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1 Introduction  
 

One of the fundamental questions of strategic research is what makes a company 

successful in the long term and what causes the failure, bankruptcy or acquisition of 

others can be traced back to. The issue is quite intricate and complex, as the closing 

sentence of Nokia CEO Stephen Elop's speech at the press conference of the company's 

acquisition by Microsoft faithfully reflects: "We didn't do anything wrong, but 

somehow we lost." In the 1990s and early 2000s, Nokia was one of the world's largest 

mobile communications companies in terms of volume and sales. Its market share in 

this period was around 80%, and Microsoft acquired it in 2013 as a closing chord of 

several unsuccessful strategic directions (Bouwman et al., 2014). Depending on the 

events, the following questions arise: How does a market-leading, successful company 

with a stable financial background, good reputation, adequate material and human 

resources, and experienced management get to the point where it has to accept its 

acquisition by another company? What reasons, antecedents, and processes lead to such 

a decision? What was in Nokia's DNA that made it unable to respond appropriately to 

market events? 

The case of Nokia is quite common. Nanterme (2016) points out in his article that 

since 2000, just over half of the Fortune 500 companies have disappeared. These 

include, for example, the acquisition of Minolta and Motorola, the bankruptcy of Kodak 

(Viki, 2017), and the case of Blockbuster (Baskin, 2013), considering the acquisition of 

Netflix unprofitable. It is clear from these phenomena that understanding the reasons for 

corporate survival and the corporate paths designated by top management is a 

significant issue in the life of organizations. 

The reason for the fall of successful companies can be a radical change in the 

external environment (Christensen, 1997), a lack of trust within the organization 

(Pudelko & Liu, 2020), management and organizational culture focused on excessive 

control (Bouwman et al., 2014; Pudelko & Liu, 2020). Christensen (1997) points out 

that the appearance of new business models and technologies is associated with the 

transformation of the market, i.e., the change in the external environment. However, 

while slow change gives organizations adequate reaction time so that they can react to it 

with innovation, radical changes are often detected too late and responded to in an 

inappropriate way. The possible response of companies to radical changes is a profound 
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strategic renewal, for which organizations must reform their strategic goals and 

capabilities in order to be able to adapt to the environment. By strategic renewal, I mean 

the set of all adaptive decisions and actions that a company makes or takes in order to 

change its path dependence and maintain a dynamic fit with the changing environment 

over time (Volberda et al., 2001: 160). 

Recognizing the importance and necessity of strategic renewal, new research 

questions related to the topic arose, such as how can the various responses of companies 

to strategic renewal be explained (Baden-Fuller & Volberda, 1997)? Why were IBM 

and Intel able to adapt to environmental changes by renewing themselves and thereby 

maintaining their leading market role, and why not the previously mentioned Nokia or 

Kodak (Assink, 2006; Vuori and Huy, 2016; García-Granero, 2018)? 

At the same time, the literature began to include the human resources side of skills 

and abilities based on the principle of connection and synergy. Related to this, questions 

arise such as: What learning and organizational processes, capabilities, and structures 

result in successful strategic renewal (Schmitt et al. 2018)? How do the characteristics 

and diversity of top management influence the company's strategic innovation (Talke et 

al., 2010)? How does managerial cognition influence internal and external renewal in a 

dynamic environment (Heyden, 2012)? What is the effect of functional and age 

diversity on the ambidexterity of organizations (García-Granero, 2018)? Summarizing 

the above: How do people with different profiles, demographic backgrounds, cognitive 

bases, and the groups within the organizations they form affect each other, the 

organization's performance, and life? Furthermore, how can organizations in a 

competitive environment simultaneously implement processes to increase efficiency and 

focus on the future (García-Granero et al., 2018; Kostopoulos & Bozionelos, 2011; 

Csedő & Zavarkó, 2019)? 

As we can see from the above, a standard set of approaches to strategic renewal and 

ambidexterity and diversity has emerged within organizational theory studies, which 

was created thanks to theoretical antecedents such as Simon's bounded rationality 

(1976), Cyert and March ( 1963) dominant coalition, Hambrick and Mason's (1984) 

upper echelons theory, Thomas' (1991) diversity management as a business strategy 

model, and diversity and inclusion (Mor Barak et al., 2021; Vito & Sethi, 2019; Shore et 

al., 2011) regarding the latest insights and results. 
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Overall, I am looking for an answer to how diversity in the workplace (which 

includes the variety of the management layer, its conception, understanding, and 

management of diversity) affects the search patterns of managerial information within 

the organization, which are part of the strategic renewal and ambidexterity, and 

according to which patterns it can be to grasp these effects.    

 

Accordingly, my research questions were as follows:  

 

KK 1: How is the diversity of managers related to strategic renewal and 

ambidexterity? 

KK2: How is the diversity of top managers related to the search patterns that 

form the basis of decision-making processes? 

KK3: How does diversity as an organizational value affect strategic renewal and 

ambidexterity? 

 

As I have tried to illustrate so far, my research contains, on the one hand, a quest 

for understanding, which anticipates the qualitative method of my research. On the other 

hand, my research questions (see Chapter 4.3) are predominantly practical and 

functionalist in nature, as they aim to capture explanatory patterns and explore 

connections. The editing of my research questions was also born as a result of conscious 

shaping. I wanted to support the achievement of the functionalist goals with a partially 

interpretive approach (I will explain this in detail later). 

At the same time, my model and conclusions were not tested on a large sample, 

so from a positivist point of view, my results cannot be considered general. My choice 

of methodology (case study methodology based on qualitative interviews) focuses on 

typical situations or individual people or on words and not on numbers. 

Figure 1 shows my research's main theoretical, practical, and methodological 

pillars. 
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Figure 1: Theoretical, practical, and methodological pillars of my Ph.D. research 

My own editing 

 

To reveal the strategic renewal and ambidexterity of the examined companies, I 

examine the search patterns of the managers using the defining diversity features, the 

impact of understanding the diversity of top and middle managers, and treating diversity 

as a shared value.  

 

Several factors contribute to the actuality, economic, social, and scientific 

importance of the topic:  

1) The significance and importance of diversity have become an even more pivotal 

issue these days, including COVID-19 (McKinsey, 2020), the #MeToo 

movement (Marshall, 2019), harassment uncovered at related IT companies 

(MacDonald, 2018), negative media appearances (Mahdawi 2019 ), the effects 

of colonial history up to the present day (Geraldine, 2015), the low female 

workforce in IT companies (Olasz, 2021), which is the focus of the dissertation, 

due to unbalanced age management in Hungary (Tardos, 2016). 

2) The change initiated by the fourth industrial revolution, during which the need 

for digitization generates technological changes that result in the transformation 

or termination of business branches. Digital transformation plays a decisive role 

in the fourth industrial revolution through technological innovations such as 
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artificial intelligence, cloud-based services, blockchain, the Internet of Things 

(IoT), Big Data, and 5G (Warner and Wäger, 2019). Companies must keep up 

with technological trends and growing user demands, a process that has been 

accelerated even more by the events generated by COVID (Ernst & Young, 

2021). Company leaders, the strategic directions they choose, and the 

company's capabilities play a huge role in this process and in the company's 

path to success or failure. Accordingly, based on Hambrick and Mason (1984) - 

since organizations are the reflection of top managers - the demographic and 

cognitive diversity of TMT members, i.e., their profile, has a decisive influence 

on the path of organizations. 

3) Related to this, the literature on top management theory is dominated by 

research that focuses mainly on the composition of the TMT, neglecting the role 

and importance of diversity management itself (Lo et al., 2020). 

4) Qualitative research needs to include more literature on diversity management 

(Yadav & Lenka, 2020). 

5) Most of the analyzes examine age, gender, and origin diversity, while work-

oriented dimensions such as functional, educational, and tenure diversity are 

widely ignored (Yadav & Lenka, 2020). 

6) The literature on top management theories has placed less emphasis so far on a 

more direct and more profound examination of cognitive processes. Nelly and 

his co-authors (2020) highlight the importance of filling this gap because this 

method connects managerial cognition with the company's strategic actions. 

 

Given that IT has become an essential tool for today's organizations to stay on the 

market, the top management decisions and values that transform IT provide an excellent 

platform for examining the decision mechanisms and decision patterns made on the 

basis of the diversity that determines strategic renewal and ambidexterity. Cloud-based 

services, which play a key role in the strategic revival of the examined companies, 

significantly go beyond both IT suppliers and the digital economy. This fact is 

confirmed by the fact that, at the time of writing this research, eight of the world's ten 

largest listed companies deal with cloud services (CorporateInformation, 2020). 

Cloud-based services with their technical background, market penetration, and legal 
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studies deal with its regulation. At the same time, the strategic renewal of domestic 

small and medium-sized cloud-based service companies according to the search patterns 

examined from the perspective of diversity, the impact of the ambidexterity that ensure 

competitiveness on the strategy, their understanding and interpretation of diversity is 

currently a poorly researched area; this gives the novelty of my research topic.  

 

The structure of my dissertation is as follows: 

- I continued my Ph.D. studies within the Department of Management and 

Organization framework, following the requirements and traditions of the institute, 

in Chapter 3. In the theoretical framework of the thesis, I present and clarify the 

theoretical focus of the research, my organizational theoretical foundations, and also 

how they affect the methodology to be followed and my diversity management 

research. In addition, I present the lens through which I examine and interpret 

previous theories related to diversity, related renewal, and ambidexterity. I also 

identify the research gap related to this. 

- In Chapter 3, I present the process of carrying out the research and the goals that 

serve as the compass of my research work, which is part of it. 

- In Chapter 4. Research questions and assumptions, I present the conceptual 

framework of my thesis, my research questions, and my models. 

- I present my research results in detail in Chapter 5.  

- Finally, in the 6th Conclusion chapter, I summarize the answers to the research 

sub-questions and the main research question, formulate my thesis in light of the 

assumptions, present the novelty of the thesis, and discuss the limitations and further 

research directions. 

 

2 Theoretical framework 
 

In this chapter, I present the most relevant theoretical foundations and definitions 

related to my research and the latest literature results on the subject. In addition, I 

examine the literature findings from the perspective of my own research question, 

interpret my own interpretations, and formulate conclusions by synthesizing the relevant 
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literature. Based on the literature analysis, I created my research framework to 

contextualize my research direction, goals, and results.  

 

2.1 Theoretical focus 
 

The research I conducted during my Ph.D. studies and the publications made from 

them examined the situation of some groups in the diversity categories, as well as the 

organizational change that ensured long-term effectiveness in response to the change 

generated by the turbulent environment. The theoretical focus of my research was also 

diversity management, as well as organizational renewal, their conscious management, 

and control, which I examined mostly concerning IT acquisitions. 

In the present research, on the one hand, relying primarily on the work of Thomas 

(1991), Rijamampianina and Carmichael (2005), and Mazur (2010), I interpret 

workplace diversity as a "collective mixture of differences and similarities" 

supplementing it with Prasad et al.'s (2006) thesis on power blindness, according to 

which I do not consider all differences to be of equal weight. Dijk et al. (2016) point out 

that understanding this micro-dynamic factor is extremely important for diversity 

management science, as diversity research tends to treat different social categories as 

equivalent and thus ignores how belonging to a social category can affect the members' 

experiences. 

Each change strategy results from the decisions and preferences of key decision-

makers, which route is considered preferred by top managers in terms of strategy. 

Because the behavior, preferences, and decisions of the top management determine the 

distribution of resources, the expected relationships, the prescribed behavior, the actions 

of the organizational members, and their social involvement (Hambrick & Mason, 

1984). The Upper Echelons framework formulated by Hambrick and Mason (1984) 

deals with the detailed examination of this question, in which the diversity of senior 

management and the individual profile of the leader plays a major role.  
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2.2 Fundamentals of organizational theory 
 

In this chapter, I present the findings and conclusions with which I can present the 

underlying assumptions and considerations of my Ph.D. research. For this, I call on the 

social science defined by Burrell and Morgan (1979), the assumptions and paradigms 

regarding the nature of society, and their most important findings in the literature. The 

reason for my choice is that although there are several meta-theoretical classifications in 

the literature (e.g., Knights & Omanović, 2015; Prasad et al., 2006), given its broadest 

acceptance, the Burrell and Morgan (1979) paradigm matrix is used to present the 

differences in the views of individual diversity I use. Before detailing my organizational 

theoretical foundations, I consider it important to briefly present my motivation as a 

researcher and the theoretical connections deemed essential to me. 

My Ph.D. research also served practical purposes; my motivation is twofold: On 

one hand, I want to draw the attention of domestic small and medium-sized IT 

companies to the contribution of diversity to long-term sustainability goals, 

supplemented by other insights, practices, and concepts. All of this is important for IT 

organizations - as for all businesses operating in a turbulent environment - because they 

must simultaneously be able to operate in the most efficient way in the present 

(exploitation) and to innovate in search of new opportunities (exploration), which 

ensures successful long-term operation (Duncan, 1976; March 1991). Stability is 

required for effective operation; flexibility is required for exploration, as it generates 

organizational change (Csedő, 2006). Accordingly, the goal of change management is 

organizational renewal (Csedő & Zavarkó, 2019). Successful change management 

requires an inclusive atmosphere, supportive leadership, and respect for diversity. 

Without this, organizational renewal fails and has harmful consequences (Vito & Sethi, 

2020). Although the literature on upper echelons theory pays a lot of attention to TMT 

diversity, a deeper analysis of the management, role, and significance of diversity and 

inclusion is an area that has been less researched so far (Lo et al., 2020). 

My research is based on a positivist approach, as it aims to explore general 

definitions and connections. In addition, I have a Ph.D. thesis on functionalist 

organizational theory related to this research, as its objective is to describe differences 

and phenomena, to capture explanatory patterns, and to clarify the effects of the 

analyzed diversity dimensions on the organization as a whole. At the same time, I built 
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my empirical research on qualitative methodology, which is closer to the interpretive 

paradigm (Burrell & Morgan, 1979). I present the interpretive and functionalist 

approaches in more detail in this chapter. This also means that the paradigms associated 

with critical theories - Burrell's and Morgan's radical structuralism1 and radical 

humanism2, as well as postmodern theories3 - I will not touch on them as they are not 

relevant to me because these approaches serve a completely different social purpose 

than the interpretive and functionalist paradigms.  

 

2.2.1 Assumptions about social science and the nature of society 
 

Burrell and Morgan (1979) organize the theories dealing with organizations into 

four paradigm types using two matrix dimensions (Primecz, 2018). One dimension 

divides the theories regarding the nature of science and the other of society. So, the first 

dimension deals with the issue of what science is, including ontology4, epistemology5, 

the nature of human action6, and methodology7 (Burrell & Morgan 1979). Accordingly, 

it chooses to build on the objective of the subjective philosophy of science. We have to 

 
1 The theorists in the radical structuralist paradigm are those who support the sociology of radical change 
from an objectivist point of view, thus questioning the raison d'être of capitalist society. For example, he 
assigns an important role to radical change, emancipation, and structural conflicts, which he tends to 
approach in a realist, positivist, deterministic and nomothetic ways (Burrell & Morgan, 1979). 
Consequently, the perspectives of this paradigm usually approach organizations as political systems that 
reproduce inequalities and social injustice, as they structurally silence, or disadvantage groups often 
constructed as minorities (Romani & Holgersson, 2020). Consequently, dominance and subordination 
struggles are seen as the norm rather than the exception (Janssens & Zanoni, 2021). The studies examine 
the construct of differences and diversity and the consequences of reproducing oppression (Romani & 
Holgersson, 2020), so this perspective is deeply intertwined with institutionalized power relations 
(Janssens & Zanoni, 2021). 
2 The goal of the radical humanist paradigm is to develop the sociology of radical changes from a 
subjectivist point of view. Its social science approach is similar to the interpretive paradigm in many 
cases. It assigns an important role in overturning existing social barriers and human self-awareness. One 
of the most basic principles of this paradigm is that human consciousness is driven by ideological 
structures with which he came into contact. It, therefore, focuses on the experiences of individuals while 
also tending to view society as a site of struggle, oppression, and conflicts (Burrell & Morgan, 1979). 
3 Postmodern theories reject meta-narratives. 
4 The main question of existential theory here is whether the investigated reality is created "outside" the 
subject of the observer or is a product of the individual's consciousness (Gelei, 2006). 
5 Epistemology, the main question of which is whether reality can be acquired and transmitted knowledge 
or knowledge itself is much more subjective than this and can therefore only be understood through the 
experience reality (Gelei, 2006). 
6 The examination of the relationship between man and his environment, the main questions of which 
here are whether the environment determines human response, or whether human consciousness, action, 
and interaction define reality and, accordingly, man has free will in his decisions (Gelei, 2006). 
7 The method of acquiring knowledge about reality, the main question of which here is whether social 
science can be put on a methodological basis similar to natural science (e.g., large-scale questionnaire 
analysis, quantitative interview, document analysis, etc.) or not (e.g., in-depth interview, participant 
observation, discourse analysis, diary methodology, etc.) (Gelei, 2006). 
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see the choice as a continuum, so to represent the continuity, we call the endpoints 

"objectivist" and "subjectivist", respectively (Primecz, 2018). The dilemma of the 

second dimension is the social conflict, one side of which is the status quo, i.e., these 

theories do not discuss social issues and accept social structures. The other endpoint is 

sociology aiming to radically change macrostructures, i.e., theories that see 

manifestations of irreconcilable social conflicts in the life of organizations (Burrell & 

Morgan, 1979). 

These two dimensions define a matrix that describes four paradigms - 

functionalist paradigm, interpretive (interpretive) paradigm, radical structuralist 

paradigm, and radical humanist paradigm - whose location I illustrate in Figure 2. This 

thesis deals only with the functionalist and interpretive paradigms, as they align with the 

dissertation's basic goal, i.e., the understanding and support of organizational diversity 

in the renewal process and during the use of ambidexterity.  

 

 

 
Figure 2: The sociological/organizational theory paradigms of Burrell and Morgan  

Source: Burrell and Morgan, 1979, p. 22 

 

In contrast, the radical structuralist and humanist paradigms criticize the 

capitalist social system. Consequently, analyzing the topic according to these paradigms 

cannot result in adding value to the parallel understanding and development of the 

existing system (Burrell & Morgan, 1979). I present the main elements of the 

assumptions described by Burrell and Morgan and summarized by me in Table 1. 

What follows is a presentation of the literature on diversity management and 

organizational change according to interpretive and functionalist paradigms, intending 
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to point out their purpose and focus and also show how perspectives, dimensions of 

diversity, and change are handled.  

 

 
Table 1: The main elements of the assumptions Source:  

Own editing based on Burrell and Morgan, (1979) 

 

2.2.2 Positivist science and functionalist organizational theory 
 

The functionalist organizational theory paradigm is based on the same 

assumptions as positivist science. The approach of this paradigm is positivist from the 

epistemological point of view, realist from the ontological point of view, deterministic 

according to its conception of human nature, and nomothetic from the methodological 

point of view. It is characterized by the effort to explain the status quo, integration 

according to the social order, and solidarity (Burrell & Morgan, 1979). According to 
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Donaldson (2003), positivist science is quite dominant alongside the functionalist 

approach, as it modifies the functioning of the existing system in the direction of 

improving need satisfaction.  

The functionalist paradigm combines the objectivist philosophy of science with 

regulatory theories that primarily examine underlying unity and coherence. The natural 

sciences are considered a research model; their basic characteristic is the analysis of 

relationships between variables. They aim to explore regularities, understand rational 

responses, order, stability, and balance, and maintain them through efficient and 

effective regulation (Burrell & Morgan, 1979). Furthermore, their endpoint is to 

describe the above with general theories through which knowledge can be increased 

(Donaldson, 2003). Positivist and functionalist works focus on predicting and 

controlling phenomena (Chia, 2003) and measurability, which is often implemented 

through quantitative tests using questionnaires (Burrell & Morgan, 1979). Functionalist 

studies study the characteristics of processes, systems, and non-radical change (Morgan 

& Smircich, 1980) to develop within the system (Cunliffe, 2011). 

The metaphysical roots of the functionalist approach go back to the 

philosophical school of Parmenides, according to which reality is atomistic8, stable and 

relatively unchanged, independent of us, and has a graspable structure (Chia, 2003). In 

reality, as a concrete structure, people are the products of external forces. Stimuli in 

their environment lead them to behave and react in predictable ways (Morgan & 

Smircich, 1980). Accordingly, people are not shapers of the environment but simply 

responding or adapting elements (Morgan & Smircich, 1980). Consequently, human 

behavior is determined by the environment (Cunliffe, 2011).  

The basis of modernist thinking is the assumption of stability and an external 

structure independent of us because the universal pattern of order gives us the 

opportunity to break it down into its elements and examine them separately. Emphasis 

is on being and not on becoming. It does not consider some aspects outside the process 

to exist; according to this view, any observed change is a change of location of the 

elements within a stable structure and not a transformation or their position on a broader 

system of relationships. Accepting these basic assumptions, it is possible to create 

general knowledge, so the value of knowledge is its generalizability (Chia, 2003). In 

 
8 “Atomism posits that reality is made up of individual particles with identifiable properties and 
characteristics, which together create the diversity of our experiences” (Chia, 2003). 
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this approach, the human and organizational aspects can be explained by environmental 

situations, as environmental changes drive them. The change of the environment based 

on the contingency theory appears9 as an adaptation challenge; if it is based on the 

selection theory, it appears as a survival challenge. The answer to this is organizational 

change, which leads to a managerial decision striving for an optimal solution with 

efficiency and effectiveness in mind (Donaldson, 2003). 

 

2.2.3 Interpretive science and organizational theory 
 

The interpretive paradigm seeks to understand the world based on the subjective 

philosophy of science and the sociology of order. It seeks to experience and understand 

the fundamental nature of the social world on a subjective level. The followers of the 

paradigm see that the actors of society create social and organizational reality through 

their actions and interaction (Gelei, 2006). This approach focuses on shared meanings 

and symbols that make the world understandable in a given sociocultural context. Its 

purpose is to understand through experience, to interpret reality in its depth, the 

subjectively, socially constructed, and constantly changing world (Burrell & Morgan, 

1979), which can be used to reveal the background of phenomena, the individual and 

community meanings (Hatch & Yanow, 2003). In addition, interpretive research aims to 

give voice to different interpretations, interests, and beliefs (Kelemen & Rumens, 2008), 

to explore possible narratives (Cunliffe, 2011), to understand symbolic discourses and 

the process of constructing reality (Morgan & Smircich, 1980). The methods are usually 

qualitative, favoring in-depth interviews and techniques inspired by ethnography 

(Romani & Holgersson, 2020), and then analyzing the data obtained in this way using 

different coding techniques, from which categories and subcategories are identified 

(Knights & Omanović, 2015). 

In contrast to the metaphysical roots of the functionalist approach, according to 

the view of the interpretive approach, the world is constantly changing. According to its 

basis, the reality is a social construct created during such interactions (Kelemen & 

Rumens, 2008), where no permanent structures are independent of individual and 

community consciousness (Chia, 2003). In an extreme view, the social world and reality 

 
9 Contingency theory examines how a given situation affects specific characteristics of the formal 
organization structure (Dobák & Antal, 2010). 



20 
 

are merely the projection of the individual's consciousness, the work of his creative 

imagination, which creates and interpellates symbols (Morgan & Smircich, 1980). This 

means that the social world and reality cannot be understood in the same way as the 

natural or physical world, so there is no possibility of creating general rules or theories 

(Hatch & Yanow, 2003). According to this, all knowledge is context-dependent because 

everyone constructs reality differently (Hatch & Yanow, 2003). During interactions, 

individuals create meanings in subjectively perceived time and space (Cunliffe, 2011). 

In this approach, "organizations can be seen as a set of cultures rather than a black box 

with inputs and outputs" (Kelemen & Rumens, 2008, p. 23). Accordingly, constantly 

changing social-community constructions (Cunliffe, 2011). 

However, it is important to remember that, in contrast to the functionalist 

approach, the focus of the interpretive approach is not organizational adaptation or its 

success but the organization's perception of reality (Gelei, 2006). So, in contrast to the 

external environment that generates changes appearing in the functionalist approach, to 

which organizations must adapt, based on the interpretive approach, the reason that 

generates organizational changes also originates from within. The source of this can be 

new meanings, problem-solving and interaction patterns, new organizational self-

definition, and external environmental interpretations due to changes in internal 

interaction patterns, power relations, and their transformation (Gelei, 2006). This two-

way relationship between the environment and the organization becomes even more 

complex in the course of organizational change, as "the ambiguity of the organizational 

reality comes to the fore in an uncertain situation" (Bokor, 2000, p. 49). The ambiguity 

of organizational change is not static during organizational change because it changes 

continuously during organizational learning, since in the interpretive approach, 

"organizational learning is the process of forming a common world of meaning" (Gelei, 

2002, p. 104).  

 

2.2.4 The impact of organizational theory foundations on research methodology 
 

As I illustrated above, it can be seen that the interpretive and functionalist 

paradigms that form the backbone of my research are based on opposing assumptions. 

As a result, I consider it necessary to introduce my basic position as a researcher briefly.  
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1. I accept the proposition of Lewis and Grimes (1999), according to which 

multiparadigm researchers use divergent paradigm lenses of existing 

literature in order to achieve a broader perspective.  

2. I accept Giora and Pitre's (1990) statement that paradigms can be traversed, 

the transit zone of which is the area where the boundaries are not sharp, 

which provides the framework for multi-paradigm research.  

3. Fundamentally opposing theoretical assumptions (Burrell & Morgan, 1979) 

may not appear simultaneously but sequentially within research.  

Regarding the present research, the interpretive, qualitative perspective supported 

the broader functionalist research goals and answered questions. I also adapted my 

methodological tools to resolve the contradictions (case study methodology based on 

qualitative interviews). 

 

2.2.5 The impact of organizational theoretical foundations on diversity management 
research 

 

On the one hand, functionalist diversity management examines the relationships 

affecting a diverse workforce, the dimensions representing their characteristics (Knights 

& Omanović, 2015; Tardos, 2016), and its effects on organizational behavior (Romani 

& Holgersson, 2020). Typical topics in this paradigm are, for example, goal orientation 

(Pieterse et al., 2011), performance (Dwyer et al., 2003; Reynolds & Lewis, 2017; Ouin 

et al., 2020; Brahma et al., 2020), teams' collaborative and success factors, as well as 

decision-making and problem-solving ability (Knights, & Omanović, 2015). On the 

other hand, research related to deeper categories of diversity, such as personality 

(Hambrick & Mason, 1984), attitude (Shaffer, 2018), values (Reynolds & Lewis, 2017), 

and information (Dwyer et al., 2003); Qi et al., 2022; Van Knippenberg et al., 2004). 

