian settings, 
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while highlighting that this relationship is neither automatic nor uniform, and that Nigerian 

empirical evidence remains disproportionately concentrated within the banking sector. The 

discussion offered a literature-informed synthesis of how the business-case rationale and diversity 

management practices manifest across Nigerian organizations, suggesting a generally positive 

relationship between both dimensions and organizational performance, while identifying 

inconsistent investment in training and inclusive leadership, and residual compliance-driven 

orientations, as specific areas of concern. 

Based on the foregoing analysis, this seminar paper concludes that diversity management is not a 

peripheral human resource formality but a measurable and manageable strategic lever of 

monumental importance to organizational performance in Nigerian organizations. The study 

demonstrates that diversity itself is performance-neutral: its effects on organizational outcomes 

depend fundamentally on whether it is managed deliberately, through an explicit business-case 

rationale and through concrete practices such as inclusive recruitment and diversity training, or left 

to develop unmanaged, in which case it carries a documented risk of intergroup friction and reduced 

productivity. This underscores the importance of the instrumentality framing adopted in this study: 

diversity management earns its strategic significance not from the mere existence of a diverse 

workforce, but from the deliberateness with which that diversity is converted into organizational 

capability. 

6.0 RECOMMENDATIONS 

Arising from the findings and conclusions of this study, the following recommendations are 

proposed for the management of Nigerian organizations: 

a. Management should develop and communicate a clear business case for diversity, linking 

diversity objectives to measurable outcomes such as innovation, market reach and problem 

solving, while regularly monitoring diversity related performance indicators.  

b. Organisations should institutionalise inclusive recruitment and selection, provide regular 

diversity and inclusive leadership training, and strengthen leadership support for diversity. 

Management should also promote a strong shared organisational identity to minimise in group 

and out group divisions and enhance the performance benefits of workforce diversity.  

Contribution to Knowledge 

This study contributes to bridging the identified gap by systematically applying established 

diversity management theories and dimensions to a cross-sectoral synthesis of the Nigerian 

organizational context, and by explicitly framing diversity management using the language and 

logic of instrumentality, thereby extending a largely sector-specific Nigerian literature into a more 

generalizable conceptual account. 

7.0 SUGGESTIONS FOR FURTHER STUDIES 

Given the limitations of this study, particularly its reliance on secondary and synthesised literature 

rather than primary data collected from a specific organization, the following areas are suggested 

for further empirical research: 
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a. A full-scale empirical study employing structured questionnaires and statistical analysis to 

quantitatively test the two propositions advanced in this paper, using primary data collected 

from a specific Nigerian manufacturing or service organization. 

b. A comparative study examining the business-case rationale and diversity management practices 

across multiple sectors of the Nigerian economy, including manufacturing, agriculture and the 

public sector, to assess the extent to which the patterns identified in this paper are sector-

specific or generalizable. 

c. A longitudinal study tracking changes in diversity management practices and organizational 

performance within a given Nigerian organization over an extended period, to establish causal 

rather than merely associative relationships between these constructs. 
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