Typically, a strong influence of social psychology can be felt in this research (Knights 

& Omanović, 2015), so it focuses on aspects such as different social identities and 

categorization (Tajfel & Turner, 1979), similarity/attraction (Byrne, 1971), self-

categorization (Turner et al., 1987) and information/decision-making (Williams & 

O'Reilly, 1998) perspective. 
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Functionalist literature also seeks to identify human differences using 

organizational concepts such as management and leadership, project management, 

innovation, teamwork, team identity, strategy, communication and organizational 

commitment, and HR practices. Social contexts are typically treated as facts, so they are 

considered unchangeable or static over time, so diversity management is seen as a 

universal phenomenon (Romani & Holgersson, 2020). 

Interpretive diversity management researchers strive to understand phenomena 

and connections (Knights & Omanović, 2015). Their focus is on experiences related to 

individual differences and examining how the symbols related to these experiences and 

their interpretations are expressed in social or collective identity and perception 

(Toarniczky, 2012b). Research focuses on specific groups and professions. For 

example, they present the leaders' views on diversity and their interpretation within the 

organization (Dunavölgyi, 2017; Maji & Dixit, 2020), which enables us to understand 

their later actions and the interpretation of diversity within their organization (Romani 

& Holgersson, 2020). 

There are many similarities between the positivist and interpretive traditions. On 

the one hand, both approaches deal with the effects of diversity rather than the 

conditions that enable it. On the other hand, both interpretive and positivist studies aim 

to identify gaps in the literature, which serve as a starting point for formulating research 

questions. Thirdly, although not explicitly in every case, they usually deal with 

management problems and the organizational life of managers (Knights & Omanović, 

2015). 

In addition to the above similarities, however, there are many differences between 

the two research traditions. While a significant number of positivist researchers measure 

the impact of diversity on organizational performance, those following the interpretive 

tradition focus on the understanding of meanings. In their investigations, interpretive 

researchers use concepts such as meaning-making (e.g., different interpretations of the 

business aspects of diversity) and understanding teamwork between national and 

organizational cultures (Knights & Omanović, 2015). Attention is paid to giving voice 

to the experiences of minority groups about the reality of the workplace. This includes, 

for example, studies that present women's experiences with stereotypes in the workplace 

(Dunavölgyi, 2017; Maji & Dixit, 2020), during the job search (Olasz, 2020), and in the 

field of education (Paksi, 2014). Consequently, in contrast to those who follow 
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positivist traditions, interpretive researchers seek to interpret and document the 

diversity-related interpretations and understandings of the persons involved in the 

research, for which they usually apply qualitative approaches. The empirical data 

obtained this way are often analyzed using different main and subcategories coding 

techniques. Accordingly, they do not require representative sampling.  

 

 
Table 2: Functionalist, interpretive paradigms and research frameworks in diversity management  

Source: Own editing based on Romani & Holgersson, 2020, Burrell & Morgan, 1979; Knights & Omanović, 2015; 
Primecz, 2018; Romani & Holgersson, 2020  

 

2.3 Contextualizing diversity 
 

As I indicated earlier, the purpose of this chapter is to define the contextual 

nature of workplace diversity. However, before this, I consider it important to clarify the 

conceptual framework in a broader and narrower sense. This is necessary in order to 

define the use of the concept of diversity in my own research and to place it in the set of 

previous studies, as well as to provide the framework of my research framework. 

It is customary in diversity literature for authors to highlight how complex and 

diverse the concept of diversity is (for example, Williams & O'Reilly, 1998; Van 

Knippenberg et al., 2004; Qin et al., 2014; Harrison & Klein, 2007; Yadav & Lenka, 

2020). There is a need for this statement since the concept is very diverse and, as we 

will see, for example, the related research areas used, the focused perspective, the levels 

of analysis, the diversity categories used, and thus ultimately, the organizational 
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understanding of diversity, significantly influence the research aspects of the 

organization and its implementation. This may also result from the fact that the 

literature dealing with diversity is difficult to understand (Harrison & Klein, 2007), 

there are many definitions of the concept (Yadav & Lenka, 2020), the results of the 

research are very diverse (Qin et al., 2014), so it is difficult to synthesize them. 

(Harrison & Klein, 2007). In the following, I will attempt to present a brief summary of 

this. 

As a socially constructed concept, diversity is complex, dynamic, and not 

limited to a single universal definition (Zapata-Barrero, 2009), as its meaning is always 

context-dependent (Jackson et al., 1995). In essence, it means acceptance and respect. In 

terms of sociological and psychological disciplines, it includes the understanding that 

each individual is unique and that individual differences must be recognized and 

explored in order to understand each other and to go beyond simple tolerance to accept 

and celebrate the richness inherent in the individual (Köllen, 2021). 

In an organizational context, we usually use the adjective diverse or diverse to 

characterize the entire composition of different employees and the degree of diversity 

included in it (Yadav & Lenka, 2020). "The narrow concept of diversity management 

means the commitment of organizations to recruit, retain, reward and promote minority 

and female employees" (Ivancevich & Gilbert, 2000, p. 76). According to a broad 

interpretation, "diversity is a combination of differences between members of a social 

unit, a common characteristic regarding" (Harrison & Klein, 2007, p. 1200). The current 

definition includes two important aspects. On the one hand, diversity is always related 

to social unity, so it is a unit-level compositional construct (Jackson et al., 1995). 

Accordingly, it does not refer to individuals, but it can be linked to units such as the 

group or the organization. In this sense, diversity is a relational concept measured for at 

least one or more given attributes (Risberg et al., 2019). On the other hand, moving 

further along the line of thought, we have concluded that "a unit is not diverse in itself, 

but diverse in terms of one or more specific characteristics of its members" (Harrison & 

Klein, 2007, p. 1200). Consequently, the individual cannot be diverse per se (Risberg et 

al., 2019), and diversity does not exist at the individual level of analysis. However, the 

individual level of analysis is one aspect of diversity, as individual differences in 

various traits create diversity within a unit (Jackson et al., 1995). Accordingly, since 

diversity always denotes one or more characteristics related to a unit (Risberg et al., 
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2019), the levels of analysis must be extended to the individual. Then the individual 

characteristics must be included as an aspect of diversity, i.e., obtained by adding up 

their configuration to the diverse structure of the group or organization (Qin et al., 

2014). On the one hand, this view allows us to make categories typical of everyday life 

and to classify members based on specific characteristics such as gender, age, ethnicity, 

or sexual orientation. On the other hand, with the help of diversity, we can dig into 

deeper layers to find answers to interactions, reactions, and mechanisms of action 

(Risberg et al., 2019). Accordingly, several attempts have been made to divide diversity 

into different forms or types, such as upper and lower levels (Harrison et al., 1998), 

visible and invisible elements (Rijamampianina & Carmichael, 2005), the core layer, 

external, internal and work-related dimensions (Gardenswartz & Rowe, 2003), 

historically discriminated groups (Claes, 2019), surface and bottom-level characteristics 

(Hambrick & Mason, 1984), and easily perceived and underlying attributes (Jackson et 

al., 1995). etc. 

These categorizations encompass the full spectrum of human differences (Qin et 

al., 2014). However, the emphasis and importance of each perspective vary depending 

on time, space, and situation (Nagy & Primecz, 2010; Mazur, 2010; Rijamampianina & 

Carmichael, 2005). Due to their influence, the concept expanded even more widely, and 

an evolutionary process and numerous scientific debates led to the concretization of its 

interpretations and related topics, such as the understanding and evaluation of 

differences, multiculturalism, acceptance, and inclusion (Nkomo & Stewart, 2006). 

Therefore, in order to understand the complexity of workplace diversity, before 

detailing the individual categorizations, it is necessary to briefly look at the evolution of 

the concept, going back to the early thinkers of management theories, such as Taylor, 

Fayol, and Mayo. 

In this context, I will briefly go through some domestic and EU initiatives and 

events that, in certain periods, represented significant progress toward European and 

national workplace diversity. At the same time, I will mention the individual parts of the 

domestic legislation and related moments only tangentially here, and I will only cover 

their details later on in the current chapters, as it is not the focus of my dissertation. I 

aim to show what questions and approaches were preferred in each period, what 

underlying assumptions were built on, and how diversity was handled in the given 

period. The focus of this endeavor is, on the one hand, the presentation of workplace 
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diversity, which is the main basis of my dissertation, according to which assumptions, 

how it was formed, and which related areas shaped it. On the other hand, I consider the 

summary presentation of diversity in Hungarian to fill a gap, with which I can reach a 

wider circle at the domestic level and clarify the issues surrounding diversity while 

popularizing the topic. 

 

2.3.1 Silencing diversity 
 

There is a discrepancy in whether or not the concept of diversity exists in early 

management literature. According to Nkomo and Stewart, the lack of a concept of 

diversity is evident in the work of early thinkers such as Taylor, Fayol, and Mayo 

(Nkomo & Stewart, 2006). Like the previous ones, Burrell points out that the 

universalizing tendencies of these approaches ignored the idea of diverse group 

identities (Nkomo & Stewart, 2006). On the other hand, Schachter (2018) points out in 

his study that as early as 1915, the need to involve worker representation and to discuss 

areas dominated by women with women arose as a demand at the Taylor Company. 

Pryor and Taneja (2010) show, through the presentation of Fayol's principles and their 

current interpretation, that the need for diversity appears in Fayol's work. The 

Hawthorne studies led by Mayo focus on the individuals working in the organization 

but do not mention gender roles, age, or ethnicity, for example, even though there are 

all-female and all-male workplace groups, nor that more of the women were immigrants 

(Sundin & Billing, 2006). Based on the above, diversity appears either not at all or only 

in traces in the early roots, but mostly its silence is characteristic. 

 

2.3.2 Protecting diversity 
 

At the organizational level, the roots of the high degree of attention to diversity 

issues go back to the legislative events of the 1960s. The era is characterized by the 

expression of dissatisfaction of American minority groups and women against injustice 

and inequality (Nkomo & Stewart, 2006). Civil rights movements are equal 

employment opportunity (EEO)10 and affirmative action programs (Affirmative Action, 

 
10 EEO theories that can be divided into liberal and radical approaches (Jewson & Mason, 1986). The 
basis of the liberal approach is the principle of fair procedures and the treatment of talent ability as 
individual characteristics. According to the liberals, in order to maximize this, it is necessary to eliminate 
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hereinafter: AA)11 were conducted (Qin et al., 2014). For example, it was then accepted 

in the USA12 (Yadav & Lenka, 2020) and some parts of Western Europe13 (Claes, 2019) 

women and races14, as well as the Civil Law and the Law on Equal Pay, requiring equal 

opportunities for national minorities, as well as the regulations confirming them 

(Nkomo & Stewart, 2006). However, despite the measures, the barrier to women's entry 

into leadership positions at this time was absolute, as President Nixon faithfully reflects: 

“I do not think a woman should be in any government job...mainly because they are 

unpredictable. And they are emotional. Men are also unpredictable and emotional, but 

the bottom line is that a woman is more likely to be" (Eagly & Carli, 2007). 

From a European point of view, this was also significant because, on the one 

hand, in the early stages of European integration, diversity-focused primarily on 

diversity between member states rather than within member states. As a result, the 

linguistic, national, or ethnic minority diversity of each country was initially ignored, 

and only as a result of the Western European regionalist movements that arose in the 

1960s and 1970s and the wave of migration from Eastern European countries and 

colonized states it became clear that the topic had to be addressed. In addition, it is 

characteristic of the era that individual demands were limited within national borders, 

and individual minority issues were not treated as EU issues (Bieber & Bieber, 2020). 

On the other hand, the ILO convention took place at this time15 for full compliance. At 

 
the distortions of the capitalist labor market, and the intervention rules and processes must be consistently 
applied to all people. In contrast, the radical approach was based on the principle of fair distribution of 
rewards. Its differentiated measures include positive discrimination, such as using quotas (Jewson & 
Mason, 1986; Pringle & Strachan, 2015). 
11 A measure closely related to EEO was signed by President Johnson, which raised legal efforts for equal 
employment opportunities to a strategic level. The order setting out the goals and schedule was ratified 
under President Nixon (Ivancevich & Gilbert, 2000). 
12 Article VII of the Civil Law Act of 1964. The article was conceived as a mission statement (Ivancevich 
& Gilbert, 2000). 
13 The most important treaty of the Council of Europe, the European Convention on Human Rights, was 
signed in 1950. 
14 It is important to emphasize here that the concept of race has different meanings in Europe and 
America. Discrimination based on race or ethnicity is illegal within the legal framework of the EU 
because, in the European context, race has a negative connotation, the roots of which go back to the 
Second World War. As a result, the concept of race was completely rejected in Europe (Lentin, 2008). On 
the other hand, in Anglo-Saxon thinking, it can be linked to the period of colonization. In this process, the 
concept of race did not receive a negative charge (Garner, 2010). In this dissertation, when using the 
concept of race as an element of diversity, given the literature with similar roots on the topic. 
15 The ILO (International Labor Organization) Convention No. 100, adopted in 1951, talks about "equal 
remuneration for men and women for work of equal value," which the Republic of Hungary only ratified 
in LVII of 2000. announced by law (Rácz, 2019). 
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first, the initiative was mostly based on economic considerations16, to avoid the 

distortion of economic competition between member states (Becánics, 2012). In the 

mid-1970s, 75/117/EEC17 acquired its social aspect with a directive (Rácz, 2019). 

Because thanks to the directive, the conditions have become uniform, and the decision 

within the member states of what is considered equal work and whose wages should be 

considered equal has ceased. Accordingly, the directive already complied with the 

provisions of the ILO Convention (Rácz, 2019), which practically formed the basis of 

the principle of equal treatment that later developed in other areas, too. (Kardosné, 

2000). 

The political and social changes taking place in our country at this time are the 

Roma, who are considered the largest domestic minority18, caused a specific shift in her 

position and traditional female roles. The comprehensive industrial policy initially saw 

the guarantee of employment growth in the mass involvement of females (Nagy et al., 

2018; Dunavölgyi, 2017) and then Roma (Dupcsik, 2009) workforce. This was equal to 

the proclamation of equality in the socialist era. However, the idea was only realized in 

principle because although it extended to work and public roles, it did not change 

anything about women's household duties. Consequently, it manifested in authoritative 

hierarchical male-female relations (Nagy et al., 2018). The status of the Roma changed 

from social outsiders to a disadvantaged position in the light of prudery and the 

common work environment. The research of the era was exhausted in the theses 

"Gypsies are a people without tradition," "Gypsies must assimilate," and "the Gypsy 

question turned from an Indian question to a Negro question" (Dupcsik, 2009, p. 172, 

175). 

Overall, it can be said that in this period, the purpose of the provisions and 

movements was to represent diverse social groups based on their proportion within the 

population (Nkomo & Stewart, 2006), thus achieving equal employment opportunities 
 

16 The Treaty of Rome, which established the European Economic Community in 1957, not only 
established the prohibition of discrimination, but the original article number 119 also stated that "from the 
first stage, each member state shall ensure and continue to maintain the application of the principle that 
men and women receive equal pay for equal work'. Thus, the "equal work" framework of the Treaty of 
Rome initially focused only on employers, unlike the ILO regulations, it did not cover discrimination 
between professions or occupational groups (Rácz, 2019). 
17 The purpose of the Directive is to ensure equal treatment for both sexes in terms of work, and 
vocational training, professional advancement and working conditions (Rácz, 2019). 
18 The political terminology most often used by the European Union, the members of which are called 
Gypsies, Beas, Kelderas, Romungros, Sontos, etc., throughout Europe. In this dissertation, in accordance 
with EU policy, the use of the term Roma is characteristic, which means the diverse group as a whole 
(EC, 2020a). At the same time, I kept the term gypsy faithful to the text for the individual quotes. 
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(Qin et al., 2014) and eliminating discrimination (Pringle & Strachan, 2015) became a 

central issue, for which affirmative measures and regulations provided a tool (Qin et al., 

2014). Organizations were thus forced to recognize the structures of inequality in their 

systems. The compulsion arose for several reasons: 1) they were afraid that social unrest 

would spill over into the workplace; 2) equal opportunity and affirmative action laws 

forced organizations to comply with the law; 3) they aligned themselves with moral and 

ethical standards in order to act as deemed correct (Ivancevich & Gilbert, 2000). From 

the point of view of organizational theory, the characteristic of the period is that the 

attention of professionals was mostly focused on women and races (Nkomo & Stewart, 

2006) with the aim of promoting the employment and career development of members 

of these groups (Köllen, 2021). Most of the research was based on works that grew out 

of a structural-functionalist framework, which was dominated by the assimilation 

process of people who were considered different (Nkomo & Stewart, 2006). Most of the 

literature dealing with women at this time sought to minimize gender differences in 

order to achieve equal opportunities (Alvesson & Billing, 2009). 

Criticisms of the programs include, among others, that 1) they created an 

exploitative system in which groups that had never experienced discrimination 

benefited at the expense of white men; 2) lower admission and performance standards 

were applied to the minority, which many viewed as almsgiving because based on their 

assumption, the phenotype was not the dominant screening criterion, but abilities; 3) 

consequently, the measures had a stigmatizing effect in many cases (Ivancevich & 

Gilbert, 2000). 

 

2.3.3 Managing diversity 
 

Workplace diversity practices displaced equal opportunity and affirmative action 

programs (Qin et al., 2014) because, in the early 1980s, political support for diversity 

decreased, and companies wanted to act to reduce the cost of implementing legislation 

(Nkomo & Stewart, 2006). The process paved the way for the idea of "managing 

diversity, MD" (Nkomo & Stewart, 2006), which was significantly strengthened and 

then moved to the next stage of development by the "Workforce 2000" prepared by the 
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Hudson Institute19. report, according to which the influx of women and minority ethnic 

groups into the labor market can mean a positive shift in the labor market (Pringle & 

Strachan, 2015). In practice, it was a matter of repackaging EEO with the aim of making 

the initiative acceptable to white men (Nkomo & Stewart, 2006). 

The MD concept is based on the fact that organizations must manage diversity. 

The workplace measures aimed to remedy vertical and horizontal segregation, which 

they wanted to achieve by assimilating marginalized groups. Since it was believed that 

the management of employee diversity brings competitive advantages and diversity was 

seen as a potential source of conflict, the subject matter of diversity fell into the hands 

of top management. Assimilation from minority members, while "color blindness" from 

other members of the organization20 was expected (Prasad et al., 2006). Although the 

study of the effects of social differences in age and physical disability began at this 

stage, the main focus of research continued to be on the inclusion and integration of 

women and races to understand how different groups are able to move up in the 

organizational hierarchy (Qin et al. 2014). At the same time, widespread interest in the 

topic increased significantly during this time, which is also shown by the fact that in the 

1980s, the most important business journals worldwide paid quite a lot of attention to 

the sociodemographic characteristics of managers (Abatecola & Cristofaro, 2020), 

which processes Hambrick and Mason (1984) served as the basis of his defining 

research. It can also be attributed to this period that, parallel to the strengthening of the 

discourses, criticisms appeared, questioning the social justice of the trend. According to 

their criticism, this approach is based on depoliticization and ahistorical perception of 

differences (Pringle & Strachan, 2015). Therefore, this approach has gained a 

significant role in critical studies (Zanoni et al. 2010). 

In the early and mid-1980s period, the European Union was characterized by 

expanding and enforcing minority rights. However, this period can be considered 

mostly an idealistic initiative, as they encountered resistance from key member states. 

 
19 Besides considering global economic and labor trends, possible future US economic cycles, 
demographic changes, and their impact on work, the report made recommendations for the future 
workforce. Interestingly, the majority's attention was captured by the part of the report, according to 
which by 2000, white men will be in the minority among new entrants to the labor market. In contrast, the 
fact that 64% of the new entrants are women has received less attention (Pringle & Strachan, 2015). 
20 Colorblindness is a position that does not notice or focus on any biological or socially constructed 
differences. In essence, it insists on similarities while ignoring differences. However, the silence and 
"blinding" of origin, gender, sexual preferences, and other socially significant differences alone cannot 
erase the consequences of oppression and discrimination over generations (Prasad et al, 2006). 
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For example, among the countries with significant minorities, while Italy and Spain 

were open to asserting minority rights, France and Greece did not even recognize the 

existence of minorities. Consequently, despite the fact that minorities were already in 

the focus of attention then, they remained on the periphery, as they only affected well-

defined regions of the member states (Bieber & Bieber, 2020). 

 

2.3.4 Diversity management 
 

At the next significant stage in the scientific history of workplace diversity, the 

place of diversity management is taken over by diversity management (DM) and the 

affirmation of diversity (Prasad et al., 2006), which means a business strategy adopted 

by organizations to recruit and retain individuals from different backgrounds. Moreover, 

it was aimed at its inclusive development (Thomas, 1991). The term was coined by 

Thomas in 1990 in the context of the United States, which gradually spread throughout 

the world (Pringle & Strachan, 2015). 

Thomas saw all differences as equal. The most frequently quoted definition of 

diversity also reflects this view: "Diversity applies to everyone: it is not defined by race 

or gender. It includes age, personal and organizational background, education, position, 

and personality. It applies to lifestyle, geographic origin, time spent in the 

organization... as well as management or non-management experience" (Thomas, 1991, 

p. 10). So, at the center of this paradigm is the individual and individual differences, and 

all differences have equal value. Consequently, diversity applies to everyone, including 

leadership style, gender, race, personal and organizational background, personality, 

position, and cognitive patterns. As a result, the approach can be characterized by power 

blindness, since while treating all differences on an equal level, it ignores that 1) some 

individual social identities are likely to represent a more serious disadvantage in the 

workplace than others (e.g., hair color or communication styles) (Prasad et al., 2006); 2) 

to what extent and how belonging can influence their belonging to a social category ( et 

al., 2016).  

  During this period, otherness was used to control different markets or gain 

legitimacy. The focus is on why diversity is good for the organization. That is why the 

approach is also called the "business case" of diversity (Qin et al. 2014), which poses a 
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great risk for minority groups, as it offers a rational justification for discrimination21. 

(Nkomo & Stewart, 2006) and reproduces stereotypes22 (Risberg et al., 2019) by 

making equality of opportunity dependent on organizational benefit (Nkomo & Stewart, 

2006). It is based on the assumption that the immutable essence of a person is the 

identity of his own group since biological properties are responsible for social behavior, 

certain skills, and personality traits (Risberg et al., 2019). Precisely for these reasons, 

Rijamampianina and Carmichael (2005) suggested that the success of diversity requires 

the creation of a management system and environment that supports equal 

opportunities. 

In contrast to the essentialist approach, critical studies vote for the constructivist 

perspective, in which social interactions shape and produce more differences (Risberg et 

al., 2019). Accordingly, reality is socially constructed (DeLamater & Hyde, 1998) and 

not given (Risberg et al., 2019). According to the assumption of the perspective, society 

provides each individual and group with meaningful content, based on which it forms 

different categories with negative or positive content. These attributes reflect the power 

of individual groups, which are reproduced, so it is difficult to change them (Risberg et 

al., 2019). 

The paradigm shift of the European Union also took place during this period. 

With the Maastricht Treaty signed in 1992, the integration efforts also focused on 

minorities. The main catalysts were the end of the Cold War and the shift of integration 

towards Central and Eastern Europe, which confronted the EU with a new diversity 

(Bieber & Bieber, 2020)23. On the other hand, after the fall of the Berlin Wall, the UN, 

in its efforts to create a global consensus, has achieved success on several points with its 

efforts to create new paradigms in its international conferences24 considered as a 

positive result25. The texts of intergovernmental negotiations appear in this era26 in its 

 
21 Discrimination means the unfavorable treatment of some people on the basis that they are members of a 
specific group (Andorka, 2006). 
22 A stereotype is a set of negative ideas and prejudices against a group based on distortion, exaggeration 
and simplification (Andorka, 2006). 
23 Democratic processes starting in 1989 resulted in the expansion of the European Council. The number 
of members of the ET increased to 41 in a short time, which Hungary joined in 1990 (Kardosné, 2000). 
24 Conference on education (Jontien, 1990), children (New York, 1990), environmental protection (Rio, 
1992), human rights (Vienna, 1993), population (Cairo, 1994), social development (Copenhagen, 1995) 
(Peters, 2020). 
25 Contrary to Peeters (2020), I positively evaluate the initiatives of the UN, which is why I modified the 
approach of the original text. 
26 The term social gender was already found in documents from Jontien, Rio, Vienna, and Cairo (Peeters, 
2020). 
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environment, the term gender, which will be explained in more detail later (Peeters, 

2020). It got admitted into the Civil Law at the World Conference on Women IV held in 

Beijing in 1995. She won civil rights at the World Conference on Women (Peeters, 

2020). The Beijing Declaration and the Action Program document were adopted at the 

Conference. The latter defines 12 critical areas: poverty, education and training, health, 

violence against women, war conflicts, economy, power and decision-making, 

institutional mechanisms to support women, and human rights27.  

The sudden change in the political system in the Central and Eastern European 

region created capitalism, in which multinational companies took on a dominant role in 

terms of investment, lending, and other segments of the economy, such as employment 

and financial performance (Nagy et al., 2018). The demise of the large-scale socialist 

industry brought with it the marginalization of a significant part of the workforce, 

especially those with low education, such as the Roma (Dupcsik, 2009). At the same 

time, the changes also affected those who managed to keep their jobs, which was 

manifested in taking on more jobs and overtime, significantly affecting female 

employees as well. These processes brought with them the change of the traditional 

family model. As the role of women in the labor market increased, childbearing 

decreased (Nagy et al., 2018). 

 

2.3.5 Embracing diversity 
 

Recently, the term diversity management is often replaced or supplemented by 

the term inclusion (Risberg et al., 2019; Morgan Stanley, 2020) or equality (Dixon-Fyle 

et al., 2020). Although the terms ‘diversity’ and ‘inclusion’ are often treated as 

interchangeable, the two concepts are significantly different (Hafeez et al., 2019). Since 

diversity management practices mainly focus on the inclusion of marginalized group 

members in the workplace, inclusion practices aim to provide minority group members 

with equal access to decision-making, resources, and upward mobility opportunities 

(Shore et al., 2018). In other words, while studies dealing with diversity management 

offer solutions to issues related to conflicts, minorities, and the functioning of groups, 

inclusion indicates the extent to which the employee is accepted and treated as an 

insider (Hafeez et al., 2019). Mor Barak and his co-authors (2016) define inclusion as 

 
27 www.un.org/womenwatch  
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an integral part of diversity management in addition to recruitment, promotion, and 

retention. Shore and his co-authors (2018) found that the inclusion literature aims to 

define ways to create an inclusive environment and practices that are an organizational 

advantage. Consequently, diversity refers to superficial and unobservable demographic 

differences among members, and inclusion refers to a work environment where the 

unique contribution of employees is valued (Mor Barak et al., 2021). 

Accordingly, in the diversity literature, inclusion brings about a state in which 

the workforce is valued and respected. All of this is based on organizational culture, 

management practices, and interpersonal relationships that support a diverse workplace 

based on both functional and structural aspects (Shore et al., 2011). Treating differences 

as values presupposes the coexistence of differences and can be matched with the idea 

of cultural pluralism (Morgan Stanley, 2020). In this interpretation of diversity, the 

"good society" does not eliminate or overcome group differences but ensures equality 

between socially and culturally differentiated groups, whose members mutually respect 

each other and strengthen their differences (Geraldine, 2015). Therefore, diversity does 

not only mean the employment of people from diverse ethnic and cultural backgrounds 

and increasing the number of underrepresented groups in the organization but also the 

respect and acceptance of different worldviews and cultural perspectives (Vito & Sethi, 

2019). In agreement with several studies (Mor Barak et al., 2021; Vito & Sethi, 2019), I 

believe that senior management plays a major role in the success of these processes, 

which is also supported by the "upper echelon" theory. According to this, the top 

management, through the decision-making that is part of its primary tasks and through 

the development of policies that influence the operation and efficiency of the work 

environment (Hambrick & Mason, 1984) and related organizational procedures that 

demonstrate inclusion (Mor Barak et al., 2021) it communicates and illustrates the 

organization's values, which largely reflect its own value system (Hambrick & Mason, 

1984). The attitudes of middle management regarding diversity and equality are just as 

important as those of top management (Tatli & Özbilgin, 2009), as they play a 

significant role in the practical implementation of this approach (Mor Barak et al., 

2021). 

It is also important to emphasize the realization of constructivism that scientific 

fields were characterized by myopia for a long time. They pointed out that 1) previous 

research only considered literature and results related to their own field of study, so 
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their structure and organizing principle remained within the framework of the given 

field of study (Romani, 2010); 2) the individual studies, as well as a significant part of 

the sources used, were country- and culture-specific, primarily reflecting Western 

perspectives; thus they were connected to different historical backgrounds, value 

systems, and problem management aspects (Mazur, 2010). As a consequence, the 

universality of diversity management and the universality of the experiences of 

American affairs were questioned28, pointing out that previous theories did not consider 

the employment environment, national culture, and country-specific legislative 

environment (Pringle & Strachan, 2015). As a result, researchers draw attention to the 

fact that related research must be handled in context, using each other's results, which 

includes, among other things, the consideration of related scientific fields (Romani & 

Holgersson, 2020), country-specific issues and culture (Jonsen et al., 2011 ; Kokot et 

al., 2021). For example, the power (Tatli & Özbilgin, 2012), intercultural (Romani & 

Holgersson, 2020), intersectional29 (Hearn & Louvrier, 2016; Geraldine, 2015), 

examining identity according to theoretical (Mazur, 2010) aspects. 

The expansion of the European Union in 2004 with Eastern European members, 

including Hungary, drew attention to the large number of minorities living in the new 

member states, which included the Hungarian population across the border with a 

related state and a large number of Roma without a related state (Bieber & Bieber, 

2020). The need for action was urgent. In Hungary, for example, the change of regime 

did not bring the expected results, the background of which was the renewed political 

conflicts with our country, which made the life of Hungarians and Roma across the 

border significantly more difficult (Ablonczy & Bárdi, 2010). The accession in 2004 

and related processes drew attention to the need for cultural integration of the diverse 

population (Eger et al., 2012), the aging society, and technological development, which 

resulted in profound social changes (EC, 2009). Without claiming to be complete, for 

example, the attitude of European countries to minority protection and collective rights 

has changed (Ablonczy & Bárdi, 2010). 

 
28 It is important to highlight two general practices here: 1) the introduction of research on diversity was 
for a long time about the American workforce and referring to the demographic composition; 2) since 
there is a strong institutionalized bias in many social science journals, a significant part of the 
publications are American and UK publications (Jonsen et al., 2011). 
29 The concept of intersectionality takes into consideration that every person embodies at least one, but in 
most cases more dimensions of diversity. Accordingly, for example, a man is not only associated with his 
gender but also with his age, skin color, origin, and native language (Köllen, 2021). 
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EU expansion was significant in terms of business activities in several ways: 1) 

thanks to the processes and events, theoretical and practical approaches evolved from 

their original focus on equality and compliance with legal norms to the proactive 

application of diversity with a broader perspective; 2) the free movement of workers 

increased labor diversity within the EU, which was accompanied by problems of 

demographic development and immigration pressure (Eger et al., 2012); 3) to the 

categories of diversity defined by the diversity policy30 relevant existing EU legislation 

had to be incorporated into the legislation of each EU member state, which entailed that 

companies had to comply with these regulations and implement each category of 

diversity in their policies (EC, 200). However, as we will see later, this was not fully 

implemented in practice. 

The differences-related aspects of workplace diversity have undergone 

significant changes. Summarizing what has been said so far, on the one hand, it can be 

stated that the borders of the certain historical stages are not sharply separated from 

each other because they were created as a result of several parallel processes. On the 

other hand, legal compliance approaches alone are insufficient to keep organizations 

committed (Cagnon & Cornelius, 2006). Thirdly, during the presentation of each era, I 

tried to point out the European and American roots of diversity. My goal was to 

highlight why it is necessary to scrutinize individual diversity approaches and treat them 

according to the local context. Because as we have seen, although diversity management 

has American roots and arrived in Europe through the international subsidiaries of 

American parent companies, anti-discrimination efforts, and positive action programs 

have already existed on our continent. However, these regulations and legal instruments 

have not been uniformly introduced in Europe. Interpreting the literature results, the 

following summary conclusions and findings can be made in the aspect of managing 

differences (Table 3). 

 

 
30 Article 13 of the Treaty of Amsterdam amending the founding document of the EU, which entered into 
force on May 1, 1999, covers discrimination based on gender, origin, or ethnic origin, religion or belief, 
disability, age, as well as discrimination based on sexual orientation (Claes, 2019). 
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Table 3: Aspects of historical stages of diversity 

Own editing based on Cagnon & Cornelius, 2006; Agócs & Burr, 1996; Prasad et al, 2006¸Nkomo & Stewart, 2006; 
Jonsen et al., 2011; Yadav & Lenka, 2020; Hafeez et al., 2019 

 

2.4 Basic assumptions of diversity 
 

As the above information shows, the concept of diversity is multifaceted, very 

complex and there are many interpretations in the literature and in practice (Toarniczky, 

2008; 2012a, b), behind which four generally accepted basic assumptions can be 

discovered: 1) the multitude of individuals with different social identities (Social 

Identity Theory, SIT), (Tajfel & Turner, 1979); 2) the self-categorization perspective 

(SCT) (Turner et al., 1987), 3) the similarity/attraction perspective (Byrne, 1971), and 

4) the information/decision-making perspective (information/ decision-making) 

(Williams & O'Reilly, 1998). However, it is important to emphasize that, as we will see 

later, not all perspectives arise in all research. The reason for this can be traced back to 

the fact that professionals and scientists 1) form their views on the aspects of diversity 

along certain dimensions and perspectives; 2) cast their vote in favor of 

negative/pessimistic, positive/optimistic aspects, or a combination of these, and a 

contextual presentation. 

In my study - in agreement with the literature (Manata, 2021; Van Knippenberg 

et al., 2004; Qin et al., 2014; Jonsen et al., 2011) - I consider it important to synthesize 

negative and positive views in order to gain a deeper and better understanding of 

diversity. Therefore, I pay attention to the elaboration of optimistic and pessimistic 

perspectives and their inclusion in my research, which I will present in detail below. 
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2.4.1 Different social identities perspective 
 

Social identity theory (SIT) is one of the social psychological theories 

introduced by Tajfel (1978) and further developed by Tajfel and Turner (1979). It is 

based on group dynamics (Trepte & Loy, 2017) and the stereotype that the perceiver 

develops about "others" (Prasad et al., 2006). The cognitive social psychological theory 

makes a connection between social structures and individual identity through the 

meanings that people perceive as signs of belonging to identity groups (Mor Barak, 

2009). According to the idea, individuals want to maintain a high level of self-esteem 

(Williams & O'Reilly, 1998), and their degree is shaped according to how they evaluate 

their own group (Tafjel, 1981), i.e., the evaluation is based on social comparison with 

others. During the comparison, individuals must define themselves, which they do 

through a self-categorization process, during which they classify themselves and others 

into social categories (Williams & O'Reilly, 1998), evaluate their own group and other 

groups, and then compare their value (Trepte & Loy, 2017). The greater the value they 

attribute to their own group, the greater the level of self-esteem and categorization (Van 

Knippenberg et al., 2004), the maximization of in-group or inter-group differences, and 

the less attractive others are judged (Williams & O'Reilly, 1998). Accordingly, an 

individual forms groups and organizes their environment on the basis of which they 

distinguish their own group and its members from the outside group and its members 

(Van Knippenberg et al., 2004). 

Since people tend to trust and feel closer to members of their own identity group 

than out-group members, they tend to prefer in-group members to out-group members. 

Therefore, workgroup members have more positive attitudes toward their work group 

and the people within it if they are more similar to their own selves (Williams & 

O'Reilly, 1998). Categorization processes can create subgroups within the workgroup, 

thus creating "us" and "them" subgroups, which can result in challenging and 

problematic subgroup relationships (Tajfel, 1981; Tajfel & Turner, 1986). All this 

strengthens the sense of belonging, but at the same time, it can strengthen the stereotype 

against members of the other group, which can appear in the form of covert or actual 

discriminatory behavior (Mor Barak, 2009). This can result in cultural disharmony, 

indirect cultural conflicts, and a social environment that hinders information processing 
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and undermines creative performance (Qi et al., 2022). Consequently, it can damage 

team functioning through micro-dynamics such as group competence, members' 

behavior towards target group members, and the behavior of adults (Dijk et al., 2016). 

 Studies based on this perspective have been criticized for assuming that the 

outstanding diversity categories are fixed, stable and analyzable, thus independent of 

time and space, i.e., hardly changeable (Tatli & Özbilgin, 2012). Holck and Muhr 

(2015) argue in favor of this statement when they point out that although this 

perspective provides the individual with some autonomy in identity formation by 

identifying with different groups, at the same time, it creates a rigid perception of 

identity, according to which identity has a fixed and permanent core. This, in turn, 

means that people can be classified and mapped so that they can be better managed. It 

follows that the SIT perspective largely ignores the complexity of change and the 

multiple forms of identification that people rely on in changing situations and contexts 

(Calás et al., 2013). Another key criticism of the SIT perspective is 'depersonalization,' 

which sees the self as an embodiment of the prototype within the group. This can lead to 

privileging the group or organization as the source of identity while assuming that 

different individuals understand themselves and their group/organization. opinion can 

be compared (Holck et al., 2015). This essentialist approach to the study of diversity is 

often limited to a single category (e.g., gender, origin, ethnicity, or age), thus ignoring 

the role of difference, the intersection of its multiple forms. In addition, it often lacks 

context and thus ignores the dynamic nature of power and inequality relations (Holck et 

al., 2015). 

 

2.4.2 Self-categorization 
 

Self-categorization theory (SCT) (Turner 1999), which differentiates between 

social and personal identity, is a revised version of the theory of social identity with a 

cognitive emphasis. While social identity depends on an individual's group membership, 

personal identity is more or less independent of it. According to the assumption of the 

theory, depending on the situation, one of the identity processes plays a more dominant 

role, or they jointly exert their influence on the individual's behavior (Trepte & Loy, 

2017). Consequently, social and individual identity jointly guide behavior, cognition, 

and the self (Hornsey, 2008). 
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SCT characterizes identity categorization with different levels of inclusion, 

based on which it distinguishes between human, social, and personal identities. The self 

as a human being is the highest, the self as a member of a social group in opposition to 

other groups is the middle, and the self as a person based on interpersonal comparisons 

represents the bottom level. The emphasis of each level depends on three cognitive 

mechanisms, which are 1) readiness to use the category, 2) comparative, and 3) 

normative fit. The readiness to use the category31 shows how willing we are to use the 

category based on our previous experience. The relative constancy appearing in 

category use is complemented by fit information that refers to how relevant the use of a 

category is in a given situation (Turner et al., 1987). Comparative fit means the extent to 

which a person perceives a more remarkable similarity between themselves and their 

own group and between themselves and other groups in a given social context. The 

degree of perceived difference will influence the individual's self-categorization 

process. Because the smaller the degree of perceived difference with the members of 

one's own group and the more significant is the difference with the members of other 

groups, the greater is the probability that one categorizes oneself according to one's own 

group. Normative fit indicates how perceived differences between groups correspond to 

expected differences in meaning, i.e., stereotypical beliefs (Oakes et al., 1991). 

Consequently, the process is always based on the perceiver, depends on the context, and 

changes dynamically (Hornsey, 2008). Self-categorization is part of a person's self-

concept, i.e. the set of cognitive representations of what the individual thinks about 

himself. This means that during self-categorization, they treat themselves and the other 

members of their category as similar ("us") based on cognitive groupings. At the same 

time, he classifies outsiders into another category ("them") (Reimer et al., 2020). 

Accordingly, the individual determines his social group and ultimately categorizes 

himself. This includes, for example, status, income, and education (Reimer et al., 2020). 

I illustrate the above process in the figure below: 

 
31 This cognitive mechanism was originally called relative accessibility by Turner (Turner et al., 1987). 
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Figure 3: Self-concept  

Source: Own editing based on Turner et al., (1987); Oakes et al, (1991); Hornsey, (2008); Reimer et al., (2020) 

 

A change in self-categorization affects an individual's attitude, behavior, and 

perception (Trepte & Loy, 2017). However, certain social identities can be given more 

emphasis, and identification with the group members takes shape to a greater extent. 

This may result in the self-image becoming impersonal (Trepte & Loy, 2017), a process 

Turner calls the cognitive redefinition of the self (Turner, 1984). This means that the 

individual reshapes his self-image based on the group's needs, norms, and 

characteristics of the group, and experiences himself in a way that is interchangeable 

with the other group members, i.e., his behavior becomes collective (Hornsey, 2008). 

As the above shows, the theories of SIT and SCT are closely related in many 

respects since, among other things, both were based on the assumption that people 

perceive the difference observed during comparisons as a deficiency, and this can be the 

basis of discrimination and bias against members of the outgroup (Williams & O'Reilly, 

1998). They cannot be separated from each other because SCT is often referred to as an 

extension of SIT (Trepte & Loy, 2017); however, during the review of the literature, I 

found minimal differences between the two theories on several points, which I 

summarized in the table below: 
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Table 4: Comparison of social identity theory and self-categorization theory  

Source: Own edit based on Tajfel és Turner, 1979; Reimer et al., 2020¸Trepte & Loy, 2017; Hornsey, 2008 

 

2.4.3 Similarity/attraction perspective 
 

 

 According to the basic idea of the similarity/attraction perspective, regardless of 

personality, people are more likely to be persuaded by those who are similar to them 

than by those who are different from them (Tajfel, 1982). The general explanation of the 

phenomenon is that people prefer people who are similar to them based on visible 

demographic characteristics (e.g., ethnicity, gender, age), thus presumably influencing 

their behavior and attitudes more (Ruijten, 2018). Practically speaking, based on 

similarity, people give meaning to the environment based on similarity through 

consensus-based validations by jointly shaping the observable characteristics. This 

reduces people's uncertainty and eliminates their initial social screening processes. 

Accordingly, this paradigm is based on the reduction of uncertainty as an underlying 

mechanism (Schaffer, 2018). 

According to Byrne's (1971) insight, the similarity-attraction theory not only 

shed light on the fact that people find those with similar characteristics attractive, but 

also on the fact that they feel challenged by those who are different from them. Over 

time, the similarity/attraction perspective was extended to describe differences beyond 

physical, visible differences. For example, Harrison and his co-authors' (1998) research 
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focused on deep-level similarities and differences and showed that personality, values, 

attitudes, and beliefs, i.e., actual deep-level diversity, have a positive relationship with 

perceived deep-level diversity. Accordingly, perception is reality itself, as actual 

psychological characteristics closely match perceptions of psychological characteristics 

developed in others (Harrison et al., 1998). 

Consequently, according to the present paradigm, similarity strengthens beliefs 

and attitudes (Shaffer, 2018), helps maintain positive self-identity, increases 

performance (Knights & Omanović, 2015), role effectiveness, interpersonal attraction 

(Tsui et al., 1992), and interaction provides an experience (Williams & O'Reilly, 1998); 

whereas difference increases uncertainty (Shaffer, 2018), hinders social integration, 

social relations and is considered hypocritical (Williams & O'Reilly, 1998). Thus, the 

more homogeneous a workgroup, the greater the commitment of the members (Riordan 

& Shore, 1997; Tsui et al., 1992) and the group cohesion (O'Reilly et al., 1989), the 

lower the number of relational conflicts (Jehn et al., 1999; Lau & Murnighan, 1998), 

turnover is less likely (Wagner et al., 1984) and prejudice is lower (Bezrukova, 2010). 

As a result of the above, since people are more attracted to similar people, they prefer to 

work in teams where they are surrounded by similar people (Knights & Omanović, 

2015). Accordingly, categorization processes can create "us" and "them" subgroups, 

resulting in conflicts within organizations (Van Knippenberg et al., 2004).  

 

2.4.4 Information/decision-making perspective 
 

The present theoretical perspective draws from the ecological and cognitive 

models of variation, selection, retention, and the cybernetic principle of necessary 

variety, intending to highlight the advantages of the information sources’ heterogeneity 

(Harrison & Klein, 2007). The current perspective is also called cognitive diversity (Qin 

et al., 2014), the identification of which is linked to Williams and O'Reilly's (1998) 

literature-wide research. The pair of authors explain the dual nature and contradictions 

of diversity by saying that, in addition to the social categorization and 

similarity/attraction perspective, there is also a third tradition of studies related to the 

diversity and performance of work groups. This is the information/decision-making 

perspective (Yadav & Lenka, 2020), which, in contrast to the previous ones, focuses on 

the task-related aspects of group processes and claims that the performance of diverse 
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groups is better than that of homogeneous ones (Van Knippenberg et al., 2004). 

According to the basic idea of the perspective, diverse groups are more likely to have a 

wider range of knowledge, skills, and abilities related to the task, so tasks are solved by 

combining several points of view and opinions (Van Knippenberg et al., 2004). Diverse 

group members process information by clashing different ideas (Shin et al., 2012) and 

knowledge (Hambrick, 2007) (Shin et al., 2012), which includes the discussion of 

differences in views, individual processing, feedback, and then its discussion and their 

joint integration (Homan et al., 2007). Thus, the need to reconcile conflicting 

viewpoints may force a diverse group to process the set of information related to the 

task more thoroughly, which may prevent members from reaching a consensus too 

easily along familiar patterns (Williams & O'Reilly, 1998). Consequently, this 

perspective considers different experiences, knowledge, and points of view as a 

valuable resource for teams and emphasizes the positive effects of diversity, as the 

diversity of skills, knowledge, and expertise enriches the team with a variety of 

information that is useful for tasks such as innovation (Talke, 2010), complex problem 

solving or decision-making (Williams & O'Reilly, 1998, Van Knippenberg et al., 2004). 

In addition, it also points out that diversity increases resources such as different 

approaches to problems, and different availability of information, which helps the team 

in a broader and more thorough analysis and better use of information (Williams & 

O'Reilly, 1998). 

Studies also highlight that team members who are exposed to views that differ 

from their own exert more cognitive effort, pay attention to more aspects of a situation 

or challenge, and are more likely to find innovative solutions or make new decisions 

(Van Knippenberg & Schippers, 2007  ̧ Beauregard, 2019). I will explain cognitive 

diversity in detail later. However, it is important to point out here that the literature 

emphasizes, on the basis of the above, that in a turbulent environment that requires 

innovation and complex cognitive processes, for example, gender, age, or ethnic 

diversity can have a positive effect on group processes (Mansoor, 2019), as they can 

bring unique views, approaches and more experience to the organization by representing 

wider groups of society (Williams & O'Reilly, 1998). On the other hand, in an 

environment that favors routine tasks and efficiency, homogeneous groups prove to be 

more effective, because here, the focus is on convergent thinking (Beauregard, 2019). 

However, organizations must have the seemingly opposite ability at the same time, 
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since in addition to efficient operation in the present, they must ensure long-term 

effectiveness by focusing on the future (Csedő & Zavarkó, 2019). However, such two-

way mechanisms can only be realized in an organization where they are open and 

supportive (Reynolds & Lewis, 2017). In my opinion, this finding is consistent with the 

conceptual frameworks and views of diversity and inclusion. 

 

2.4.5 Summary of basic assumptions 
 

Summarizing what has been done so far (Table 5), it can be concluded that the 

theories of social identity (Tajfel & Turner, 1979), similarity/attraction (Byrne, 1971) 

and self-categorization (Turner et al., 1987) focus on relational aspects (there 

Knippenberg et al., 2004) and together offer the conceptual basis of relational 

demographic theory (Tsui et al., 1992). The grouping of Harrison and Klein (2007) 

classifies these theories as separation theories. The basis of the ideas is that difference 

breeds disagreement or opposition (Risberg et al., 2019). So, these theories reflect a 

pessimistic view and point out that demographic characteristics within work units, such 

as origin, gender, age, and nationality, greatly influence the behavior and attitude of the 

individual (Yadav & Lenka, 2020). Overall, it can be said that these theories deal with 

the negative effects of diversity within work groups and suggest that homogeneous 

teams produce better performance-related metrics than heterogeneous teams because 

they are more attracted to members with similar characteristics within the group (Qin et 

al., 2014). Their reference base is the comparison process between the group members 

and organizational units, which does not depend on the attributes of the individual, but 

on the comparison to others and the perception of differences. Thus, it is characteristic 

of most relational demographic research that when describing the diversity of a unit or 

group, a given attribute describes the unit or group as a whole, rather than the difference 

of the member in focus from other members (Harrison & Klein, 2007). 

Opposed to this are optimistic approaches, whose basic idea is that diversity - 

especially in a turbulent environment (Hambrick & Mason, 1974) - is a potential 

advantage for organizations (Yadav & Lenka, 2020) because members integrate 

heterogeneous points of view when sharing information and making complex decisions. 

(Manata, 2021). It focuses on the performance of tasks and emphasizes function-

oriented attributes such as time spent in the organization, knowledge, team leadership 
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skills, studies, and experience (Yadav & Lenka, 2020). In Harrison and Klein's (2007) 

grouping32 this perspective equates to diversity, which is based on the value of diversity. 

 

 
Table 5: Comparison of the basic concepts of diversity 

Source: Own edit based on Yadav & Lenka (2020), Qin et al (2014), van Knippenberg & Schippers (2007) and van 
Knippenberg et al. (2004) 

 

However, it is important to point out that given the contradictory pattern due to 

the double-edged sword metaphor (Köllen, 2021), a significant number of recent studies 

question the "simplistic view that diversity increases performance" (Qi et al., 2022). 

Van Knippenberg et al.'s (2004) literature review concluded that there is insufficient 

evidence that demographic diversity has a clear negative, while informational diversity 

has a positive effect on outcomes. The reasons for the inconsistency may be that: 1) 

insufficient attention has been paid to the mediating effect of social categorization and 

biases (Beauregard, 2019; Van Knippenberg et al., 2004); 2) although demographic 
 

32 The third group of Harrison and Klein (2007) includes the inequality characteristic of diversity, which 
refers to differences related to valued social goods or resources, such as salary or status. This perspective 
is not the focus of this dissertation, so I refrain from detailing it. 
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diversity is less related to work than functional background or education attributes, there 

are demographic characteristics that are important in a given context, while in other 

cases not at all (Beauregard, 2019; Van Knippenberg et al., 2004; Van Knippenberg & 

Schippers, 2007; Rijamampianina & Carmichael, 2005); 3) the variety of 

conceptualization of diversity (Qin et al., 2014); 4) in many cases, diversity research did 

not adapt the background processes of information processing, so their moderating role 

was not scrutinized either (Van Knippenberg et al., 2004).  

In order to overcome these contradictions, Van Knippenberg et al. (2004) 

created the Categorization-Elaboration Model (CEM). CEM integrates pessimistic and 

optimistic perspectives related to diversity theory, namely relational demography and 

information decision-making theory, and also includes mediating and moderating 

variables in a unified framework to mitigate conflicting perspectives on diversity (Van 

Knippenberg et al., 2004). 

In their literature review, Yadav and Lenka (2020) identified a number of 

mediators and moderator variables33 identified with the integration of the dual aspect of 

diversity. However, at the same time, it is highlighted that none of the studies 

investigated HR practices and diversity management practices as moderators of 

workplace diversity in order to eliminate the negative aspects of diversity and increase 

organizational performance (Yadav & Lenka, 2020). The logic of mediating effects is 

based on the idea that diversity leads to social categorizations, which lead to biases 

between subgroups. As a result, bad communication and conflicts between teams can 

develop (Figure 4). However, the literature still does not pay enough attention to this 

assumption, which is why Beauregard (2019) highlights its necessity. 

 
Figure 4: Mediating effects of diversity and negative team results  

Source: Own editing based on Beauregard (2019) and van Knippenberg & Schippers (2007) 

 
33 “Task interdependence; Team management; Ethnic status; Routineness of tasks; Transformational 
leadership; Business strategy; Complexity of tasks; Team size; Common objectives; Task-specific ability; 
Team orientation; Social context; Motivation; Organizational culture; margin of error; Beliefs about 
diversity; Diversity climate" (Yadav & Lenka, 2020, p. 920) 
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2.5 Categories of diversity 
 

Regarding diversity, it is important to mention that it has an infinite number of 

dimensions based on conceptual aspects (Prasad & Mills, 1997) because it can include 

any dimension or category in which people share a specific form of manifestation of 

this dimension, or, as the opposite, they differ in terms of the specific manifestation of 

the dimension. As we saw earlier, this is important because, in a given environment or 

context, different dimensions have an impact on the process of inclusion, exclusion, and 

the related hierarchical structure (Shore et al., 2009). At the same time, the peculiarity 

can also be observed within academic and practical discourses on the topic that the 

number of dimensions is usually reduced to a few. The reason for this is to be found in 

the different advocacy power and power of various civil rights and social movements, 

which promoted and still support social integration (Köllen, 2021) and the driving 

forces behind the amendment of the law (Nkomo & Cox, 2006). 

The creation of the diversity categories can be considered an important stage in 

the European view of diversity categories, which grew out of the legislation 

implementing the Community's general anti-discrimination policy, Article XIII of the 

Treaty of Amsterdam, which regulations prohibit discrimination based on gender, race 

and ethnicity, religion and belief, disability, age, and sexual orientation (Claes, 2019). 

These six categories became the basis of European diversity management, also known 

as the "Big Six"34(Primecz, 2019). Therefore, in the European Union, we usually deal 

with these six diversity categories in social and organizational practice (Primecz et al., 

2019). 

In our country, the concept of the diversity category is little known (Primecz et 

al., 2019). The concept of "disadvantaged situation" is often used as the Hungarian 

translation of the concept of deprivation to describe the situation of social groups that 

are unjustifiably disadvantaged in countless areas of socio-economic life and threatened 

by exclusion and discrimination. So, it applies to income and other disadvantages 

(Andorka, 2006; Forray, 2013). At the legislative level, the concept can be interpreted in 

the field of education concerning disadvantaged students and students with special 

 
34 In the American context, Plummer (2003) coined the term "Big 8", which includes all the diversity 
categories that are mentioned most frequently in the USA. These include race, gender, age, 
ethnicity/nationality, mental/physical abilities, organizational role/function, sexual orientation and 
religion. 
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educational needs (see Act CXC of 2011 on National Public Education) (Primecz et al., 

2019). We can also talk about geographical and characteristic disadvantages. The latter 

group includes people with acquired or congenital health impairments or disabilities. In 

addition, there are also disadvantaged groups in the labor market. This group includes 

career starters, the long-term unemployed, the Roma, and those with health problems 

(Kenderfi, 2011). The multiple disadvantage situation "refers to persons and families 

who have more than one disadvantage (e.g., low income and poor health)" (Andorka, 

2006, p. 60). In addition to the disadvantaged group, the vulnerable social group and the 

group focused on equal opportunities are sometimes used terms (Varga, 2013).  

Based on the above, it can generally be said that depending on which identity 

group is the focus of the investigation, the following segments of diversity can be 

distinguished: descent and ethnicity, race, gender, social class, sexual orientation, 

disability, age, cultural and national affiliation, physical talents/abilities, religion, and 

faith (Toarniczky, 2008). For example, Acker (2006) emphasized origin, gender, and 

class, while in the case of Litvin (1997), ethnicity, gender, sexual orientation, age, and 

physical attributes and abilities were highlighted. In addition, Shore et al. (2009) 

highlight race and ethnicity, gender, age, disability, sexual orientation, and cultural and 

national affiliation concerning globalization. The previously mentioned "Big Six" focus 

on gender, race and ethnicity, religion and belief, disability, age, and sexual orientation 

(Primecz, 2019), (Table 6). 

 

 
Table 6: The most important diversity categories according to authors and based on the Amsterdam Treaty  

Source: Acker (2006), Tatli–Özgilbin (2012), Litvin (1997), Shore et al. (2009) and Claes (2019) 
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2.6 Levels of diversity 
 

In addition to the narrower definition of the concepts of diversity presented 

above, there are also broader definitions that include less visible qualities and have a 

more diverse influence on self-identity. As I already indicated in the conceptual 

definition of diversity, there are numerous typologies of diversity. Examples include 

Hambrick and Mason (1984), Jackson et al. (1995)35, Harrison et al. (1998)36, 

Gardenswartz and Rowe (2003)37 Rijamampianina and Carmichael (2005) grouping. By 

synchronizing the literature (e.g. Harrison et al., 1998; Claes, 2019; Tajfel and Turner, 

1979; Byrne, 1971; Turner et al., 1987; Van Knippenberg et al., 2004), in my opinion, 

overall, it can be said that 1) no matter how many layers it creates, it basically 

distinguishes two well-defined levels, the first of which includes the easily 

recognizable, visible elements, while the second includes the invisible components that 

can be learned in a longer or shorter time; 2) consequently, the first level - depending on 

the cultural roots of the given author - mainly includes groups belonging to the diversity 

categories that have suffered a systematic disadvantage in the course of history; 3) first-

level components serve as the basis for first impressions of people, while deeper ones 

can modify these impulses; 4) as a result, relational demographic theories can mostly be 

linked to the first level components, while task-oriented theories can be linked to the 

second level components; 5) consequently, the longer the teams work together, the more 

information they get, so their perceptions are based more on observed behavior and less 

on stereotypes caused by overt characteristics. 

In the following, I will only cover the first and last typification in more detail 

since these two theories form the basis of my theoretical model related to workplace 

diversity. I chose these two models because, on the one hand, similar to 

 
35 Jackson et al. (1995) classified diversity attributes into easily perceived and underlying groups. Easily 
detectable properties can be determined quickly and by consensus and are usually immutable. The 
underlying attributes are more subject to construction and can be changed. 
36 Harrison and his co-authors (1998) distinguished two levels of heterogeneity, where the upper-level 
diversity includes those visible and biological dimensions. In contrast, deep-level diversity focuses on 
individuals' values, beliefs, and attitudes. This type of diversity is not direct. It can be observed over time 
through verbal and non-verbal interactions. 
37 Based on the approach of Gardenswartz and Rowe (2003), diversity has four layers, the core layer of 
which is personality, which is surrounded by internal, external, and then organizational dimensions. At 
the heart of the model is the individual's personality, which has been formed over time and consists of 
different traits. The internal dimensions are assumed to be fixed characteristics. Contrary to that, external 
dimensions are not fixed or decisive. The fourth layer comprises the organizational dimensions, so it 
includes all the characteristics determined by the individual's workplace. 
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Rijamampianina and Carmichael (2005), Mazur (2010), and Thomas (1991), I believe 

that the basis of diversity is a collective mixture of all human differences and 

similarities, since the interweaving and synthesis of dimensions based on which the 

individual's unique profile is created, which makes them similar to or different from 

other people (Mazur, 2010). At the same time, I share the view that the importance and 

emphasis of each dimension depend on time, space (Nagy & Primecz, 2010), context 

(Jackson et al., 1995), situation, circumstances (Rijamampianina & Carmichael, 2005) 

and environment (Pringle & Strachan, 2015) has different weights depending on it. 

Therefore, we cannot consider them as static and of equal weight (Rijamampianina & 

Carmichael, 2005) but rather as dynamic (Mazur, 2010; Zapata-Barrero, 2009), thus 

avoiding the trap of power blindness (Prasad et al., 2006). On the other hand, relying on 

the research of Hambrick and Mason (1984) and the results of many later studies (Mor 

Barak et al., 2021; Flores, 2016; Mor Barak et al., 2021 Tatli & Özbilgin, 2009), I 

believe that 1) the top management of the organization in its approach to diversity; 

while 2) middle managers have a decisive role in its practical implementation; 3) which 

decisions and actions are greatly influenced by the collective mix of the given leader's 

diversity, which 4) is formed depending on local contexts.  

 

2.6.1 Typification by Rijamampianina and Carmichael 
 

Rijamampianina and Carmichael's (2005) framework is based on the 

interrelationship and integration of four main processes: motivational, interactional, 

visioning, and learning processes within the management system. In their research, 

they point out that diversity indirectly affects the performance of the group or 

organization through these processes. The individual processes are closely related to 

each other, so if a change occurs in one, it affects all the others and then leads to a 

shift in the performance of the group/organization in some direction (Rijamampianina 

& Carmichael, 2005). 

Their approach builds on Thomas's (1991) definition of diversity, according to 

which diversity is “the collective mix of human differences and similarities along any 

given dimension”. According to their argument, these dimensions, interwoven into a 

unit, create unique syntheses of the human profile, which forms the basis of 
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differences from others and similarities to others (Rijamampianina & Carmichael, 

2005). 

The authors continue the thought process of dividing diversity into visible and 

invisible elements, represented by the iceberg metaphor. On the analogy of the iceberg 

model marked by Hall's name in cultural management, three layers appear here as 

well. The "above water" part shows the visible elements of diversity, while the 

"underwater" sector shows the invisible elements. The primary dimensions include all 

the prominent characteristics that form the basis of many constitutions and anti-

discrimination laws worldwide. Secondary dimensions include subsurface features that 

cannot be revealed at first glance, and which can be revealed over time. At the same 

time, they are more malleable, and several of the elements belonging to them change 

over time. The third dimension includes the characteristics found deep below the 

surface, which provide the core of individual identity, thereby ensuring the true 

essence of diversity. This group includes, for example, beliefs, assumptions, 

perceptions, attitudes, feelings, values, group norms, etc. In accordance with the 

concept of diversity, the author pairs names and depicts only a few of the possible 

dimensions in the ice place model while emphasizing that each dimension's 

importance depends on the situation and context (Rijamampianina & Carmichael, 

2005).  
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Figure 5: Rijamampianina and Carmichael dimensions of diversity 

Source: Rijamampianina & Carmichael (2005) 

 

2.6.2 The theory of the top management team 
 

Hambrick and Mason (1984) "Upper Echelon Theory (UET)," i.e., top 

management team38 (Top Management Team, TMT) theory is considered one of the 

most influential perspectives in strategic management literature. Top Management 

Team (TMT) refers to the CEO and those senior managers who are responsible for 

making important decisions about the company (Wiersema & Bantel, 1992; Mihalache 

et al., 2014; Hortoványi et al., 2019; Taródy et al., 2021). 

The birth of the theory can be linked to the important social phenomenon that 

took place in the 1980s, already mentioned in the section on the historical development 

of diversity, that the most prominent business magazines paid more and more attention 

 
38 By senior management team, we mean the relatively small group of the most influential leaders at the 
top of the organization, namely the CEO and senior managers who are responsible for making important 
decisions about the company (Carmeli & Halevi, 2009; Mihalache et al., 2014; Hortoványi et al., 2019; 
Taródy et al., 2021¸Finkelstein et al., 2009). Accordingly, TMT can be defined as the top two layers of 
corporate decision-makers (Wiersema & Bantel, 1992). 
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to the socio-demographic characteristics of managers. Hambrick and Mason's attention 

was extended to investigating the causes of the phenomenon and answering the whys 

(Abatecola & Cristofaro, 2020). As a result of their research, they created a conceptual 

framework, the essence of which is that "organizations become a reflection of their top 

managers" (Hambrick & Mason, 1984, p. 193) since the TMT determines the company's 

development path based on the preferences and behaviors embedded in their strategic 

decisions and through abilities (Cyert & March, 1963; Hambrick, 2007; Heyne, 2012). 

The established framework relies heavily on the work of Carnegie School 

theorists, namely Simon's bounded rationality (1976) and Cyert and March's (1963) 

dominant coalition model. According to Simon's concept, although the individual acts 

rationally according to his intentions, his cognitive limitations prevent him from making 

rational decisions objectively39 bring (Simon, 1976, p. 80). Cyert and March (1963) see 

an organization as a coalition of individuals. In this approach, individuals create sub-

coalitions and place different expectations on the organization. The dominant coalition 

includes the elite network with the greatest impact on organizational goals, organization 

formation, and strategy selection. Accordingly, the outcome of the supreme coalition's 

collective choice is the organization's performance (Cyert & March 1963). 

Hambrick and Mason (1984) created their own model by combining the above 

two concepts, the main pillars of which are: 1) managers make their decisions based on 

their personal interpretation of reality; 2) the personal interpretation of reality stems 

from the managers' cognitive processes, beliefs, personality traits, experiences, and 

ethical standards of conduct. According to their argument, a strategic decision is a 

typical example of a complex decision. This is characterized by the limited rationality of 

the decision-makers, complexity, multi-directional goals, and many meanings and 

alternatives. Based on these two pillars, they created their framework, according to 

which: 1) Similar to Cyert and March (1963), they see that the analysis of the profile of 

the top management team enables a better understanding of the corporate strategy than 

only the analysis of the individual profile of the CEO (Hambrick & Mason, 1984) ); 2) 

although in an incomplete and imprecise way (Hambrick, 2007), the sociodemographic 

characteristics of managers represent their cognitive schemas. 

 
39 Objective rationality is the starting point of neoclassical economics and normative-analytic decision 
theory. According to his assumption, decision-makers know all decision alternatives, examine all variants 
concerning their consequences and finally choose the one that provides them with the greatest degree of 
goal achievement (Simon 1976, p. 80). 
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The early model considers age, functionality, professional experience, education, 

socio-economic roots, financial situation, and group characteristics as sociodemographic 

characteristics. It considers the cognitive basis and values as psychological elements 

(Hambrick & Mason, 1984) (see Table 7). Looking at the individual characteristics, 

these components are the same as the points of diversity typification models, including 

many elements of Rijamampinina and Carmichael's (2005) iceberg model. According to 

Hambrick and Mason's (1984) model, leadership character comprises observable and 

psychological elements. 

 

Characteristics of senior management 

Psychological Observable 

Cognitive base Age 

Values Functionality 

  Professional experience 

  Educational attainment 

  Socio-economic roots 

  Financial situation 

  Group characteristics 
Table 7: Hambrick and Mason diversity dimensions 

Source: Hambrick & Mason, 1984 

Accordingly, the profile of managers results from a unique mix of the above 

elements, which determines the directions, goals (Heyne, 2012) and strategy (Dobák, 

2008) chosen by organizations because the choices and decisions of managers are 

developed along these complex characteristics, shaped by their personal interpretations 

their impact on the organization as a whole (Hambrick, 2007). Consequently, leaders 

make decisions based on their interpretation systems filtered in the situations before 

them and bring values and beliefs, i.e., a cognitive basis, to their formal role, through 

which understanding, and action are embedded in the established social world (Heyne, 

2012). This cognitive base " filters and distorts the decision maker's perception of what 

is happening and what needs to be done about it” (Hambrick & Mason, 1984, p. 195). 

Because cognitive characteristics include, on the one hand, the decision-maker’s 1) 

ideas and assumptions about the future, 2) knowledge of the alternatives, and 3) the 

consequences related to the alternatives. On the other hand, it reflects the leader's value 

system; it shows the preferences on which he makes his decision, what is important to 

him and what is not. Thirdly, the external and internal environmental effects of the 
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organization continuously shape it. Fourth, they filter and distort the decision-maker’s 

understanding of what is happening and what to do (March & Simon, 1958). 

Accordingly, the theory assumes that managers have all the skills and abilities, 

thus a cognitive basis40 and cognitive ability41, which is necessary for making decisions. 

In this way, after recognizing and rationally evaluating all alternatives, they can jointly 

choose the most appropriate action plan for the organization. After selecting the action 

plan, the necessary resources are acquired and deployed for the sake of competitive 

advantage (Volberda & Lewin, 2003). Accordingly, from a strategic point of view, 

middle managers and members at lower levels of the organization play the role of 

executor (Flores, 2016; Mor Barak et al., 2021 Tatli & Özbilgin, 2009). Therefore, the 

characteristics of the organization's members, such as professional preparation, 

management skills, authority, the ability to tolerate and resolve conflicts, the tendency 

to communicate and cooperate, and the ability are also integral to success (Dobák, 

2008). In other words: based on the cognitive basis of the TMT, it provides all the bases 

necessary for the operation of the organization, which determines the path of strategic 

choice, the organizational goals, common vision, interest, and evaluation systems and 

thus also affects the performance of the organization (Taródy et al., 2021). Based on the 

above, it can be said that UET is an information processing theory (Heyden, 2012), 

which, like the information/decision-making perspective, approaches diversity from an 

optimistic perspective (Yadav & Lenka, 2020) and argues that diverse teams have 

greater innovation potential and reconciling different points of view provides a broader 

perspective for the organization (Manata, 2021). At the same time, Hambrick (2007) 

emphasizes that the diversity of the TMT team alone is not enough to increase the 

efficiency and performance of the organization. In his view, TMT team diversity can 

only be effective if companies create diverse teams and then manage them effectively 

by sharing knowledge, information, and decisions. 

In the literature, the source of the information used by managers was a question. 

Focusing on the environmental level, Heyden (2012) concluded that the CEO tends to 

 
40 According to Wiersema and Bantel (1992, p:94), the cognitive base includes assumptions about future 
events, knowledge of alternatives, and the consequences associated with alternatives. 
41 Managerial cognitive ability refers to the manager's ability to participate in the creation, querying, and 
modification of knowledge structures, i.e., "mental activities." Mental activities interact with each other, 
but they can also be separated. Based on psychological studies, he distinguishes two ways of mentally 
processing information, which are 1) automatic and 2) controlled mental compulsions. Automatic mental 
activities enable quick reactions to external stimuli and data. In contrast, controlled mental activities are 
slower and support a more conscious response to circumstances (Helfat & Peteraf, 2015). 
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seek advice from external sources in a rapidly changing dynamic environment. Its 

results are consistent with the results and findings of the domestic and international 

literature (Csedő et al., 2019; Taródy, 2012; Arendt et al., 2005). At the same time, 

Heyden (2012) did not experience a tendency for managers to seek advice only from 

internal sources in the case of low environmental dynamism. In my view, this may be 

because if counseling is indeed an induced problem-solving behavior to improve 

judgment accuracy, then CEOs operating in a stable environment can rely on 

established processes and routines and trust their judgment based on experience. 

The theory served as a catalyst for many research areas within and beyond the 

scope of management science (Abatecola & Cristofaro, 2020). This includes all research 

that investigated how managers' characteristics and experiences shape managers' 

perceptions, choices, and actions of managers in such a way that they ultimately 

influence different company results (Neely et al., 2020). The exponential increase in the 

popularity of UET can be explained based on the literature 1) with the goal of exploring 

the diverse aspects of human behavior (Abatecola & Cristofaro, 2020); 2) with the 

increase in the role and importance of managers compared to the past (Neely et al., 

2020); 3) with new opportunities opened up by environmental, technological, political 

and economic changes (Hambrick, 2019); 4) by validating the relationships of the 

previous model (Abatecola & Cristofaro, 2020). 

Thanks to the above, the elements of the 1984 model were continuously 

expanded. The set of socio-demographic characteristics was expanded to include, for 

example, sex, origin, international service, military service, nationality, and religion 

(Abatecola & Cristofaro, 2020), as well as sexual orientation and gender representation 

(Neely et al., 2020). Psychological variables have also begun to be investigated in 

connection with understanding human decision organizations. These researches include, 

among others, the typology of top management personality traits42 (Lovelace et al., 

2018) and the Big Five personality model of top management43 (Barrick & Mount, 

 
42 The top management personality traits are as follows: Creator, Transformer, Rebel, and Savior. A 
Creator creates new businesses/new products. The Transformer radically transforms the company's 
strategy/culture in order to avoid future problems. A Rebel develops a new strategic direction contrary to 
industry norms/conventions. The Savior saves the company from failure, typically through disciplined 
cutbacks and consolidation (Lovelace et al., 2018). Since this topic does not form the scope of this 
dissertation, I will refrain from further detailing it. 
43 The Big Five traits consist of Openness, Conscientiousness, Extraversion, Agreeableness, and 
Neuroticism. Since this topic does not form the scope of this dissertation, I will refrain from further 
detailing it. 
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1991; Harrison et al., 2019). For example, concerning the Big Five, numerous studies 

show that the personality traits of CEOs influence the leader's organizational behavior, 

among other things (Chatterjee & Hambrick, 2007; Harrison et al., 2019). Research by 

Harrison et al. (2019) shows that while managerial openness increases the degree of 

strategic change in organizations, friendliness decreases it. At the same time, they found 

that in the case of well-performing companies, while managerial conscientiousness and 

emotional stability decrease, and the degree of strategic change increases in parallel 

with the increase in extroversion. 

Based on the research of Hambrick and Mason (1984), the view emerged that the 

senior management team members bring an orientation to their work that is usually 

formed from experience gained in some primary functional area. The studies showed 

that when managers in different functional areas were asked about a specific problem 

affecting the organization as a whole, the individual managers analyzed the situation 

according to the activities and goals of their own area. Based on their research results, 

they distinguished three types of managerial functionality: 1) output function, 2) 

transitional function, and 3) peripheral function. Output functions prioritize growth and 

the search for new opportunities and monitor and adjust products and markets. Transient 

functions include work aimed at optimizing processes. The peripheral function includes 

tasks that are not the main activity focus of the organization. García-Granero et al. 

(2018) point out that although functional diversity may cause task conflicts among TMT 

members, it is associated with better problem-solving ability. 

Studies related to top management (e.g., Hambrick & Mason, 1984) claim that 

managers' tenure affects organizational results. According to Hambrick's (2007) study, 

the experience, value system, and personality of managers have an impact on how they 

interpret the situations before them, thus influencing their decisions. Leaders carry what 

they have experienced during their careers as part of their cognitive and emotional 

endowments. Attributions serve to filter and distort the decision-maker's perception of a 

given situation and how it should be handled (Hambrick, 2007). A variable evolution of 

tenure diversity can be observed since the birth of UET, denoting a single position 

within a company or a position held in a single company/industry (Abatecola & 

Cristofaro, 2020). Wang et al. (2012) point out that tenure can positively or negatively 

affect organizational performance. On the one hand, longer tenure can result in greater 

resistance, a tendency to strategic/organizational inertia (Hambrick (2007)) in the face 
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of change, and a lower willingness to innovate; on the other hand, it can be associated 

with greater experience and reputation (Wang et al., 2012); and thirdly, it has a positive 

effect on top managers on their ability to function as part of an integrated team 

(Hambrick, 2007). At the same time, Harrison et al. (1998) showed in their empirical 

study that the longer group members work together, the weaker the negative effect of 

demographic diversity on work group cohesion (Harrison et al., 1998). The literature 

also indicates that dominant coalitions with longer tenure find external support more 

easily (Tang et al., 2015) and have greater team coherence (Finkelstein & Hambrick, 

1996). 

Heyden's (2012) research on work experience diversity shows that the greater the 

work experience diversity of the TMT, the more it influences the direction of 

innovation. His empirical study also supports that while lower TMT diversity promotes 

exploitative innovation, a higher proportion of diversity promotes exploratory 

innovation (Heyden, 2012). 

The diversity of TMTs' school backgrounds suggests that they have diverse 

curricular backgrounds (Hambrick et al., 1996). The curriculum background of senior 

managers shapes the manager's knowledge, which affects the interpretation of strategic 

situations and the environment (Eggers & Kaplan, 2013). During the training, mental 

templates of managers develop, which influence how the manager processes 

information (Finkelstein & Hambrick, 1996; Hambrick & Mason, 1984). Based on 

Milliken and Martins (1996), TMT with different school backgrounds are more likely to 

use diverse mental templates, which increases the collective information search and 

processing capacity. Turbulent environmental changes impose time constraints on “win 

or lose” decisions (Eisenhardt, 1989; Prasad & Junni, 2017; Yoon et al., 2016). In such 

an environment, decision-making becomes more complex, as it requires the TMT to 

simultaneously evaluate the problem and process and interpret many different pieces of 

information at the same time (Kauer et al., 2007). TMT with different educational 

backgrounds interprets real-time events and related information differently. At the same 

time, although the diversity of the educational background enhances the TMT's ability 

to gather and process real-time information, the turbulent environment is likely to 

hinder the effective discussion of relevant information (Parola et al., 2015; Prasad & 

Junni, 2017). 
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Regarding the educational level of the TMT, Tihanyi et al. (2000) concluded that 

managers with a higher-than-average level of education in the sample have more 

effective access to information, promoting business development. Because the higher 

the TMT's educational level, the higher its cognitive complexity and the greater its 

reputation. The authors also point out that the higher the educational level of the TMT, 

the more precisely they can determine the position of the company in a complex 

environment, which positively affects the strategic development of the organization. 

The results of Jahanshahi and Brem (2017) show that the lower average age within the 

TMT, more time spent in an office, and international experience than the average of the 

subjects in the research sample, as well as higher education have an impact on the 

company's internationalization. In contrast, Xu and his co-authors (2019) pointed out 

that there is no relationship between the performance of organizations and the 

educational level of TMT. Furthermore, based on the research of Wiersema and Bantel 

(1992), highly qualified managers would get more resources and support through social 

relations and diversify their businesses. 

Based on the literature review of Kokot et al. (2022), the heterogeneity of the 

industry background of senior management teams enables networking with other 

industries and includes the possibility that the company's strategic orientation differs 

from existing industry standards. It is also emphasized that the high degree of 

heterogeneity of the industrial background of the top management is related to the high 

level of strategic dynamics. According to their argument, members of heterogeneous 

teams bring new perspectives and a broader perspective thanks to their previous 

experiences, which can lead to the discovery of new opportunities and markets. 

Many studies have researched cultural diversity (Lo et al., 2020). However, less 

attention was paid to the effect of TMT cultural diversity on performance (Nielsen & 

Nielsen, 2013) for a long time. Therefore, these studies cannot be considered 

sufficiently grounded due to the lack of coherent theory and consensus (Lo et al., 2020). 

A characteristic of this research is that nationality is considered the basis of cultural 

diversity. Consequently, the TMT can be considered culturally diverse if its members 

come from other nationalities as much as possible (Lo et al., 2020). Hambrick (2007) 

emphasizes that TMT cultural diversity positively affects efficiency only if companies 

create culturally diverse teams and manage them effectively by sharing knowledge, 

information, and decisions. At the same time, he also highlights that although cultural 
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diversity is an important prerequisite for effectively managing complex business 

situations, it can result in personality differences that increase communication and 

coordination costs (Hambrick, 1995). Nielsen and Nielsen (2013) also point out that 

managers with different regional family backgrounds can play an important role in 

creating a knowledge base that enables the organization to become international. Eerola 

and his co-authors (2021) pointed out that the meaning of life is determined by 

institutions and their experiences, such as school, workplace, healthcare, and religious 

communities. 

Hambrick and Mason (1984) also point out, relying on previous research, that 

social background affects the strategic directions of organizations. According to the 

stratum from which the senior managers of the given organization came, 1) 

entrepreneurial, 2) family, and 3) professionally managed companies were 

distinguished. Based on the research results, the managers of the organizations 

belonging to the entrepreneurial group had a lower, maximum high school education, in 

contrast to family and professional management, where the managers came from higher 

social strata and completed their higher education at prestigious universities. The author 

pair also presents the research of Harris (1979), according to which the average age of 

senior managers working in the railway is higher than in other industries, and the 

characteristic of TMT is that they have built a career within the given organization. In 

contrast, the managers of electronics companies were young and had a short tenure 

within the given organization (Hambrick and Mason, 1984). 

During the evolution of the model, managerial discretion and job requirements 

were added to the possible moderators of predictive scopes44. Managerial discretion 

denotes the degree of freedom of action of managers, the extent of which varies from 

country to country (Abatecola & Cristofaro, 2020) and is influenced by factors such as 

environmental and industrial determinants and the manager's tolerance for ambiguity 

(Hambrick, 2009). Hambrick (2009) also points out that management characteristics are 

reflected in strategy and performance only when there is managerial discretion. 

Furthermore, he highlights that the demand for workers increases in parallel with the 

decrease Abatecola and Cristofaro (2020) point out. According to this, the more 

complex a market is, the greater the degree of discretion and the risk-taking of 
 

44 Managerial job requirements are not the same as the stress experienced by managers because "job 
requirements, in addition to many determining factors, are potential sources or determinants (stressors) of 
stress" (Hambrick et al., 2005, p. 475). 
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managers. At the same time, they emphasize that further research is needed on the 

subject. Managerial job requirements refer to the extent to which the manager perceives 

his work as difficult or challenging. This moderator consists of the task challenges, 

performance challenges, and leadership aspirations factor group. 

The role of these mediators is twofold. On the one hand, they can change the 

attention to available information and risk preferences, thus making the decision-

making task more difficult; on the other hand, they enable managers to create innovative 

alternatives to problems (Hambrick, 2007). At the same time, the UET scientists also 

pointed out that 1) the higher the managerial job requirements, the more the dominant 

coalition tends to use decision heuristics, which largely reflect the professional 

background and work experience of the members, but this can lead to biases and 

distortions in many cases; 2) in the case of low work pressure and deadlines, dominant 

coalitions perform more objective and rational analyzes (Abatecola et al., 2018). At the 

same time, Hambrick (2009) also draws attention to the fact that the above two 

moderators represent opposite constructions, as the managerial job requirements do not 

always change in parallel with the ratio of managerial discretion. 

The literature results of UET and diversity will be explained in more detail for the 

individual dimensions that are significant from the point of view of this dissertation. At 

the same time, it is important to highlight two important aspects here: 

On the one hand, TMT literature surprisingly neglects to examine diversity 

management's formal and informal mechanisms. During my research, I found only one 

research that integrated the resource-based approach and transaction costs with the 

diversity literature and examined the impact of diversity management processes and 

procedures on the relationship between TMT cultural diversity and company 

performance. The research results showed that socialization as an informal mechanism 

plays an important role in strengthening the positive effect of cultural diversity on 

performance. In contrast, no relationship was found related to the time spent at work 

(Lo et al., 2020). 

On the other hand, the literature (Taródy et al., 2021; O'Reilly & Tushman, 2004, 

Garcia-Granero et al., 2018) emphasizes that in order to create a long-term competitive 

advantage, organizations must simultaneously pursue exploration and exploitation 

activities. The literature calls this activity ambidexterity. At the same time, he also 

highlights that the biggest challenge of ambidexterity is the management of 
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fundamentally different strategies and competencies, which can lead to paradoxes 

(Garcia-Granero et al., 2018). While discovery involves experimentation, flexibility, 

and diverse thinking, exploitation involves efficiency, refinement, and focus (March 

1991). Therefore, the behavioral integrity of the TMT team (Tarody, 2021), its 

provision of entrepreneurial, planning, and implementation skills (Hortoványi, 2012), as 

well as the involvement of the various levels of the organization's hierarchy in the 

processes of strategic renewal (Schmitt et al., 2018) are therefore important for 

successful cooperation. 

 

2.6.3 Criticism of the upper echelons theory 
 

For a long time, there was no comprehensive critical study related to the theory, 

which can be explained by the fact that each critical research used a critical concept 

with a different meaning (Neely et al., 2020). For example, the "black box problem" can 

be found in all critical studies, but at the same time, it is not entirely clear what the term 

"box" means. while others use different terms, such as "causation" (Hoskisson et al., 

2017) and "unobservable heterogeneity" (Hiller et al., 2011), in connection with which 

Neely and his co-authors (2020) point out that each concept can actually be linked to 

model uncertainties. In their view, the lack of a systematic review and best practices that 

would help fully understand the theory contributes to the poverty of the entire critical 

literature review. To compensate for these shortcomings, a metacritical framework of 

the theory of top management was created by synthesizing the related literature, which 

includes three conceptual and two methodological elements. Conceptual components 

include 1) inadequate exploration of the black box; 2) inadequate exploration of the 

relational black box; and 3) a more systematic evaluation of critical situations, while the 

methodological criteria include 4) the (non)compliance of constructions and measures, 

and 5) the need to increase attention to endogeneity. 

Inadequate exploration of the cognitive black box suggests that research applying 

the theory has not previously paid sufficient attention to the process mechanisms that 

mediate the relationship between leadership orientation and corporate outcomes. These 

black box criticisms actually refer to two different conceptual issues: 1) the lack of 

explicit exploration of managers' cognitive processes; and 2) the relationship of 

processes (Neely et al., 2020). To overcome these gaps, a more direct and in-depth 
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study of cognitive processes is needed that connects managerial cognition with the 

company's strategic actions (Neely et al., 2020). In other words: a deeper examination 

of the influence of managerial characteristics and experiences helps in a more thorough 

understanding of cognitive processes, such as the exploration of managers' information 

search patterns (e.g., limited field of vision), information foci (e.g., selective perception) 

and information weighting (e.g., interpretation). Neely and his co-authors (2020) also 

highlight that a significant majority of studies use different conceptual frameworks, 

integrate the latest meanings, and examine the socially embedded nature of 

organizational life. 

Inadequate exploration of the relational black box draws attention to the 

interaction of the manager, the management team, and stakeholders as an important 

process mediator. According to their argument, the relational black box can be opened 

with greater focus if we gain a deeper understanding of the actual and expected 

functioning of managers within the organization. So, in this case, the primary focus 

should be on how they can and should operate in order to promote successful results. 

Implementation proposals include, for example, the use of new methods, the expansion 

of the range of stakeholders, a deeper analysis of the back-and-forth examination of 

relationship systems, and the examination of relational dynamics for effectiveness 

(Neely et al., 2020). 

In the case of a more systematic evaluation of critical situations, Neely and his co-

authors (2020) express their concern regarding the empirical results and findings related 

to the black box, as early studies often used unknown proxy variables. The authors 

emphasize the consideration of contextual factors, as they argue that these elements can 

moderate the influence of managers on company results. Such factors can be, for 

example, the culture and institutional environment, corporate governance practices, and 

the background of the senior management team. Their research proposals include, for 

example, 1) examining the influence of the characteristics that determine managerial 

views and decisions on each other and on processes; 2) study of TMT principles with 

comparative culture analysis; 3) establishing fault lines within TMT groups, by 

examining the diversity of subgroups (Neely et al., 2020). 

In connection with the (non)compliance of constructs and measures, critics call 

for a more conscious approach to measurement, which can instill greater confidence in 

test results and enable a more general, systematic evaluation of upper echelons theory. 
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Instead of demographic variables, they suggest analyzing less visible, non-self-reported 

characteristics such as personality, understanding, and values. In addition to the 

distorting effect of surveys based on self-evaluation, attention is drawn to the fact that 

the analysis of deeper layers of personality traits helps leaders understand society and 

the world. Furthermore, individual differences such as openness, the tendency to take 

risks, intellectual/emotional problems, and the need for autonomy can be outlined 

(Neely et al., 2020). 

Critics of increasing the attention paid to endogeneity call for the examination of 

causal relationships with deep meaning that have an impact on decision-making. 

Therefore, it is recommended that the research horizon should be broadened and 1) 

actors should be included in the research who present a more accurate picture of the 

leaders than they do during their self-reports; 2) in order to understand the broader 

contextual effects, it is necessary to analyze events that influence the profile of 

managers in each strategic situation. However, they also highlight that the endogeneity 

conceptual frameworks need to be more consistent. If left unchecked or mismanaged, 

endogeneity can bias the results and interpretations of non-experimental empirical 

studies, discovering erroneous associations (Neely et al., 2020).  

 

2.7 Dimensions and elements used in the research 
 

Based on the previous definitions of diversity and diversity management, in my 

dissertation, relying on the work of Rijamampianina and Carmichael (2005) and 

Hambrick and Mason (1984), I define workplace diversity as follows:  

By workplace diversity, I mean "the collective mixture of differences and 

similarities", learned, inherited, and passed on behavioral, action, and cognitive 

patterns, manifestations, and results achieved as a result, which describe the external 

and internal relationship and shared views of the individual and his environment, any 

given along a dimension characterized by a system of ideas and values inherited over 

generations.  

I agree with the above; all diversity categories are part of human nature. At the 

same time, in order to avoid power blindness, it is crucial to keep in mind that the 

importance and emphasis of each dimension depend on several circumstances, such as 

time, space, context, situations, and environment.  
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According to my approach, the relevant components of the concept are:  

1) Contrary to Rijamampianina and Carmichaele's (2005) model, I do not 

consider the components of diversity as a set of three-level elements but 

divide them into visible and invisible elements, the number of which, in my 

view, is also infinite. 

2) Implemented for a workplace environment, we arrive at the following model, 

using the scope of the question and Hambrick and Mason's (1984) division:  

 

 
Figure 6: Distribution of the diversity of the dissertation 

Source: Own editing based on Rijamampianina & Carmichaele, 2005 and Hambrick & Mason, 1984 

 

3) By combining the above division with the elements of relational demography 

and the information/decision-making perspective, we can refine it with 

additional elements:  
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Figure 7: Division of diversity according to other theories  

Source: Own editing based on Rijamampianina & Carmichael (2005); Hambrick & Mason (1984); Yadav & Lenka 
(2020) Tajfel & Turner (1979); Turner et al., (1987); Byrne (1971); Williams & O’Rielly (1998); van Knippenberg et 

al. (2004); Qin et al (2014) and van Knippenberg & Schippers (2007) 

 

As the above shows, the basis of my research is the iceberg and UET models. In 

the initial stages of my research, my plan was to focus on gender, age, and cognitive 

diversity. At the same time, during the tests, I came into possession of such useful 

information and research outcomes that I certainly wanted to display them among my 

work. Thus, my research results regarding diversity policy are mostly limited to gender, 

age, and cognitive diversity. However, at the same time, I used all the information 

available to me through research regarding TMT diversity, organizational renewal, and 



68 
 

ambidexterity. Based on the above, in the following, I will only present a detailed 

literature presentation of gender, age, and cognitive diversity. Diversity elements 

include professional experience, family background, tenure, functional diversity, etc. I 

will elaborate on the upper echelons theory and the current section on ambidexterity.  

  

2.7.1 Gender diversity   
 

A recurring question in gender-related research is what could be the reason for 

the different situations of the two sexes. In this context, there are two distinct points of 

view. One emphasizes biological determination (nature), and the other emphasizes the 

importance of the social environment (nurture). Biological gender (sex)45 proponents 

believe that the role played in reproduction and brain function determines the sexes' 

function, behavior, and roles in society. While according to the representatives of 

gender, society defines and limits the scope of opportunities for the sexes with its 

expectations, norms, cultural characteristics, and socialization rules (Nagy, 2014; Nagy 

& Primecz, 2010). Historical overviews related to gender clearly point to the validity of 

the latter view and prove that gender roles change according to social expectations. 

Namely, women's roles evolve depending on whether the given social order prioritizes 

the performance of maternal duties or work (Primecz & Farkas, 2019).  

Based on the above, the differences between biological and social gender can be 

summarized as follows:  

 
45 Transgender people and people of different sexual orientations represent a unique transition on the 
binary scale (Nagy and Primecz, 2010). Transgender people perceive a contradiction between their 
biological sex and their gender identity. In their case, gender identity is adjusted to gender appearance in 
different ways and degrees. Intersex persons have gender characteristics that do not conform to the 
dichotomous approach of clearly distinguishing between males and females. Therefore, both phenomena 
are usually classified under the biological gender and social gender dimensions. In practice, however, 
they are hardly mentioned; in many cases, they are classified as a sexual orientation; however, since 
intersexuality and transgenderism are not sexual orientation, this mostly confirms their marginalized and 
neglected status (Köllen, 2021). 
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Table 8: Difference between biological and social gender 

Source: based on Peeters (2020) 

In line with this are the two defining theories that attempt to explain the 

underrepresentation of women in the IT technology field. The essentialist perspective is 

based on the assumption that there are significant inherent differences between women 

and men. This view suggests that men have biological or psychological characteristics 

that make them suitable for IT work (Trauth, 2002). The second perspective focuses on 

the social construction of IT, according to which male dominance can be traced back to 

the fact that IT is incompatible with the social construction of female identity. One of 

the primary clues to this perspective is that IT is one of the cultures dominated and 

nurtured by men. Additionally, women find the cultural climate in many IT work 

organizations and educational programs to be "cold" or even "hostile." In this way, they 

either completely avoid an IT career or are entrusted with other types of work (Trauth, 

2002; Nagy, 2014).  

The work of Anker and his co-authors (2003) also points out that gender 

segregation can be traced back to social, economic, cultural, and historical reasons on 

the one hand and that these reasons determine the extent and patterns of occupational 

segregation on the other hand. The factors highlighted by researchers are 1) social 

norms and stereotypical perceptions of men and women, family life, family obligations, 

and work; 2) education and vocational training; 3) taxation and social security46,47; 4) 

the structure of the labor market; 5) discrimination during employment and work 

(Anker et al., 2003: p.1). In the following, I will only cover essential elements from this 

 
46 Supporting initiatives and policies include social security and tax policy, which can have an 
encouraging effect on women (Anker et al., 2003). Based on the work of Chang (2000), the researchers 
illustrate the manifestations of the labor market segregation of female employees based on the strength of 
the relationship between formal legal efforts and support services. 
47 Chang's (2000) typology links state gender policy and gender segregation of occupations. 
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dissertation's point of view, so I will not cover issues related to taxation and social 

security in detail.  

Social norms and stereotypical expectations, that dictate from childhood what 

kind of professional and family career path is suitable for girls and boys. On the one 

hand, in many cases, the stereotypes that girls encounter in childhood, during early 

socialization in the family and school environment, and which are responsible, among 

other things, for the decrease in their interest in technical fields and professions stem 

from these norms (Paksi, 2014; Maji & Dixit, 2020). On the other hand, in many cases, 

these norms reinforce the image of women and men, according to which men are 

responsible for ensuring the family's financial security. In contrast, women are 

responsible for providing for the family. These paths associate opposite characteristics 

with girls and boys, which also determines the direction of their interests. For example, 

women are associated with nature, emotion, and subjectivity, while men are associated 

with rationality, science, and the supernatural (Nagy & Primecz, 2010; Paksi, 2014; 

Maji & Dixit, 2020). Among other things, the ability to listen, care for others, the ability 

to express emotions at a high level, or the aesthetic sense are considered to be 

characteristics of feminine occupations. In contrast, masculine occupational fields are 

associated with masculine definitions such as assertiveness, technical skills, explaining 

cause-and-effect relationships, and physical strength (Nagy & Primecz, 2010). 

A lack of education or vocational training hinders entry into the labor market, 

and advanced education and the educational qualifications obtained by women should 

be valued more (Anker et al., 2003). Moreover, the inequality regarding women's 

education reinforces gender-based occupational segregation (Anker, 1997). Actions that 

change the existing segregation pattern include, for example, Girls' Day, adopted from 

Western Europe, which gives young girls a one-day insight into scientific, 

technological, and technical professions to arouse their interest in these fields and 

occupations48. A similar effort is a few months of parental leave encouraging men to 

participate more actively in child-rearing, as well as programs aimed at making the 

career of a teacher and kindergarten teacher more attractive (Nagy & Primecz, 2010). 

The structure of the labor market also influences gender segregation. It is a 

worldwide phenomenon that the public sector is a significant employer for women. 

Although security is a sectoral feature, in this segment, the chances of advancing to 

 
48 https://nokatud.hu/lanyok-napja/  



71 
 

higher-paying jobs are meager (Anker et al. 2003; Geraldine, 2015). Discrimination in 

hiring and employment can reinforce gender segregation both indirectly and directly. 

For example, favoring men during recruitment, training, and promotion processes is 

classified as direct discrimination (Anker et al. 2003; Nagy & Primecz, 2010). Nagy and 

Primecz (2010) point out that although there are examples of men being excluded from 

work, they point out that they are not excluded from jobs with the same prestige value 

(e.g., waitress, hostess). 

The gender dimension is closely intertwined with stereotypes, workplace 

discrimination, and prejudice49 and with segregation50 (Köllin, 2019). The "glass 

ceiling"51 and "glass wall" metaphors reflect this discrimination as a visual barrier, 

where the first represents vertical and the second represents horizontal segregation 

(Nagy, 2017). Vertical segregation shows the location of the sexes at different levels of 

the occupational and job hierarchy (Koncz, 2010). So, the proportion of women 

decreases exponentially at higher levels of the organizational hierarchy (Nagy & 

Primecz, 2010). Investigations of the phenomenon show that women have limited 

opportunities to appear within organizations (Nagy, 2017), and that is why it primarily 

arises in connection with the topic of women in management, as it clearly points out 

that women get stuck at one point in their careers (Nagy & Primecz, 2010). Obstacles 

within the organization do not always represent an external, objective barrier (Nagy & 

Primecz, 2010). They include how women can be victims of "self-discrimination" by 

turning the obstacles into well-built rules of behavior, thereby hindering their own 

progress (Nagy, 2017). Acker (1997) further points out that gender-based occupational 

segregation harms society in several ways, as it affects women's self-esteem and men's 

perception of women. 

According to Maji and Dixit (2020), the above process determines the lack of 

representation of women in the labor market, which can be seen in the fields of STEM, 

 
49 The most significant sources of prejudice are beliefs formed about the characteristics of a group, which 
can be negative or positive. In most cases, its roots are based on secondary experience, on stereotypes, 
which are preconceived rigid ideas about a given individual or group, and in many cases, superficially 
overgeneralizing the characteristics. Although there are accurate stereotypes, it is a subjective, 
exaggerated generalization based on an individual bad experience when applied to a group. An example 
of this is the statement that female leaders are not good leaders (Laki, 2012). 
50 By labor market segregation we mean the general phenomenon of the separation of sectors, 
occupations, jobs and positions according to gender (Laki, 2012). 
51 Eagly and Carli (2007) draw attention to the fact that the glass ceiling metaphor is not a sufficient 
description of the processes because the progress of female managers is not a linear process. However, 
rather they find themselves in a constant maze. 
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Science, Technology, Engineering, Mathematics. Nagy (2017) emphasizes that there are 

only two options for women in the circumstances generated by the phenomenon. On the 

one hand, they take on supporting background roles, taking on a kind of household role, 

and on the other hand, when they eventually reach the leadership role, they assume a 

male role within the organization. 

Horizontal segregation refers to the separation of occupations according to 

gender (Nagy & Primecz, 2010), i.e., it measures the participation of the sexes in certain 

sectors, occupations, and jobs (Koncz, 2010). This type of segregation is connected to 

the social value judgment according to which the value and prestige of the occupations 

and positions held by women are lower. Thus, the earnings they can achieve are lower. 

In contrast, men's occupations have higher social and economic recognition, and the 

sectors and jobs that employ them offer higher wages and earnings (Nagy & Primecz, 

2010; Koncz, 2010). 

Maji and Dixit's (2020) study among software developers is consistent with the 

above findings. The research results show that horizontal and vertical segregation can 

be seen in the sample they examined. In most of the technology teams that participated 

in the study, the ratio of female specialists and managers was minimal, and the female 

manager was not included in the sample at all. The processes resulted in an increase in 

stereotype threat, and a decrease in expected performance and trust in the organization. 

The study also points out that discrimination in these organizations is also symbolic, 

which can appear in the form of sexist jokes, stereotypical comments, and subtle 

discriminatory practices used during the organization's hiring process. A study by 

Mishra et al. (2022) concluded that although the organizations they studied have a 

neutral policy regarding gender diversity, the involvement of women in IT mostly stems 

from social views and family traditions, which represent barriers that hold back the 

burgeoning careers for women in the software industry. I reached similar results while 

researching domestic small and medium-sized IT enterprises (Olasz, 2021). 

The most common objection of those who emphasize essentialist female and 

male characteristics is that feminine fields, such as healthcare, teaching, and 

administrative activities, require female characteristics that men lack. However, on the 

one hand, this view greatly narrows the scope of social and psychological factors. On 

the other hand, it ignores the fact that fitness is much more of an individual ability than 

a matter of biological gender (Nagy & Primecz, 2010). 
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Alvesson and Billing, (2009), referring to the research of Grant (1988), also 

point out that female leaders can highly contribute to the creation of an environment 

beneficial to the organization in terms of communication, cooperation, inclusion, 

attachment, power, and intimacy and with caring qualities. According to Grant (1988), 

the majority of women are good communicators and skilled at caring for others because 

they have practiced these skills since childhood. From this follows the ability to behave 

cooperatively, which is important in terms of counseling, democratic decision-making, 

and the workplace atmosphere, among other things. Women experience power in a 

different way than men (Gino et al., 2015). While women mostly identify power with a 

giving and caring nature and strength, men identify it with aggression and self-assertion 

(Grant, 1988). Therefore, women's perception of power is more relationship-based and 

less purely individualistic (Alvesson & Billing, 2009). 

All of this is in line with the view of Dobák and Antal (2010), according to 

which the management style represents the "system of relationships from which it can 

be determined how much the management and the subordinates have the so-called 

decision playing field, and what the leaders' personality traits are like." Accordingly, 

based on Lewin's work, we can distinguish between autocratic, democratic, and laissez-

faire management styles52, the characteristics of which I have summarized in the 

following table: 

 
52 There is plenty of literature dealing with the topic of leadership style. Accordingly, there are several 
categorizations (Dobák & Antal, 2010). As we will see later, I chose this typification because I had an 
interviewee who self-categorized based on his own confession 
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Table 9: Lewin leadership styles 

Source: Own edit based on Dobák & Antal (2010); Carlin (2019) and Houlihan (2022) 

Based on the meta-analysis of Eagly and Carli (2007), it was concluded that 

women are more transformational53 kind of leaders than men, which is manifested in the 

support, encouragement, and rewards of their subordinates. In contrast, the transactional 

style54 in its aspects involving corrective and disciplinary measures, and men were 

proven to be stronger. The research of the author pair also points out that men are more 

likely to be laissez-faire leaders (Eagly & Carli, 2007). 

It is important to point out here that although several criticisms have been made 

of gender theory, the focus of this study is neither the current gender theory debate 

related to the LGBTQI (lesbian, gay, bisexual, transgender, queer, intersexual, asexual) 

movement, nor is the detailed description of criticisms made.  

 

 

 

 
53 Transformational leadership is an influencing process in which leaders make followers aware of the 
important things that lead to a different understanding of the opportunities and challenges in their 
environment. Transformational leaders are proactive. Their goal is to optimize individual, group, and 
organizational development and to strengthen the need for performance and self-realization. 
Transformational leadership does not replace but complements and strengthens transactional leadership 
(Filep, 2018). 
54 A transactional leader sets expectations and drives performance to achieve goals (Filep, 2018). 
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2.7.2 Age diversity 
 

The labor market tensions related to the age diversity are primarily for the 

younger and older age groups55 are connected (Köllen, 2021). The value of age is a 

matter of social construction (Tajfel & Turner 1986), which significantly impacts the 

labor market success of different age groups. For example, this can manifest in the 

possibility of entering and remaining in the labor market, the nature and quality of the 

position held, the possibility of advancement, wages, work-life balance, and the nature 

of the employment relationship (Tardos, 2016). As a result of age-related negative 

stereotypes and prejudices, discrimination based on age is one of the most common 

types of occupational discrimination, both at the domestic and EU level, especially for 

those over 55 (EC, 2012a, b). As a result, compared to the working-age population, the 

employment rate is lower, and the unemployment rate is higher among the older and 

younger age groups (Tardos, 2016). Since the phenomenon also poses challenges for 

employment policy, the European Union has also launched programs to support young 

people and the elderly. EU measures to integrate young people into the labor market 

include the Youth Guarantee and the Youth Employment Support package. The essence 

of the youth guarantee measure is that the member states undertake to ensure that all 

young people under the age of 30 receive a job offer, an educational opportunity, or the 

opportunity to participate in an apprenticeship or internship program within four months 

of becoming unemployed or completing formal education. (EP, 2021). Based on this 

work, the proposal for the council recommendation entitled "Road to the world of work 

- Strengthening the youth guarantee" supports job-creating measures and measures 

related to this, such as counseling, career guidance assistance, and advocacy. In 

addition, the proposal addresses issues related to gender and ethnic stereotypes and 

people with disabilities and supports diversity and inclusion (EC, 2021e). In order to 

strengthen sustainable development, the Europe 2020 strategy has set an employment 

rate of 75% for its member states for the 20-64 age group. Based on the latest Eurostat 

report on the subject (2019), it can be said that: 1) the EU labor market showed positive 

dynamics in the period between 2010-18; 2) 73.2% of the population between the ages 

 
55 Specific forms of association created by members of a given age group are called age groups (Csutorás, 
2020). 
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of 20 and 64 were employed in the examined period, which is only 1.8% short of the set 

employment rate. 

The age dimension is dynamic, as it changes depending on the person's age 

(Szászvári, 2011), so it is a category of special diversity that usually goes on throughout 

the individual's life (Primecz et al., 2019). At the same time, the assessment of 

individual age groups cannot be considered universal, as Western and Eastern societies 

have different attitudes toward the young and the old. The origin of Western social 

stereotypes can be traced, among other things, to ideas about old age, the elderly, the 

cult of youth, and the approach that the elderly are an economic burden (Szászvári, 

2011). At the same time, they forget about the waste of human capital (expertise, work 

experience) represented by the elderly (Tardos, 2016). In addition, demographic 

changes, such as the decrease in the birth rate and the increase in the share of the elderly 

population, have a negative impact on the composition of the workforce both 

internationally and domestically (Tardos, 2016). Despite this, the labor market and 

social exclusion of those under 25 and those over 55 can be seen in most countries 

(Shore et al., 2009; Tardos, 2016). 

The definitions of old and young age groups differ even within the European 

Union, so the concepts of young and old in each country are relative. For example, in 

the European Union, on average, someone is considered old from the age of 64, in 

Hungary, from the age of 58, while in Hungary, someone is considered young until 45, 

compared to the European average of 42 (Tardos, 2016). Based on these, it can be said, 

on the one hand, that age is defined by a construction based on social agreements 

(Tardos, 2016; Szászvári, 2011). On the other hand, it suggests that attitudes, 

categorization, and perceptions related to age groups can only be changed due to very 

complex social processes (Tardos, 2016). 

The workplace aspects of research on age stereotypes initially focused on 

stereotypes' content and their consequences (Warr, 1993, Tardos, 2016). For example, 

Hambrick and Manson (1984) found that volatility in sales and earnings is associated 

with young managers. Thus, a picture emerged during their research that old managers 

have a conservative position, while young managers look for innovation and dare to 

take risks. The conservative position of older managers is 1) with weaker physical and 

mental ability, 2) it was explained by a lower willingness to learn, and 3) by the need 

for financial and job security. Namely, age was thought to be negatively related to the 
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ability to integrate information and decision-making confidence. At the same time, they 

saw a positive relationship between age and thoroughness, accuracy, and longer 

decision-making time (Hambrick & Mason, 1984). The above positions are closely 

related to risk aversion, transforming the social group, spending habits, and retirement 

income expectations of elderly managers compared to earlier life stages. For example, it 

is commonly believed that CEOs take fewer risks as they approach the end of their 

careers. As a result, they are less likely to make large investments (Ortiz-de-Mandojana 

et al., 2019). Consequently, companies with young managers experience greater growth 

and profitability differences compared to industry averages than companies with older 

managers (Köllen, 2021) because strategic decisions focused on the more distant future 

lead to greater innovation and higher company performance (Ortiz-de-Mandojana et al., 

2019). The positive perception of the older age group was formed along factors of 

workplace efficiency, such as conscientiousness, loyalty, reliability, wisdom, hard work, 

efficiency, and interpersonal skills. The young age group was evaluated more positively 

in the factors of adaptability. Such factors include, for example, the ability to grasp new 

ideas, adapt to change, learn quickly, be open to new technologies, and be interested in 

continuing education (Warr, 1993). Based on the above research results, age diversity 

was assumed to promote the formation of stereotypes and emotional conflicts between 

team members (Dijk et al., 2016; Richard & Shelor, 2002). 

Critical studies already focus on power factors within organizations, intending to 

expose how employers' ideas about the ideal employee reinforce negative stereotypes 

and perceptions of young and older people (Primecz, 2018; Tardos, 2016). Based on the 

summary of Tardos (2016), the age-related stereotypes of the elderly include resistance 

to change, lack of creativity, slow and careful decision-making, low physical capacity, 

lack of interest in technological changes, and inability to train. Young people are 

primarily considered to have an excessive career desire and self-confidence, less 

reliable, and easier to hold a job. 

Self-classification as a human need that satisfies the need to belong somewhere 

and to be distinguished is closely related to the above (Tajfel, 1981). A similar 

conclusion is reached by Szászvári (2012), who points out in his research that younger 

people judge older people unfavorably. However, as age progresses, the closer they 

reach the given age group, the more favorably they are judged. At the level of the 

individual, in addition to existential impossibility, a general phenomenon is a decrease 
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in self-esteem, the appearance of depression, deterioration of health, etc. (Szászvári, 

2011).  

 

2.7.3 Cognitive diversity 
 

Cognition refers to the accumulation of knowledge and a thinking process based 

on experience that varies from individual to individual. There are many concepts in the 

literature to capture cognitive diversity. This is because they examine a wide range of 

mental activities based on different aspects. For example, perception, perception, 

categorization, conclusion, value judgment, experience, knowledge, skill and ability, 

cognitive style, attitudes, perspectives, and beliefs, or their combination, are classified 

here (Dongrey, 2020, Pandolfo, 2017). According to Nooteboom (2005), cognitive 

organization theory goes back to developmental psychology, according to which 

"intelligence is an internalized action." According to his argument, during child 

development, groping and prodding develop into pointing, which forms the basis of 

reference for the language and, turning into blocks, shapes the learning process and the 

metaphorical images of acquired experiences (Nooteboom, 2005). However, a serious 

shortcoming of this theoretical framework is that it focuses on childhood or a given 

cycle in time and assumes, on the one hand, that the result of the process is an adult who 

does not need further socialization. On the other hand, it describes the development 

process in a linear way (Toarniczky, 2012). Helfat and Peteraf (2015) go further and 

introduce the concept of managerial cognitive ability, which refers to a manager's ability 

to engage in the creation, retrieval, and modification of knowledge structures (i.e., 

"mental activities"). According to their argument, cognitive ability shapes the 

perception ability of managers in such a way that they can detect opportunities in the 

environment and take them into account. Obviously, these processes influence their 

decisions concerning the company, including the directions for strategic renewal. 

Raising the issue to the organizational level, several studies show that 

cognitively diverse work groups are used more and more often to increase creativity and 

make better decisions (Shore et al., 2009; Pieterse et al., 2011) due to the need to renew 

organizations. Therefore, according to the studies' assumptions on the topic, in the case 

of adequate diversity management, diversity among team members, such as differences 

in knowledge, experience, and point of view, can have positive economic effects on 
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companies (Knights & Omanović, 2015). Because cognitively diverse group members 

facilitate information processing by confronting different ideas (Shin et al., 2012), 

which includes discussing differences in views, individual processing, and feedback, 

then discussing them and integrating them together (Homan et al., 2007). Thus, the need 

to reconcile conflicting viewpoints may force a diverse group to process the set of 

information related to the task more thoroughly, which may prevent members from 

reaching a consensus too easily alongside familiar patterns (Williams & O'Reilly, 1998). 

Consequently, this kind of processing of information results in creative solutions to 

overcome organizational problems (Van Knippenberg et al., 2004). As we saw earlier, 

the literature also points out that diverse groups have greater innovation potential (Van 

Knippenberg & Schippers, 2007; Williams & O'Reilly, 1998), as diversity leads to 

richer and more colorful ideas. 

Reynolds and Lewis (2017) defined cognitive diversity as differences in 

information processing styles. Information processing was understood as the extent to 

which individuals in new situations prefer to consolidate and use existing knowledge or 

to create new knowledge. In their research, perspective indicates the extent to which 

individuals prefer to use their own expertise or the ideas and expertise of others in new 

situations. The researchers found that as cognitive diversity increases, so does the 

performance of management teams. Two barriers to cognitive diversity were identified: 

1) the less visible nature of the diversity type and 2) cultural barriers. Less visible 

means it is difficult to notice from the outside, because it is an internal difference that 

we can bring to the surface at the cost of hard work. Furthermore, the cultural barrier 

reflects that we are attracted to those who think like us and express themselves in the 

same way. As a result, organizations and teams often include like-minded people, which 

in turn limits cognitive diversity (Reynolds & Lewis, 2017). 

Khan's (2018) research analyzes the work of Reynolds and Lewis and highlights 

its individual elements and significance. Accordingly, the characteristics of cognitive 

diversity include that it is less visible, cannot be easily recognized, predicted, or 

controlled, and because it is an internal difference, it requires hard work to surface and 

exploit its benefits. Cognitively diverse groups exhibit a mix of different problem-

solving behaviors such as collaboration, identifying problems, applying information, 

maintaining discipline, breaking the rules, and devising new approaches. For 

cognitively diverse groups to perform well, people must be encouraged to reveal their 
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different ways of thinking. This requires a sense of psychological security provided by 

HR, which creates the conviction in employees that they will not be punished or 

humiliated if they voice their ideas, questions, concerns, or if they draw attention to 

mistakes (Khan, 2018). Psychological safety is a key team quality and can be defined as 

“the shared belief that the team is safe for interpersonal risk-taking” (Edmondson, 1999, 

p. 354), thus describing “how an individual perceives interpersonal risk-taking 

consequences in a given context" (Edmondson & Lei, 2014). If the members of the 

group "believe that there is a chance that they will be harmed (for example, 

embarrassed, criticized, ridiculed), they may decide to refrain from the action (Kark & 

Carmeli, 2009, p. 4). Consequently, if psychological safety is not present in the 

organization, then the power of cognitive diversity remains unused (Khan, 2018). The 

research also reached the present findings carried out at Google under the name of the 

Aristotle Project. The results of the research group showed that in each group, even if 

the best-qualified professionals were selected if the norms of the group did not allow the 

operation based on equality, the socialization of the members, which led to weaker 

performance of the group (Duhigg, 2016). 

Based on the work of Reynolds and Lewis, we can distinguish defensive, 

oppositional, generative, and uniformizing types based on the relationship between 

cognitive diversity and psychological security (Table 10). Low psychological safety and 

high cognitive diversity, for example, are associated with hierarchical, controlling, and 

flexible functioning and careful, considered and resistant information processing. In the 

case of the defensive type, psychological safety and cognitive diversity are also low. Its 

characteristics are hierarchical, controlling, and directing the operation, which involves 

resistant information processing. The uniformizer is characterized by a hierarchical, 

controlling environment where members are valued. Information processing of this type 

is considered. In the case of high psychological safety and cognitive diversity, an 

encouraging and nurturing environment is characteristic, where information processing 

is based on curiosity, experimentation, and interest (Khan, 2018). A similar result was 

reached by Primecz and his co-authors (2008) during their study of employee-friendly 

organizations. Several of their interviewees evaluated open and honest communication, 

clear definitions of expectations, trust, independence, and decision-making rights as 

positive practices. At the same time, the authors draw attention to the fact that a flexible 

and empathic attitude complicates work organization and requires constant 
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coordination. Mor Barak and his co-authors (2021) point out that creativity and 

innovation increase in inclusive environments. It is emphasized that the organizational 

climate - just like any environment around us - is perceived through internal cognitive 

processes. Accordingly, people's perception of the organizational climate depends on 

the impulses received by managers at the top and other levels of the organization and 

workers at lower levels of the organization.  

  

 
Table 10: The relationship between cognitive diversity and psychological safety 

Source: Khan (2018) based on Reynolds & Lewis (2018) 

Simon's (1976) bounded rationality model served as the basis for many 

psychological studies based on the fact that judgment refers to the cognitive aspects of 

the decision-making process. Because in a given problem area, the individual maps the 

problem situation based on his own cognitive representation, which, however, leads to 

distortions due to biases and heuristics. Related to this, the research of Abatecola and 

his co-authors (2018) sought the answer to why and how cognitive distortions occur in 

managerial decision-making. Their heuristic diamond model shows that the effects on 

managers influence the weight of positive and negative outcomes within risky 

decisions. At the same time, its distorting power depends on the design of choices and 

the information available during the decision-making process. Depending on the 

negative or positive influence, the search strategy and the method of information 

gathering are also developed. As a consequence, the decision-maker may fall into the 

trap of confirmation bias of self-reinforcing processes. This process can result in 

overconfidence, which can lead to low perception, habitual schemas, and associated 

short-cut procedures. Lovelace et al. (2018) came to a similar conclusion because, in 

their view, the level of decision-making confidence increases, and the level of discretion 

decreases in parallel with the growth of managerial reputation. 
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An integral part of long-term competitive advantage is the simultaneous 

application of exploration and exploitation activities, which we call ambidexterity. 

According to March (1991), exploitation involves efficiency, refinement, and focus. 

And discovery includes experimentation, innovation, problem-solving, and divergent 

thinking. Discovery, therefore, requires the suggestion of as many ideas as possible, 

creativity, consideration of new aspects and methods, originality, a sense of a problem, 

and multi-directional thinking that takes into account many possibilities and creates 

cognitive conflict. Cognitive conflict creates an environment where healthy debates take 

place, ideas, and information can be fully evaluated, and multiple solutions can be 

considered (Beauregard, 2019; Reynolds & Lewis, 2017). The advantages of this are the 

avoidance of reflexivity and groupthink. Reflexivity in a turbulent environment helps 

the team learn and increases performance and innovation. By avoiding groupthink, the 

team eliminates overestimation and a dysfunctional cognitive trap that can lead to 

weakness (Beauregard, 2019). On the other hand, in an environment where it is 

necessary to implement routine tasks and existing knowledge, exploitation comes to the 

fore, the focus of which is production, efficiency, and convergent thinking (March, 

1991) and homogeneous teams are a greater advantage (Beauregard, 2019). 

Consequently, in such situations, diverse teams are not an advantage for the 

organization. Moreover, it is possible that subgroups are created, which can lead to 

segregation in case of a lack of balance (Qi et al., 2022). However, competitive 

organizations and their top managers must be able to perform both activities 

simultaneously. Because while exploitation focuses on the present and aims for the most 

efficient operation, discovery focuses on the future and looks for new opportunities and 

innovative solutions in order to ensure long-term effective operation (March, 1991, 

Duncan, 1976). Based on the above, Tarody (2021) highlights that the behavioral 

integrity of the TMT team (Tarody, 2021), its provision of entrepreneurial, planning, 

and implementation skills (Hortoványi, 2012) are important for successful cooperation. 

The involvement of different levels of the organization's hierarchy is essential for 

strategic renewal processes (Schmitt et al., 2018).  
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2.8 Domestic and EU labor market in the light of diversity 
 

The motto of the European Union, "United in diversity," is intended to reflect 

the idea that the many cultures, traditions, and languages existing in Europe represent 

added value for the continent and that Europeans are united in building peace and 

democracy. As we have seen before, the concept of diversity arrived in Europe through 

the subsidiaries of international organizations. Even though the concept of diversity, its 

concept with American roots, and the categories of diversity were new to European 

organizations, many European countries already had anti-discrimination legislation and 

affirmative measures at this time. However, despite the striving for unity, the degree of 

protection of the "Big Six" diversity categories varies from country to country, and the 

EU does not have a uniform anti-discrimination directive or regulation (Mensi-

Klarbach, 2019). In the past, I have already touched on the important EU and domestic 

stations from the point of view of development history. However, at the same time, it is 

necessary to review and highlight all the measures and initiatives that are significant 

from the point of view of the categories of diversity in this dissertation.  

 

2.8.1 Gender Equality 
 

In addition to the UN World Conferences mentioned in the historical section, the 

EU also pays special attention to the issue of gender equality. The first manifestation of 

this was the 1957 Treaty of Rome, in which the principle of equal pay for equal work 

was recorded. Since then, many measures have been taken for economic, social, and 

socio-political reasons56 was born in the EU and the EU institutions constantly draw the 

attention of the member states to enforce the aspects of equal opportunities between the 

sexes at all points of decision-making (Kiss, 2015). So, the idea of gender mainstream 

has become a horizontal principle. One of the important milestones of the process was 

 
56 For example, Article 8 of the Treaty on European Union (2012/C326/01) states that "in carrying out its 
activities, the Union shall endeavor to eliminate inequalities and to promote equality between men and 
women". Based on the provisions of Article 9, when defining and implementing the Community's policies 
and activities, it takes into account the requirements for promoting a high level of employment, ensuring 
adequate social protection, combating social exclusion, and a high level of education, training, and human 
health protection requirements. It was also a significant step to renew and strengthen the increased 
commitment to equality between women and men, and on this occasion, the Women's Charter (2010) 
(COM(2010)78), which aims to eliminate the existing wage gap, thereby creating equal opportunities for 
women and men degree of economic independence. 
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the development of the gender equality roadmap (Gender Roadmap)57, which covers the 

approximation of the employment rate of women to the rate of men, the elimination of 

significant wage disproportionalities that still exist today, the social protection of 

women and the promotion of women becoming entrepreneurs58 support (Kiss, 2015). 

The objective of the European Union, according to which all listed companies 

must reach 40% of female managers (BÉT, 2021), seemed to be a significant objective 

even in 2020 in our country, as this ratio was only around 7 during this period59. At the 

same time, the domestic reception shows a positive image. For example, the proportion 

of female managers on Richter's Board of Directors is currently 25%, and in the 

Supervisory Board, it exceeds 30%. Among the goals of the company's diversity policy 

is that 1) the total proportion of women among the members of the management bodies 

should reach at least 30%; 2) the age distribution of the members should be balanced 

(Richter, 2020). In the case of Magyar Telecom, the gender ratio of senior management 

is balanced, and in the case of company management, the proportion of women is 32 

percent. Their sustainability strategy focuses on the issue of diversity. Their equal 

opportunity plan includes mentoring women and increasing the number of women in 

senior positions (Telekom, 2021). MOL's Board of Directors has no female members, 

and 20 percent of its supervisory board is female (MOL, 2021a). MOL Group's Enter 

Tomorrow Strategy aims to make MOL Hungary the first choice of employees and 

potential colleagues belonging to the gender, age, and nationality diversity group by 

2030. In the spirit of this, identical recruitment, selection, and promotion processes have 

been implemented for the entire Group, which includes, among other things, ensuring 

that: 1) at least one female candidate must be interviewed for 50% of the positions; 2) 

candidate lists from recruitment agencies are only accepted if they contain at least one 

female candidate; 3) each interview panel must include at least one female and one male 

applicant - otherwise. no decision can be made; 4) colleagues in the same position 

receive the same salary regardless of gender (MOL, 2021b). 

In Hungary, as in other socialist countries, the central emancipation imposed 

during the period of socialism (1948-1989) also affects the special situation of women. 

In the spirit of striving for full employment, all women were forced into the labor 

market, even those who wanted to work in the household. The development of the child 
 

57 COM/2006/0092 
58 At EU level, barely 10% of women can be considered self-employed (Kiss, 2015). 
59 https://www.pwc.co.uk/services/economics/insights/women-in-work-index.html  
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welfare system began at this time, so compared to other socialist countries, women's 

labor market situation and involvement faced fewer obstacles. The legacy of the period 

is twofold. On the one hand, women had the opportunity to prove that they were just as 

valuable workers as men. Female employees also appeared in fields such as 

engineering, chemistry, and architecture, which are gender-segregated occupations in 

other countries. As a result, there were significantly more women in leadership 

positions in the Eastern Bloc than in the West (Fodor, 2004). On the other hand, after 

the regime change, the principle of socialism received a negative connotation and 

delegitimized political issues and measures related to gender equality. The traditional 

roles of women came to the fore, the expectation of fulfilling family tasks replaced the 

expectations of the labor market. As a result, the employment of women in Hungary fell 

significantly. The process is called refamilization (Primecz et al., 2019), which has 

resulted in a paradoxical situation. Although more and more women are appearing in the 

labor market, at the same time, the rate of acceptance of traditional gender expectations 

is significant. Consequently, women were stuck at the career level where they could still 

meet the compliance structure (Nagy, 2014). 

The situation in Hungary shows that the employment rate of women aged 20-64 

in 2020 was 67%, and that of men was 72% (Eurostat, 2020). According to a 

PricewaterhouseCoopers (2017) survey of OECD countries, if female employment in 

Hungary were to reach the Swedish level (81%), it would result in a 9% increase in 

GDP. If the wage gap between men and women were to disappear, women's earnings 

would rise by 18% (Teow & Jain, 2017). Also, based on data for 2020, only 31% of 

young people aged 25-34 had a diploma, which is significantly lower than the leading 

Luxembourg (61%), Ireland and Cyprus (58-58%), Lithuania (56%) and the 

Netherlands (52%) (Eurostat, 2021a). In 2019, the proportion of women who obtained 

their first degree among those under 30 was 27.9%60, men's was 18.7% (OECD, 2021, 

p.201), and women occupied 42% of all management positions (at all levels, in the 

public and private sectors) in the third quarter of 2020 (Eurostat, 2021b). 

Since 2014, the European Commission has been publishing its annual reports on 

the Digital Economy and Society Development Index (DESI). According to the results 

of the report, although the proportion of ICT professionals in Hungary has increased 

 
60 The majority of female students has been constant since the 1990s, which is also a characteristic trend 
in an international level (Eger et al., 2012). 



86 
 

(3.8%), it is still below the EU average of 4.3%. The proportion of ICT graduates 

among all graduates was 4.9%, which is higher than the EU average (3.9%), but the 

proportion of our female ICT professionals at 12% is still deficient (EC, 2021a). 

Although we are behind the European average (19%), the phenomenon is common 

throughout Europe. The Commission's 2021 Women in Digital Industry Scoreboard 

shows that there is still a significant gender gap in skills. Based on data showing 

stagnant results in recent years, only 19% of ICT professionals and approximately one-

third of science, technology, engineering, and mathematics graduates are women. The 

Digital Compass set the goal of employing 20 million ICT professionals in the EU by 

2030 and bringing the number of women and men closer to each other (EC, 2021 b). 

The PwC (2019) report examined the effects of artificial intelligence (AI) on the labor 

market, according to which technological changes may affect 900,000 jobs in Hungary 

alone in the next 15 years (ITM, 2020). 

In our country, several initiatives have been aimed at increasing the professions 

of female ICT specialists, but this field is still not attractive enough among girls. Such 

an initiative is, for example, Programozd a Jövőd! project61, the purpose of which is to 

increase the recognition and popularization of IT professions. The policy strategy of 

higher education aims to launch career guidance and skills development programs 

starting from the 6th grade as part of the creation of an education system that provides 

opportunities, social advancement, and broad access, with particular regard to the 

preparation of female students for MTMI / STEM majors62. Despite the initiatives of 

EU strategies, government policies, professional organizations, and universities, as well 

as "good practices", both statistics and reports show the underrepresentation of women. 

So hardly any significant changes occurred in the area (Paksi, 2014). Paksi (2014) 

points out that in the fields of natural and technical sciences, they react more slowly to 

social influences that have already had a positive effect on gender equality in other 

occupations. In his view, organizations should be made interested in the employment of 

women at a higher rate.  

 

 

 
 

61 https://programozdajovod.hu/    
62 1359/2017. (VI. 12.) Government decision on the action plan for the 2016-2020 period on the 
"Medium-term political strategy for changing degrees in higher education 2016" 
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2.8.2 Age Equality 
 

The basis of the regulatory environment for age-based discrimination in 

Hungary is laid down in the Article XV of the Basic Law § (1) – (3)63, then there are 

separate measures64 to protect women, families, children, the elderly, and the disabled. 

Based on Act V of 2013 of the Civil Code (hereinafter: the Civil Code), everyone is 

obliged to respect human dignity and the personal rights arising from it. Personal rights 

are defined in the Civil Code are under protection65. This is followed by the naming of 

the catalog of personal rights, the violation of which means discrimination against the 

person66. Then, as a result of the legal harmonization related to the EU accession, the 

Law67 CXXV of 2003 (hereinafter: the Ebktv.), prohibiting discrimination, was created. 

This names age and gender among 20 protected characteristics. In the course of the 

legal harmonization, the requirement of equal treatment was also incorporated in the 

Labor Code (hereinafter: the LC) and then became more and more prominent68.  

The population of our country shows a continuous downward trend. Compared 

to the last ten years, we can see a loss of more than 200,000 people. Among the factors 

of population decline is the decrease in the number of births and natural weight loss. It 

is a gratifying fact that the average life expectancy at birth has shown an increasing 

trend in the last decade. Its value in 2019 was 72.86 years for men and 79.33 years for 

women69 (Szellő, 2021). The population decline is not expected to stop. Based on 

statistical forecasts, the population in 2050 may be between 8 and 9 million people. 

Based on the forecasted data, the age composition of our country may also change 

significantly. Based on the basic calculation, the absolute number of the population may 

 
63 (1) Every person is equal before the law. All people have legal capacity. (2) Hungary guarantees 
fundamental rights to everyone without any discrimination, namely race, color, gender, disability, 
language, religion, or politics or other opinion, national or social origin, wealth, birth or other status. (3) 
Women and men have equal rights 
64 Basic Law of Hungary, Article XV. § (5) 
65 Civil Code 2:42 § (2). 
66 Civil Code 2:43 § point c) 
67 The Ebktv. it obliges the bodies performing state and public tasks and the market participants 
concerning a given legal relationship to comply with the requirement of equal treatment. The law pays 
particular attention to the punishment of direct or indirect discrimination in employment, for example. 
68 Article I of 2012 on the Labor Code prohibits direct and indirect discrimination between employees. 
Section 12 (1) of the law stipulates that the principle of equal treatment must be observed "especially" 
concerning remuneration for work. 
69 Central Statistics Office. Population and popular movement. Average life expectancy at birth. 
https://www.ksh.hu/docs/hun/xstadat/xstadat_hosszu/h_wdsd001b.html  
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fall to 70-75% of the 2011 value among the young (0-14 years old) and working-age 

(15-64 years old) population. In contrast, the absolute number of people older than 65 

increased by one and a half times (Honvári & Lados, 2015). 

  In parallel with the demographic transformation, the labor market is also facing 

significant changes, as its structure must adapt to the increasingly aging and declining 

workforce. As a result of these changes, the supply-driven nature of the labor market 

was replaced by a demand-oriented one (Szellő, 2021). In our country, the employment 

rate of the aging generation is meager compared to Europe, despite the fact that a part of 

the older age group that has been excluded from or forced out of the labor market since 

the 1990s wants to return to the labor market. Their return to work was further 

complicated by EU accession, which required new knowledge and competencies, which 

the inactive have minimal or none at all (Szellő et al., 2017). 

According to labor market analyses, finding employment is difficult for people 

over the age of 45 and almost impossible for people over the age of 50 (Szászvári, 

2011). The processes are closely related to age perceptions (Tardos, 2016). According 

to the Eurobarometer survey, 74% of the population thinks the elderly are negatively 

perceived in Hungary (EC, 2012). The views related to minors reached a lower rate 

(27%), but this also exceeds the European average (18%) (Tardos, 2016). Also, the 

Eurobarometer survey shows that 21% of people have personally experienced or 

witnessed age discrimination (EC, 2012). 

The research of Tardos (2016) found that generational awareness was in its 

infancy in the Hungarian companies he examined. The needs of the younger age group 

were mapped by 40.5%, while those of the over 50 age group by 33% only in the 

examined period. The average age of the employees of the examined organizations is 

between 36 and 45. Based on the results of the investigations, it can be said that 

Hungarian employers developed and introduced targeted practices for the younger 

generation (Tardos, 2016). 

Richter (2020), mentioned in connection with gender quotas, is a positive 

example because, in addition to the above, among the goals of the organization's 

diversity policy is the balanced age distribution of senior board members, as well as the 

expansion of members under the age of 50 (Richter, 2020). In the case of Telekom, the 

Equality Plan lays down provisions for the implementation of the company group's 

general human rights principles, which covers employees over 50 and under 25. Career 
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starters are helped with an internship program, young employees with a family-friendly 

environment, and supportive measures such as the possibility of remote work. And for 

older colleagues, it provides horizontal career opportunities, which it supports with 

training courses and jobs advertised within the company (Telekom, 2021). MOL's 

Growwww program is a one-year opportunity for young graduates, during which 

participants get a full-time job and receive mentoring (MOL, 2021c). The target group 

of MOL Group's Enter Tomorrow Strategy includes age diversity, which it aims to 

achieve by making the company the first choice of diverse group members (MOL, 

2021b). 

 

2.9 Strategic Renewal 
 

Throughout history, strategic renewal has perhaps never been as important for 

organizations as it is today. The competition intensified, and its nature became global 

and significantly more dynamic (Schmitt et al., 2018). As a result of these processes, 

market competition has become so complex that it is often unclear to market 

participants who the competitors are. Based on a survey conducted by IBM in 60 

countries, 79% of 1,541 CEOs interviewed said that the situation would become even 

more complex in the near future (Tuncdogan et al., 2019). 

In the globalized structure of the 21th century, on the one hand, crisis situations 

that have developed explosively, such as the 2008 economic crisis, the 2015 migration 

crisis, and the 2020 COVID-19 pandemic, can affect every country and every 

organization in it and force a rapid change in strategy (Wenzel et al., 2020). On the 

other hand, nowadays, its trends, digitalization, and innovation permeate the operational 

processes of organizations and the activities of managers (Csedő & Zavarkó, 2019). 

Therefore, organizations must strive to continuously renew themselves to survive and 

flourish and thus be able to adapt dynamically to the changing environment (Heyden, 

2012). However, as we have seen in the case of Nokia (Bouwman et al., 2014), Kodak 

(Viki, 2017), and Blockbuster (Baskin, 2013), being proactive enough (Gibson & 

Birkinshaw, 2004) is not always obvious, what is the right direction, because the 

environment of companies is constantly changing: the pace of technological innovation 

has accelerated, customer preferences are changing rapidly (Füzes, 2021), the level of 

entry barriers has become lower, so the number of competitors appearing on the market 
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has also increased (Heyden, 2012). In other words, organizations often fail to implement 

breakthrough innovations despite the continuous development of their existing business 

activities (O'Reilly and Tushman, 2004). 

As a result of the events, the strategic renewal process that ensures the survival of 

organizations has become the focus of researchers' attention (Füzesi, 2021), especially 

about the fact that it can affect not only individual companies but also the entire 

industry and even the entire economy (Agarwal & Helfat, 2009). However, despite the 

high level of attention paid to the topic, there is no universally accepted definition of 

strategic renewal. The reason for this can be explained, among other things, by the fact 

that parallel to the growth of interest in the topic, various theoretical and empirical types 

of research were also published (Schmitt et al., 2018), so different approaches formed 

different research focuses (Füzesi, 2021). 

Based on the work of Schmitt and his co-authors (2018), a definition of strategic 

renewal based on three elements was born as a result of examining this research from 

different points of view and perspectives, which I will explain in detail later. Strategic 

renewal refers to the process that enables organizations to change path dependence by 

transforming strategic goals and capabilities (Schmitt et al., 2018). One vital element of 

this process complex is the senior management decision since, as we have seen before, 

large companies such as IBM, Intel, Nokia, Kodak, and Blockbuster came to be as a 

result of good or less favorable decisions made by senior managers to a given level. At 

the same time, it is also important to keep in mind that each historical period requires 

different renewal reactions from companies. Hence, the implementation of renewal also 

shows a very different picture (Heyden, 2012). At the same time, it can be said about all 

organizations that the chosen directions and the efforts made for strategic renewal were 

created due to managerial decisions. Since companies are not able to adapt by 

themselves (Heyne, 2012), they need guidelines, vision, quick adaptation, and 

individual motivations (Barakonyi, 2002). The way and how to adapt, the appropriate 

directions and the steps taken to eliminate path dependency are taken by decision-

makers in key positions through given decision mechanisms (Garcia-Granero et al., 

2018). The behavior, preferences, and choices of key decision-makers thus determine 

the degree of resource allocation, relationship system, prescribed forms of behavior, 

processes, and action patterns within the organization (Hambrick & Mason, 1984). 
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In the following subsections, I present the concept and perspectives of 1) strategic 

renewal; 2) I highlight and represent in detail the relevant parts of the literature on 

ambidexterity that are relevant to my topic, with particular regard to the aspects related 

to the framework of the upper echelons theory. 

 

2.9.1 The concept of strategic renewal 
 

Until the mid-1990s, in the evolution of strategic research, a number of partially 

competitive and partially complementary paradigms and models appeared, the attributes 

of which did not take into account the concept of flexibility for a long time. Their 

research focus was on answering the question of how companies should develop 

appropriate strategies using systematic forecasting, planning, and control. 

The "renewal" part of the concept refers to all the activities that the company 

carries out in order to change the path dependence" (Volberda et al., 2001, p.160). This 

approach is in line with the change-related statement of Dobák (2008) that the 

transformation in the essential characteristics of organizations is considered a change. 

Still, at the same time, the definition of the elemental attribute is based on a subjective 

evaluation. Dobák also highlights that technology, structure, culture, behavior, and 

power relations have these characteristics (Dobák, 2008). The conceptual similarity is 

not surprising because strategic renewal can be defined as a specific type of strategic 

change, so strategic change can be considered an umbrella term that includes renewal 

(Burgelman, 1991). 

And "strategic" means that organizations renew "the key ideas on which they are 

built" (Guth & Ginsberg 1990), so strategy denotes an evaluation and objective activity 

inserted between the influencing factors and the organizational structure (Dobák & 

Antal, 2010). However, renewal can only be considered a strategy if it affects the entire 

company (Burgelman, 1991). 

At first glance, strategic renewal can be interpreted as an organizational change 

in response to environmental changes. However, if an organization reacts to a given 

environmental change in the usual way, it cannot be called a strategic change (Snow & 

Hambrick, 1980). According to March (1981), the term of organizational change 

develops through the processes that occur. In his work, he emphasizes that although 

some process elements can be standardized, the process is prolonged and often 
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indistinguishable. In addition, he highlights that it can often seem that the organization's 

response to environmental changes is strategic change. However, if an organization 

routinely responds to a given environmental change, it is a continuation of the strategy, 

not a change in it (March, 1981). A typical example is that managers who made the 

company successful in a previous development phase stick to the structures and 

processes they introduced, even if the company's development has already surpassed 

them (Assink, 2006). Accordingly, we can discuss strategic renewal when new solutions 

are applied (Snow & Hambrick, 1980). 

As the above shows, several strategic renewal approaches and definitions are 

known (Schmitt et al. 2018). Schmitt and his co-authors (2018) point out that diverse 

approaches have led to a certain degree of stagnation in the field of science. The reason 

for this is, on the one hand, that theoretical pluralism not only led to contradictory 

definitions and different assumptions (Agarwal and Helfat, 2009) but also blurred the 

conceptual boundaries of the field (Schmitt et al. 2018). On the other hand, due to 

mutually exclusive and contradictory assumptions, the central focus of the concept also 

took different directions. There are, for example, concepts that describe strategic 

renewal as a purposeful process or as a search that adjusts intentions and capabilities 

(Schmitt et al., 2018). Moreover, innovation is an integral part of the renewal, and the 

issue is strategic (March, 1991), structural (Dobák, 2008; Zanoni &Janssens, 2004; 

Csedő, 2007), capability-based (Grant, 1996; Teece et al., 1997) and managerial (Beer 

& Nohria, 2000; Dobák, 2008) dilemmas can also make it difficult (Csedő & Zavarkó, 

2019). Thirdly, similar to the findings of Romani (2010) regarding organizational 

culture and diversity - scientists in this field only partially use previous results, which 

significantly hinders the uniform development of the field (Schmitt et al., 2018¸ 

Garretsen et al., 2020). 

Researchers often understand strategic renewal as the process, content, and 

results of activities carried out in order to renew, expand, and transform the basic 

competencies of companies (Volberda et al., 2001). This term covers the refreshing or 

replacing organizational characteristics and includes reconfiguring the organization's 

resource patterns, changing strategy, competitive approach, or product-market area 

(Schmitt et al., 2018). Strategic renewal therefore has two important characteristics: 1) it 

always involves change; 2) denotes a process, an unfolding journey, in which the 

organization strives to acquire and use new knowledge and innovative behavior to bring 
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changes in its core competencies. Strategic renewal studies typically use evolutionary 

perspectives to identify and examine the role and actions of those who bring about 

change and the different phases through which change progresses (Müller & Kunisch, 

2018). 

Based on the above, by strategic renewal, I understand, on the one hand, the 

ability of companies to make their organizational response to environmental change 

strategic change, which stabilizes newly emerging processes and states. On the other 

hand, by strategic renewal, I mean the company's exploitative and exploratory strategic 

renewal development path, where exploitative change used by the March conceptual 

system is known, and exploration means unknown change (Mintzberg et al., 1998; 

March, 1981). 

During their research, Schmitt and his fellow researchers (2018) looked for 

patterns in the perspectives found in the literature to provide a conceptual framework 

for strategic renewal. The definition they created is process-oriented and focuses on the 

activities that ultimately lead to successful renewal. According to this, strategic renewal 

is based on three essential elements: 1) it includes the basic capabilities of the company 

that provides a competitive advantage, 2) it affects the entire company and affects all 

organizational levels, and 3) it breaks the dependency arising from the given situation, 

thus ensuring the long-term survival of the company (Schmitt et al., 2018, p. 85). Their 

definition, based on these elements, defines strategic renewal as a process that enables 

organizations to change their path dependence by transforming strategic goals and 

capabilities (Schmitt et al., 2018, p. 85). Related to this, I consider it necessary to 

review the perspectives that form the basis of the theoretical tensions because the basis 

of the top management framework is the induced perspective type. 

  

2.9.2 Dimensions of strategic renewal 
 

Based on the work of Schmitt and his co-authors (2018), we can distinguish 

three dimensions of strategic renewal, which are 1) antecedent dimension, 2) result-

based dimension, and 3) process dimension. Each dimension was created from two 

conflicting perspectives. The antecedent dimension describes the sources of strategic 
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renewal, its tension is organizational learning70, and resource-again combinational71 

arises from contrasting perspectives. The result dimension captures the outputs that are 

achieved through strategic renewal. The basis of the tension here is cooperation72 vs. co-

creation73 dimension is even, the tension between which perspectives arises from 

different interpretations of the goal of strategic renewal (Schmitt et al., 2018). I will 

review the process dimension in the next chapter. Given that the view of my Ph.D. 

thesis is based on the induced flow-based dimension, I refrain from detailing the other 

dimensions at a deeper level. 

 

2.9.3 Process-based Perspectives of strategic renewal 
 

The process dimension refers to the actual manifestation of strategic renewal. The 

tension of the dimension comes from the point of view of who initiates and implements 

strategic renewal within organizations. According to one view, the process is induced, 

while the other votes for autonomy (Schmitt et al., 2018). The two opposing views can 

therefore be distinguished according to whether they see the change associated with the 

renewal as a top-down or bottom-up process. So, while the first dimension places the 

emphasis on the fact that top managers are the ones who play a key role in strategic 

renewal (e.g., Taródy et al., 2021; Hortovány, 2012; Hortoványi et al., 2021, the 

autonomist group (e.g., Rydland, 2020; Flores, 2016; Volberda, 2017; Volberda et al., 

2001; Ateş et al., 2020) says that lower-level managers and employees are the driving 

forces of strategic renewal processes within organizations. I present the pro and con 

arguments for each perspective in the following, using domestic and international 

research. 

The autonomy perspective relies primarily on the literature on strategic processes 

(Schmitt et al., 20018); its view is based on bottom-up social learning (Burgelman, 

1991). Volberda and his co-authors (2001) and later Volberda (2017) point out that 

 
70 The learning perspective uses the theory of organizational learning (March, 1991) to describe the 
fundamental challenge of coordinating continuity and change at the organizational level (Schmitt et al., 
2018). 
71 Followers of this camp believe that strategic renewal requires focusing on dynamic capabilities, and the 
company's resource base (Schmitt et al, 2018). 
72 Followers of this perspective rely on population ecology and institutional theory. In their view, 
companies are passive and powerless, so they mostly adapt to each other as a result of contextual changes 
(Schmitt et al, 2018). 
73 Researchers supporting the co-creation dimension claim that companies continuously and proactively 
influence industry developments to build their future competitive advantage (Schmitt et al., 2018). 
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successful renewal requires an active middle management layer in an extremely 

competitive environment. This idea is reinforced by Ateş and his co-authors (2020), 

who argue that even in the case of well-formulated strategies, middle managers are 

needed because they must interpret the strategy in the context of daily operations, 

identify the measures necessary for its implementation, and communicate and clarify it 

to the subordinates. Accordingly, the middle management layer can play an active role 

in strategic renewal. Moreover, through this kind of knowledge flow, senior managers 

also better understand the changes related to technologies, products, and markets, which 

can lead them to review their strategic decisions (Floyd & Lane, 2000). 

The perspective also criticizes itself (Schmitt et al., 2018). For example, Floyd 

and Lane (2000) point out that organizations that rely primarily on bottom-up renewal 

initiatives risk relying on uncoordinated efforts that ultimately fail to resonate 

throughout the organization. The literature on the perspective also draws attention to the 

fact that this approach entails the risk that lower management exaggerates the 

importance of local errors, reacts too sensitively to fashion trends, and their corrective 

measures to environmental challenges may use excessive resources (Schmitt et al., 

2018). As a result, an organization that is burdened with such serious problems as, for 

example, conflicts between powers, unclear responsibilities, inadequate control, and 

lack of management can be created. This increases the organization's tendency for chaos 

and inefficiency (Schmitt et al., 2018). 

According to the top-down perspective, the competitive advantage associated with 

renewal can be achieved if the organization allocates resources in accordance with the 

market focus and then develops a defensible position (Flores, 2016). This research 

tradition originates from the concept that strategy and corporate behavior are driven by 

top managers (Cyert & March, 1963, March & Simon, 1958). Strategic choice is the 

totality of all formal and informal decisions that reflect decision-makers' cognitive 

characteristics. These cognitive characteristics include, on the one hand, the decision-

maker's 1) ideas and assumptions about the future, 2) knowledge of the alternatives, and 

3) knowledge of the consequences related to the alternatives. On the other hand, they 

reflect the leader's value system. They show the preferences on which he makes his 

decisions, what is important to him and what is not. Thirdly, the external and internal 

environmental effects of the organization continuously shape it. Fourth, they filter and 
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distort the decision-maker's understanding of what is happening and what to do (March 

& Simon, 1958). 

Hambrick and Mason's (1984) research shows that the task and primary 

responsibility of top management is to make decisions and develop policies that affect 

the functioning and efficiency of the work environment. Organizational goals, vision, 

and values are communicated through these policies. As a result, the elements of the 

value system of the senior managers become the values represented by the organization 

through the policies, processes and reward structures that show direction and provide a 

protocol to the members of the organization on how to act in the organization (Mor 

Barak et al., 2021). In addition, Hortványi and his co-authors (2021) point out that 1) in 

an extremely competitive environment, the separation of the organizational structure 

pays off in terms of strategic renewal; 2) in the presence of strong top-down incentives, 

middle managers may remain passive actors in the development of the renewal strategy; 

3) renewal is a "guided journey" with a highly centralized character. 

Volberda and Lewin (2003) and Schmitt and his co-authors (2018) also argue for 

a balanced approach of the induced and autonomous renewal perspective. Attention is 

drawn to the fact that decisions must be made with the involvement of the hierarchy 

levels because the lack of this can lead to tension and a lack of information. Mor Barak 

and his co-authors (2021) argue similarly regarding diversity and an inclusive 

environment. Their research shows that the key players in the organizational climate are 

managers at both upper and lower levels. In their view, while top management creates 

and develops organizational policies based on its own values, middle managers are 

responsible for the daily practice and implementation of these policies. In other words, 

while top management communicates the organization's values through the 

development of structures and processes (Hambrick & Mason, 1984), middle managers 

communicate what these values mean for the day-to-day activities of group members 

through conduct, behavior, action, attitude, and words. (Mor Barak et al., 2021; Tatli & 

Özbilgin, 2009). 
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2.10 Ambidexterity 
 

Today, it is critical for organizations to create a competitive advantage to be able 

to simultaneously perform exploratory and exploitative activities, which we call 

ambidexterity (Duncan, 1976; March, 1991). The concept was introduced into the 

scientific literature by Duncan, which is used in the English literature as the term 

"ambidexterity", which comes from the Latin words 'ambi' (both) and 'dexter' (ability, 

skill) (Chermack et al., 2010). Activities such as research, risk-taking, discovery, 

flexibility, and innovation can be connected to exploration. Thus, it includes 

experimentation, flexibility, decentralized structure, autonomy, risk-taking culture, and 

divergent thinking (March, 1991; Reeves et al., 2013). Activities related to exploitation 

are efficiency, implementation, execution, and fine-tuning, which are associated with 

efficiency, sophistication, short-term goals, centralization, standardization, execution 

discipline, and focus (March, 1991; Reeves et al., 2013). From a managerial point of 

view, ambidexterity can be defined as moving quickly toward new opportunities, 

adapting to competitive markets, and avoiding comfort zones. These elements form the 

basis of the ability to adapt to the environment and its development (Gibson & 

Birkinshaw, 2004). 

March (1991) examined exploitation and exploration activities in the context of 

organizational learning. On the one hand, the epoch-making study points to the fact that 

adaptation processes help exploitation more than reconnaissance. On the other hand, he 

emphasizes that although adaptation processes can be effective in the short term, they 

have a destructive effect on the organization's future in the long term (March, 1991). At 

the same time, managers tend to emphasize what was successful yesterday (Reeves et 

al., 2013), and because of path dependence, they tend to follow exploitative routines 

(Sydow et. al., 2009; Burgelman, 1991). Moreover, the implementation of strategic 

ambidexterity is complicated by the fact that exploration and exploitation compete for 

the same resources and require opposing practices (Gibson & Birkinshaw, 2004). On 

the other hand, the two activities involve managing fundamentally different strategies, 

architectures, and competencies (García-Granero et al., 2018). Related to this, Füzesi 

(2021) emphasizes that if detection is not present in the organization, it can lead to its 

bankruptcy. Consequently, a compromise must be found between exploration and 

exploitation so that organizations must pursue both activities in parallel to maximize 
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their performance (Kostopoulos & Bozionelos, 2011). At the same time, they must 

operate efficiently in their current business areas and look for new business areas 

focusing on the future (Duncan, 1976; March, 1991). The opposite of discovery and 

exploitation is summarized in the table below: 

 

 
Figure 8: The opposite of exploitation and discovery 

Source: Own editing based on O'Reilly & Tushman, 2004; Csedő & Zavarkó, 2019 

 

In the literature, the two most deeply discussed and researched areas of 

ambidexterity are organizational and contextual ambidexterity (Taródy, 2016), which I 

present below. 

 

2.10.1 Organizational ambidexterity 
 

Organizational ambidexterity (Tushman & O'Reilly, 1996) refers to the 

organization's ability to develop both exploratory and exploitative capabilities (Blarr, 

2012). Thus, it shows how the balance and simultaneity between a culture based on 

exploration and exploitation can be realized (Park et al., 2020). Accordingly, its goal is 
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to increase the organization's performance by simultaneously working on gradual 

qualitative progress and looking for new ways and opportunities for innovative 

developments (Khan & Mir, 2019; Martínez-Climen et al., 2019). 

Market changes force organizations to implement strategies aimed at efficiency 

and flexibility (Blarr, 2012). Nevertheless, the dilemmas of resource distribution, 

finding a balance, and the need for adaptability represent a new challenge for 

organizations, since the two processes require different structures, competencies, 

solution methods, processes and cultures (O' Reilly & Tushman, 2004). 

Mihalache et al. (2014) identified leadership as a fundamental quality that can 

manage the trade-offs that organizational ambidexterity requires. Since the decisions 

regarding the organization's strategic directions and resource allocation are made by the 

top management, TMT is attributed as the main actor in resolving the tensions between 

the exploratory and exploitative activities. However, these processes can lead to 

conflicts among senior managers, as they belong to different functional units with 

different priorities and objectives. Accordingly, in order to support the processes of 

ambidexterity, senior managers must manage both functional biases and perceived 

conflicts of interest (Deveaux, 2021). 

Park and his co-authors (2020) examined the role of digitalization in reaching 

structural ambidexterity, starting from the perspective of configuration theory74. Their 

research shows that cooperation within the organization is essential to achieve 

ambidexterity. This requires the establishment of an appropriate organizational culture, 

which is defined by basic beliefs, norms and values that provide a basis for the 

organization's management system and the policies that present, strengthen and support 

these values. The concept of organizational culture highlights the occasional, interactive 

part of the organizational context and completes the organizational systems and 

processes, because with its help, organizations become able to deal with the double 

problem of control and flexibility, to adapt to the external environment and to integrate 

internally (Warrick, 2017). Its essential components are diversity and a common vision, 

which mutually reinforce each other, on the one hand, they provide the skills necessary 

for short-term success focusing on the present, and on the other hand, they give the 

 
74 During the structural ambidexterity (Tushman & O'Reilly, 1996), the organization implements the 
exploration and exploitation activities in a different organizational unit. 
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direction of what new skills should be sought for long-term success (Gibson & 

Birkinshaw, 2004). 

2.10.2 Contextual ambidexterity 
 

Contextual ambidexterity indicates (Gibson & Birkinshaw, 2004) that 

exploitative and exploratory activities can be carried out at the individual level with 

conciliatory behavior. Thus, it "denotes the construction of processes or systems that 

enable and encourage managers to make their own decisions about how to allocate their 

time between the competing demands of coordination and adaptability" (Gibson & 

Birkinshaw, 2004, p. 211). Namely, if the managers are able to create the context of the 

organization with the appropriate unity of performance management and social 

sustainability, then the contextual ambidexterity is created. The literature also highlights 

that the existence of a performance management context and social support creates an 

organizational context that increases company performance (Gibson & Birkinshaw, 

2004). However, the two processes are context-dependent, which organizations must 

control, manage and manage. In this way, they can overcome structural inertia and 

realize that they move in the direction of change by considering the effects and benefits 

on the organization (Levinthal & March, 1993). In this regard, contextual ambidexterity 

is a multidimensional construct with exploratory and exploitative activities as separate 

but interrelated and non-substitutable components (Gibson & Birkinshaw, 2004). 

Based on the above, it can be concluded that TMT has an important role in 

forming the organizational context, which is realized through the actions and decision 

mechanisms of the activity chain. The biggest challenge is creating and supporting 

contexts that enable the best possible results to be achieved. Management plays a 

marginal role in this because they determine the directions, values , and guidelines that 

shape the perception and behavior of organizational members regarding work activities 

(Levinthal & March, 1993). In order to achieve this, managers set behavioral patterns 

and convey beliefs and value systems through their behavior and expressions, which 

employees, after perception, implement as their own, which shapes their perception and 

behavior (Deveaux, 2021). 

Recent studies (Khan & Mir, 2019; Martínez-Climen et al., 2019) indicate that 

the key components of contextual ambidexterity are decentralization and continuous 

innovation. Accordingly, organizations should strive for their members to make 
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independent decisions, which helps in exploring new paths and opportunities and 

increases creativity, team cohesion, information processing, and multitasking abilities 

(Gibson & Birkinshaw, 2004). Similar conclusions were reached by Martínez-Climent 

and his co-authors (2019), who point out that, on the one hand, the combination of 

discovery and exploitation increases innovation, and on the other hand, management 

practices based on ambidexterity support and encourage employees' innovative and 

exploratory activities.  

 

2.11 Diversity and ambidexterity   
 

Due to unexpected events, the different regeneration paths in a turbulent 

environment are suitable for increasing the survival probability of the organism in 

different ways. The top management's task is to prepare for individual contingencies 

and make appropriate decisions regarding renewal. Among other things, these decisions 

can refer to organizational and process structures, recombining existing knowledge 

elements, and refining market approaches (Burgelman, 1991; Heyden, 2012). 

Accordingly, the top management team has a major role in helping team members 

reconcile paradoxical requirements and manage the challenges of integration and 

differentiation (Smith & Tushman, 2005) as TMT implements these potentially 

conflicting strategic agendas (O'Reilly & Tushman, 2004). Quigley and Hambrick 

(2015) go further. In their research, they argue that the different picture of organizations' 

performance can be explained much more by the influence of managers than by 

contextual, i.e., external, factors. In their opinion, although many company-specific 

characteristics have an impact on the life of the organization, the biggest impact is an 

inexplicable residue, which they called the "CEO effect". 

García-Granero et al. (2018) point out that not only do we need to examine the 

different types of diversity within TMTs, but to more fully understand ambidexterity, 

we also need to consider important contingencies that may influence a diverse TMT's 

ability to embrace paradoxical tensions of continued exploration and exploitation rather 

than avoid these. During their research, two factors - the shared responsibility of the 

TMT75 and the cognitive trust of the CEO76 - were identified that can shape the 

 
75 It refers to the extent of TMT's joint decision-making and responsibility for them. So, it represents the 
distribution of leadership influence among team members (Mihalache et al., 2014). 
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relationship between the diversity of the TMT and the organization's ambidexterity. In 

their view, the two components can support the effects of diversity in such a way that 

they strengthen the TMT's ability to reconcile paradoxical demands. Accordingly, the 

two driving forces enable the TMT to reduce conflicts by creating synergistic value 

from diversity, and simultaneously perform exploration and exploitation. Their results 

show that age diversity has a negative effect on the ambidexterity of the TMT, the 

extent of which decreases in parallel with the strengthening of the division of decision-

making responsibilities. The research also points out that functional diversity increases 

TMT ambidexterity only when CEO cognitive trust is present (García-Granero et al., 

2018). The latter result is consistent with the results of the literature (Reynolds & 

Lewis, 2017, Kostopoulos & Bozionelos, 2011, Edmondson, 1999, Kark & Carmeli, 

2009), according to which, if there is a lack of psychological safety within the 

organization, the power of diversity is underutilized stays. According to Edmondson's 

(1999) research, psychological safety enhances discovery-oriented learning activities, as 

it creates an organizational environment that provides opportunities for critical thinking 

and open discussion of issues without fear of sanction or punishment. Accordingly, 

psychological safety creates an environment where members are encouraged to develop 

existing knowledge jointly and establish assumptions (Reynolds & Lewis, 2017). 

Kostopoulos and Bozionelos (2011) raised the issue at the organizational level and 

reached similar conclusions. Li (2014) argues similarly, pointing out that the diversity 

of the TMT has a positive effect on the organization's ambidexterity, as it improves the 

strategic planning processes but also presents difficulties through the conflicts that arise. 

In his view, organizational ambidexterity enables the building of social capital through 

TMT. It positively affects management teams' information sharing and knowledge 

integration, which is based on trust and a shared vision (Li 2013). The discussions 

related to this and the feeling of belonging to the team create a connection between the 

diversity of the TMT and the organizational ambidexterity, which results in innovation 

and effective focus (Li, 2014). Consequently, TMT diversity improves the team's 

problem-solving, judgment, and decision-making abilities through task-related 

information and conflict elaboration (Van Knippenberg et al., 2004; Van Knippenberg 

& Schippers, 2007). The conflict related to the task is especially beneficial if the work 

includes complex, non-routine tasks without standard solutions, requiring exploratory 

 
76  It covers the extent to which CEOs trust their team (Ensley et al., 2003). 
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activity. Because in these situations, the conflicts related to the task encourage the 

conscious discussion and processing of information relevant to the task, which promotes 

learning and new insights. In the case of routine tasks, however, exploitation processes 

are necessary that comply with standard operating procedures and require a narrow 

focus of attention. Therefore, task-related conflict is most likely to interfere with these 

procedures (Koryak et al., 2017). 

In order for the organizational ambidexterity to develop, senior management 

must participate in differentiation and integration wi the team (Smith & Tushman, 

2005). Possible ways to achieve differentiation are assigning TMT members with 

specific tasks (Floyd & Lane, 2000; Jansen et al., 2008) and assigning them based on 

their different demographic characteristics and leadership style (Håkonsson et al., 

2012). And integration is related to the TMT's ability to build paradoxical mental 

models or cognitive frameworks that enable the exchange of information and 

knowledge (O'Reilly & Tushman, 2004). According to Mihalache and his co-authors 

(2014), if a TMT makes decisions together, it has a greater potential for generating 

strategic alternatives and reconciling the existing contradictions. The division of 

responsibilities between TMT members means that the members can perform their tasks 

autonomously and handle heterogeneous needs. This is associated with increased 

quantity, quality, and speed of the acquired information (Jansen et al., 2012). 

Consequently, senior managers have the opportunity to develop their information-

processing capacity and problem-solving ability (Carson et al., 2007; Netemeyer et al., 

1997). 

Regarding age and tenure diversity, while Wiersema and Bird (1993) and Bantel 

and Jackson (1989) concluded that they do not affect organizational changes, according 

to the research of García-Granero and his co-authors (2018), they negatively affect the 

ambidexterity of TMT. At the same time, Yuan et al. (2014) found a positive 

relationship between functional diversity and innovativeness. However, based on the 

results of García-Granero et al. (2018), functional diversity increases TMT 

ambidexterity only when CEO cognitive trust is present (García-Granero et al., 2018). 

The literature also points out that contemporary diversity mitigates the risk of decisions 

characterized by bias and avoidance of innovation. In addition, as previously explained, 

age diversity provides organizations with a broader pool of information and resources 
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than age-homogeneous teams (Backes-Gellner & Veen, 2013; Wiersema & Bantel, 

1992). 

According to the research of Campbell and Mínguez-Vera (2008), the gender 

diversity of the TMT offers better alternatives and solutions to unexpected changes, 

which increases the organization's adaptability and means a better adaptation for 

organizations. According to their findings, the gender diversity of managers also has a 

positive effect on monitoring activities, thus improving the quality of financial 

statements, as women tend to adhere better to standards to comply with regulations than 

men. Furthermore, they make more deliberate decisions in order to avoid mistakes and 

reckless decisions. At the same time, as I pointed out earlier, women have to face 

several factors in the world of work, which become more and more powerful as they 

progress through the ranks. 

 

3 Systematization of diversity research 
 

In the theoretical part, I have already explained the basic assumptions of my 

research regarding diversity, renewal, and ambidexterity. Still, at the same time, before 

defining the research questions, I see it as necessary to interpret the theoretical lens 

according to my perspective as a researcher. Therefore, I present the following chapter 

with the findings and definitions from the literature: 1) the conceptual frameworks used 

in the thesis, 2) my main interpretation processes, 3) their connection and expansion, 

and 4) their impact mechanisms. The personal insights, concepts, and findings 

necessarily return in my systematization, with which my goal is to connect the 

individual points and articles in the literature. 

 

3.1 Own interpretation of basic assumptions 
 

I build my research on a gap determined by literature reviews: Lo et al. (2020) 

drew our attention to the fact that we still need to learn more about the role and 

importance of diversity management based on and in connection with the foundations of 

top management theory. Regarding the neglected area, we need more data on what 

information, cognitive processes, and demographic characteristics top managers use to 

navigate the individual decision processes related to diversity and its management. 
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Therefore, investigating the meaning-making and understanding of diversity as a 

process can still be classified as a relevant research area. 

I interpret the concept of diversity partly based on the work of Rijamampianina 

and Carmichael (2005) (Chapter 2.7). This view determines my view and understanding 

of diversity. I consider all categories of diversity to be part of human nature. Still, at the 

same time, when implementing the issue in the workplace environment, it is vital to 

highlight and emphasize the individual categories. In accordance with this, I agree with 

the literature found that the extent of this is determined by time, space, context, 

situation, and environment (Nagy & Primecz, 2010; Mazur, 2010; Rijamampianina & 

Carmichael, 2005). I presented the fundamental and tangible evidence of this in the 

presentation of the historical part. 

My approach to the information/decision-making perspective and the upper 

echelons theory is based on optimism. Consequently, according to my basic idea, 

diversity - especially in a turbulent environment - is a potential advantage for 

organizations (Yadav & Lenka, 2020), which is realized by the fact that heterogeneous 

members integrate different points of view during information sharing and when 

making complex decisions (Manata, 2021). At the same time, similarly to Van 

Knippenberg and his co-authors (2014), I believe that in order to get a complete picture 

and eliminate the contradictions arising in connection with workplace diversity, in 

addition to information/decision-making perspectives, we also need to use the insights 

of social identity, similarity/attraction, and self-categorization approaches. I share the 

opinion of Van Knippenberg and his co-authors, according to which the individual 

processes take place in parallel or sequentially, taking this into account to eliminate the 

contradictory pattern of diversity. Accordingly, according to my approach, we can 

segment diversity's visible and invisible elements into relational demographic and 

informational diversity by implementing them in the workplace environment. As a 

result - in addition to taking into account the division of European traditions into the Big 

Six (Claes, 2019) and integrating the literature presented so far with the work of 

Rijamampianina and Carmichael (2005), Van Knippenberg and his co-authors (2014), 

as well as Hambrick and Mason (1984), and Yadav and Lenka (2020), we arrive at the 

following breakdown of workplace diversity (Figure 14). 
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Figure 9: Dimensions and perspectives of diversity 

Source: Own editing based on Carmichael (2005); Hambrick & Mason (1984); Yadav & Lenka (2020) Tajfel & 
Turner (1979); Turner et al., (1987); Byrne (1971); Williams & O’Rielly (1998); van Knippenberg et al. (2004); Qin 

et al (2014), van Knippenberg & Schippers (2007) and Edmondsonhoz (1999)          
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3.2 Conceptual frameworks 
 

I agree with Beauregard's (2019) statement that exploring mediating effects can 

help understand the processes taking place within teams, for which I call diversity 

management practices to help. At the same time, in terms of diversity management, it is 

important to supplement the content and practical part of the term with the elements of 

inclusion. This is important because, in my opinion - very simply - while diversity 

management is business, inclusion makes organizations interested in implementing 

practices from a social point of view. Taking a closer look at the issue, the literature 

clearly points out that diversity and inclusion are built on two levels, where the first 

level, as diversity, refers to superficial and unobservable differences, and the second 

level, as inclusion, refers to the work environment (Mor Barak et al., 2021). As a result, 

an organization is created that supports and accepts differences (Rijamampianina & 

Carmichael, 2005). Based on this, the basis of an inclusive environment is an 

organizational culture, management practices, and interpersonal relationships that 

support a diverse workplace based on both functional and structural aspects. It is 

characterized by the respect and appreciation of the workforce (Shore et al., 2011). 

 

It is necessary to expand the previous ones with two more new concepts:  

 

One of these concepts is psychological safety, which I consider a key quality of 

an organization. Similarly to Edmondson (1999), I define it as the fact that in a 

psychologically safe environment, members do not refrain from actions, expressions of 

opinion, and ideas. However, unlike Reynolds and Lewis (2017), based on the research 

of Williams and O'Reilly (1998), I believe that in the absence of cognitive diversity, not 

only the power of all types of diversity remains unused. This leads to reduced creativity 

and innovation, and ultimately the organization can lead to failure of regeneration and 

ambidexterity. Because in my opinion, cognitive processes and behavioral patterns are 

significantly influenced by an individual's affiliation, which can affect their level of 

trust, sense of security, experiences, insights, and behavior to different extents and in 

different ways, and thus ultimately also the activities within the organization. I base this 

view on the pessimistic perspective, in which the individual categorizes his environment 

based on physical and deep-level features during his social and cognitive self-
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determination, during which he classifies himself in a specific group. As a result, it 

creates "us" and "them" subgroups. "We" strengthens the sense of belonging, while 

"they" can strengthen stereotypes resulting in implicit or actual discrimination. 

Consequently, when psychological safety is present in an organization, it supports 

diversity, which creates an inclusive environment. And in a welcoming environment, 

members are encouraged and dare to express their opinions, voice their questions and 

concerns, and share ideas. 

Related to this is the other concept, which is based on the definition of Dobák 

and Antal (2010) and the theory of Hambrick and Mason (1984). On the one hand, 

management style also means a system of relationships "from which it can be 

determined how much the management and subordinates so-called decision playing 

field, and what the leaders' personality traits are like" (Dobák & Antal, 2010). 

Accordingly, in my opinion, the relationship system and the decision playing field - as 

we have seen with Lewin's management styles - influence, among other things, the 

structures, relevant issues, activity perspectives, task steps, and culture affecting the 

organization, which is based on the characteristics of the senior manager. Consequently, 

in agreement with Hambrick and Mason's (1984) top management theory, I see the 

organization as a reflection of the leaders. An essential feature of this is that the leader 

makes his decisions based on his personal interpretation of reality, based on the leader's 

demographic diversity, cognitive processes, beliefs, personality traits, experiences, and 

behavioral norms. Since the top management's primary tasks include decision-making, 

the operation of the work environment, as well as the determination of the main 

directions of organizational policies, and the creation of an organization demonstrating 

the related inclusion, it is, therefore, through these measures that it communicates and 

illustrates the values of the organization, which to a large extent also reflects its own 

value system (Hambrick & Mason, 1984, Mor Barak et al., 2021). I consider middle 

management as the practical implementer (Mor Barak et al., 2021; Tatli & Özbilgin, 

2009). Thus, if the TMT - especially the CEO - considers diversity an essential 

organizational characteristic and supports its realization with its system of tools, then 

this applies to other organization methods and creates an inclusive organization. The 

inclusive climate created in this way ensures the conviction of the members that they 

can dare to express their opinions, voice their questions and concerns, and share ideas 
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during information processing. The process ultimately strengthens the organization's 

renewal and ambidexterity. 

Consequently, in a turbulent environment, the degree of organizational renewal 

and the organization ambidexterity can be increased by companies: 

- they create diverse teams, so they support diversity; 

- they create an inclusive organizational climate, which ensures that individuals 

believe that they can voice their opinions, questions, and concerns and dare to share 

ideas without negative consequences; 

- they effectively manage organizational members by sharing information and 

decisions based on search preferences, accompanied by cognitive trust. 

Based on the above, psychological safety is ultimately the foundation of the company's 

efficient operation and long-term success. 

 
Figure 10: The relationship between manager preferences, psychological safety, diversity, inclusion, renewal, and 

ambidexterity     
My own editing 

 

My research, extended to top management theory, diversity, renewal, and 

ambidexterity, is based on the literature findings that  

1)  organizational diversity and inclusion, as well as its management, 

appear in the organization based on cognitive and demographic diversity and 

formed beliefs of the top management. Managers communicate organizational 

values according to their value system by developing their vision, structures, 

and processes. The practical realization and implementation of this is the task of 
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the middle managers, who communicate the meaning of the values through 

behavior, behavior, actions, and words within each group.  

2)  during the operations of each decision mechanism, managers 

actively search for and process information. Search is an adaptive problem-

solving behavior activated by stimuli during the perception process and 

combined with a sequential approach. Stimuli can come from outside and inside 

the organization, encouraging renewal and parallel implementation of 

ambidexterity. 

3) if psychological safety is present in an organization, the 

management treats diversity as a value, which creates an inclusive organization, 

then it increases the organization's renewal and ambidexterity. Because in this 

environment, members dare to voice their opinions and innovate. 

 

As I indicated earlier, since organizational behavior theory is a broad concept, in my 

dissertation, I focus on a slice of it, the search component. This process plays a 

significant role in the mechanism of intervention because it creates a connection 

between top management and strategic renewal methods, as well as ambidexterity. 

Based on Cyert and March (1963) and Heyden (2012), I define search as adaptive 

problem solving that is guided by the behavior, preferences, and biases of the TMT, 

which is activated by stimuli during the perception process and is coupled with a 

sequential approach (Hambrick & Mason, 1984). These stimuli can be manifested as a 

result of external and internal factors (Dobák, 2008), which encourage organizations to 

simultaneously perform exploitative and exploratory activities (Csedő & Zavarkó, 

2019). Accordingly, I consider strategic renewal as a process (Schmitt et al. 2018) and 

interpret it as a corporate capability that determines the organization's ability to respond 

to current and distant changes in the environment by simultaneously performing 

exploitative and exploratory activities (Csedő & Zavarkó, 2019). Accordingly, under 

exploitation and exploration, I use March's conceptual system, where the first unit 

represents known to change and the second element represents unknown change 

(March, 1981). During my research, I did not deeply investigate the entire spectrum of 

the renewal process; I only focused on the search aspect. I chose this component 

because, in my opinion, the cognitive processes and demographic characteristics of the 

TMT provide the basis of the organization, which determines the path of strategic 
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choice, the organizational goals, shared vision, interest, and evaluation systems, 

including the management of diversity itself. has an effect. Accordingly, on the one 

hand, I see that the diversity of the TMT team alone is not enough for organizational 

renewal, and the provision of ambidexterity, proper management, and inclusion of 

diversity and diversity implemented throughout the organization are also necessary. 

After the literature review, I found that only one research in the TMT literature 

examined the underlying mechanisms, meaning, and operation of diversity 

management. The qualitative research examined how 1) the cultural diversity of the 

TMT affects the performance of the organization; 2) how diversity management 

mechanisms affect the organization's performance. The research results showed that 

socialization plays an important role in strengthening the positive effect of cultural 

diversity on performance. In contrast, no relationship was found between organizational 

performance and time spent at work (Lo et al., 2020). 

It is expected that my research will contribute to the further understanding of 

diversity management by examining it in a different context - examining organizational 

renewal, ambidexterity, and TMT theory - which can bring new aspects of diversity to 

the fore by providing information on the TMT diversity management process and 

cognitive and demographic-based information search. I put the emphasis on his patterns. 

In my research, it becomes possible to explore senior management information 

processing patterns from multiple perspectives (mechanisms, orientations, schemes) and 

identify the process and the underlying cognitive processes, demographic 

characteristics, and decision mechanisms. My research is expected to provide 

information regarding additional characteristics of diversity management that have yet 

to be identified so far. In order to further establish the process approach of my 

dissertation, I considered it worthwhile to process the literature on the meanings, 

effects, and processes of diversity. Based on this, I identified the investigation 

methodology and the applied research framework, which proved suitable for analyzing 

diversity-related direct and indirect questions.  
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4 The research framework 
 

In this chapter, I present my research strategy and model, which founded and 

guided the content and technical preparation of my empirical research, the empirical 

data collection, and then the data analysis. I will introduce you. Furthermore, I present 

my applied methods, as well as describe the validity, reliability and the steps I took to 

improve generalizability.  

 

4.1 Elements influencing the creation of a research strategy 
 

The most critical factors determining my research strategy are the following: 

 

1) Based on my primary position in organizational theory, I want to support 

functionalist goals with interpretative tools. 

2) Due to the fact that my goal is to understand the processes and events taking 

place in the present - what the "What...?" and "How...?" type of questions - the 

choice of qualitative methodology is justified (Yin, 2003). 

3) My research questions are partly general 

a. they focus on a single sector, IT solution providers; 

b. they also aim to understand local meanings; 

c. they serve the purpose of a deep exploration of diversity management, to 

achieve which I rely on qualitative tools. It is partially or entirely 

possible to implement this theoretically with qualitative data analysis, 

case study method, and qualitative content analysis research strategy 

(Pataki, 2000). Accordingly, I incorporate qualitative content analysis 

and case study methods into my qualitative methodology; 

d. my research goal is to understand complex interactions, processes, and 

cause-and-effect relationships, to achieve a desirable approach through 

case studies because positivist methods are less suitable for achieving 

this (Pataki, 2000). 

In this chapter, I will touch on the questions with the help of which I can present 

the path that I followed during the research, from the condition of the research question 

to the collection and analysis of the data to the giving of the answers. Although this path 
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appears straight, unobstructed, and linear, it is far from being so (Maxwell, 1996, p. 7). 

When presenting the execution of my research, I rely on Maxwell's (1996) research 

model, detailed below, because this concept vividly presents the interactive dynamics of 

qualitative research. I structure the individual chapters accordingly. 

 

4.2 Carrying out the research 
 

To formulate my research focus and questions and develop my research plan, I 

used Maxwell's (1996) model, which consists of five main components: Research 

objectives, Conceptual environment, Research questions, Methodologies, and Validity. 

In this interactive model, the above components form an integrated, interacting whole 

where the research questions are central. The elements of the model are closely related 

and interact with each other. So their connection is not linear or cyclical. Its purpose is 

that the definitions, concepts, and partial results that are clarified along the way can be 

integrated into another research phase. Accordingly, it enables 1) the research questions 

to be modified based on the results and experiences of the individual steps and intervals; 

2) the conclusions of the research stages running simultaneously and in parallel can be 

used by another research period; and 3) the controlled utilization of new points of view 

and information that arose along the way. I illustrate the relationship between the 

individual components in the figure below (Maxwell, 1996, p. 5). 

To present the implementation of my research, I follow Maxwell's (1996) 

interactive qualitative research model because - as I will present later - my 

understanding of the investigated reports deepened and consequently changed during 

my work. As a result, the conceptual environment of the research changed, and my 

priorities changed in terms of what is important and less important to me, as well as the 

methodology I chose. This process can be considered natural during qualitative research 

because, at the beginning of qualitative research, the researcher still needs concrete 

clues as to what kind of data he will actually get during the data collection (Gelei, 

2006). A relevant characteristic of qualitative research is this interactive dynamic, 

which Maxwell's model perfectly represents. The structure of the individual additional 

chapters and subsections is done accordingly. 
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Figure 11: Interactive model of qualitative research implementation 

Source: Maxwell, 1996, p.5 

 

4.3 Research objectives 
 

According to Maxwell (1996), three goals can be distinguished: personal, 

practical, and research. In the following, I will present these goals for my PhD research. 

 

4.3.1 Personal goals 
 

Topic selection.  

For the past 20 years, I have worked in a domestic and international 

environment. I spent 8 years at domestic IT companies, initially as a business analyst 

and later in middle management positions. During the years spent in the sector, it was 

possible to closely observe and get to know the defining technological solutions, market 

trends, company strategies, decisions and the necessary skills, the companies' diversity 

policy, and the actual diversity of the workplace. 

As a middle manager, I repeatedly experienced the challenge of adapting to 

radical changes in the external environment through the support of managers and the 

development projects I managed. Thus, in the course of my work, on the one hand, I 

gained experience during successful and less successful strategic renewal attempts, the 

appropriate or insufficient choice of the search patterns that form their basis, as well as 

the destructive and disruptive effects of diversity and inclusion, which supports and thus 
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encourages, as well as the destructive and disruptive effects of a toxic environment. My 

positions at medium-sized organizations operating in the domestic market allowed me 

to observe and compare these companies with different perspectives and demographic 

and cognitive diversity. On the other hand, in many cases, as a woman in the minority in 

the development team, I faced challenges several times in the field known to be 

dominated by men. 

 

Choice of methodology. 

 

I have always been attracted to learning about cultures and communities with 

individual characteristics, which form a relatively independent unit through their values, 

ideological systems, operations, and activities. The most appropriate tool for this is the 

ethnographic methodology, which enables learning about cultures, subcultures, 

organizations, and organizational units. At the same time, on the one hand, my 

opportunities became limited due to the situation that arose in connection with COVID-

19. On the other hand, I did not properly assess the potential and limitations of the 

methodology, so instead, I chose a case study methodology based on qualitative 

interviews, which, in my opinion, fits better with my research questions (I will write 

about this later). 

 

Choice of methodology. 

I have always been attracted to learning about cultures and communities with 

individual characteristics, which form a relatively independent unit through their values, 

ideological systems, operations, and activities. The most appropriate tool for this is the 

ethnographic methodology, which enables learning about cultures, subcultures, 

organizations, and organizational units. At the same time, on the one hand, my 

opportunities became limited due to the situation that arose in connection with COVID-

19. On the other hand, I did not properly assess the potential and limitations of the 

methodology, so instead, I chose a case study methodology based on qualitative 

interviews, which, in my opinion, fits better with my research questions (I will write 

about this later). 
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Sample selection. 

In the latter part of my career, I worked as a project manager and consultant at 

domestic and international IT organizations. Accordingly, the field of IT is at the center 

of my interest as a specialist field. During these years spent in an environment with a 

similar profile but with a different structure and culture, I had the opportunity to learn 

about the decision-making mechanisms of individual organizations, the management of 

diversity, the process of building it into a strategy, and how to implement it in the 

organizational environment. Through my experience in an international environment, I 

had the opportunity to observe and compare these phenomena with representatives of 

countries with different cultures. Over the past few years, I have developed the need to 

use scientific methods and methods to investigate how and what causes the responses to 

changes, and the differences in diversity policies can be traced back to the fact that we 

are talking about a local market. This personal interest and motivation served as the 

guiding thread for the topic selection of my dissertation. 

 

4.3.2 Practical goals 
 

My Ph.D. research also served practical purposes; my motivation is twofold: on the 

one hand, I want to draw the attention of domestic small and medium-sized IT 

companies to the contribution to long-term sustainability goals supplemented by other 

enlightened practices and concepts. All of this is important for IT organizations - as for 

all businesses - because they must simultaneously be able to operate as efficiently as 

possible in the present (exploitation) and to look for and innovate new opportunities 

(exploration), which ensure successful long-term operation (Duncan, 1976; March, 

1991). Stability is required for effective operation; flexibility is required for exploration, 

as it generates organizational change (Csedő, 2006). Accordingly, the goal of change 

management is organizational renewal (Csedő & Zavarkó, 2019). Successful change 

management requires an inclusive atmosphere, supportive leadership, and respect for 

diversity. Without this, organizational renewal fails and has harmful consequences (Vito 

& Sethi, 2020). On the other hand, although the literature on top management theory 

pays a lot of attention to TMT diversity, a deeper level analysis of the management, 

role, and significance of diversity and inclusion is an area that has been less researched 

so far (Lo et al., 2020). 
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4.3.3 Research objectives 
 

My research goal, with the thesis, is to reveal 1) the importance of diversity in 

the value system of IT organizations and their senior managers and to what extent their 

(demographic and psychological) diversity influences this; 2) how workplace diversity 

(which includes the managerial layer's conception and understanding of diversity) 

influences the organizational information search patterns within the organization, which 

are part of the strategic renewal and ambidexterity, and according to which patterns 

these effects can be grasped. In this way, a deeper understanding of senior management 

work, the management of diversity, renewal, and ambidexterity in organizations, as well 

as the underlying processes. 

Due to its wide-ranging nature and diversity, the topics are investigated by many 

scientific fields. I examine the issue primarily through the lens of management science, 

particularly its concepts, and tools. Since management science researchers, including 

senior management theories and diversity research specialists, pay little attention to the 

issue, I am trying to build a bridge between the scientific fields from this direction as 

well. 

With my dissertation, I would like to enrich the dialogue about the diversity of 

organizations. My goal is to help find "win-win" solutions that benefit everyone. 

Because I believe in a kind of world where people mutually recognize each other's 

abilities and human qualities, are free of stereotypes, accept each other's differences at 

the organizational and group level, regardless of affiliation, have equal opportunities for 

appointment and promotion, and management teams based on mutual benefits they 

work together. However, as we will see, despite the initiatives, we still have room for 

improvement in terms of the diversity categories I examined, age, and gender diversity. 

That is why I consider it necessary to investigate the managers' perception of diversity 

and its organizational implementation. 

The research so far mainly focuses on how the diversity of managers is related to 

the company's performance, renewal path, and ambidexterity. However, with the 

exception of one research, I did not find any literature that examined the opinion of top 

management on diversity management and its implementing elements. 
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Based on the above, I will present the conceptual framework of my dissertation, 

my research questions, the methodologies used, and the validity based on Maxwell's 

(1996) model. 

 

4.4 Research questions and assumptions 
 

In this chapter, based on Maxwell's (1996) model, I review my assumptions of 

the conceptual framework presented above, thus, its effects on my dissertation and the 

topic of my research questions. The characteristic of qualitative research is that it starts 

with an open question with a loose theoretical framework, which is not directly linked 

to a specific assumption. These assumptions are formed, shaped, and formulated during 

the process of research work. It is characterized by progressive focusing, during which 

the focus of the research is continuously clarified, thanks to the fact that the questions 

related to the research problem are formulated on the fly. That is why, although 

planning plays an important role in this type of research, it does not determine the 

research steps (Szokolszky, 2004). In the literature, many qualitative researchers 

formulate propositions during theorizing and analysis, the role of which is similar to the 

assumptions of qualitative research (Maxwell, 1996, Miles & Huberman, 1994). 

 

4.4.1 Formulation and clarification of the research question 
 

When formulating the research plan, after reviewing the literature, I found that 

the literature examining the upper echelons theory examined less diversity management, 

top management's views on diversity, and its effects on organizational renewal and 

ambidexterity. Basically, I turned to all three topics with great interest, the foundations 

of which - as I mentioned earlier - were provided by my supervisors’ research, professor 

Emeritus Dr. Miklós Dobák and Professor Dr. Henriett Primecz, in these topics or 

closely related to these topics.  

 

When planning the research, my starting research questions were the following: 
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KK 1: How is the diversity of managers related to strategic renewal and 

ambidexterity? 

KK2: How is the diversity of top managers related to the search patterns that 

form the basis of decision-making processes? 

KK3: How does diversity as an organizational value affect strategic renewal and 

ambidexterity? 

 

Each question aims to examine the role and significance of diversity, focusing on 

organizational diversity, its management, renewal, and ambidexterity. 

The goal is to explore the relationship between individual research areas, to 

increase the evaluation and appreciation of diversity, with particular regard to gender 

and age diversity, the role of women in IT as software developers and managers, and to 

reduce the negative beliefs, emotions, and prejudices associated with them. I hope that 

during my research, I will be able to uncover factors that will serve as the building 

blocks of the topic. Overall, therefore, I examine the existing organizational and social 

reality from an objectivist scientific-philosophical standpoint, but at the same time, my 

research also includes an effort to understand. Accordingly, my research work is of an 

exploratory nature, as I not only aim for a mere description but also investigate why the 

investigated phenomena exist. 

 

I have broken down the three main questions of my research into additional 

questions as follows, which we can see are closely connected77:  

 

Partial questions of KK1: 

 How does management (TMT) diversity (demographic and cognitive) affect 

organizational renewal and ambidexterity? 

 How does the diversity of managers at different hierarchical levels affect 

organizational renewal? 

 What is the relationship between the direction of renewal of each 

organization (bottom-up/top-down) and the profile of the examined 

individuals? 
 

77 In accordance with the topic of my dissertation, all my questions refer to a domestic medium-sized 
organization operating in the IT sector - in a dynamic environment - which, due to the preliminary 
foundation of the topic, I did not consider necessary to highlight for each question. 
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Partial questions of KK2: 

 

 How does the CEO's individual profile affect search? 

 What effect does the diversity of TMT members have on the search? 

 What is the impact of search on organizational renewal? 

 

Partial questions of KK3: 

 

 What is the meaning and significance of diversity for the examined 

individuals? 

 What are the means by which diversity is implemented in the examined 

organization? 

 What is the impact of the TMT members' diversity policy on the 

ambidexterity and renewal of organizations? 

 What is the relationship between the renewal direction of each organization 

(bottom-up/top-down) and the individual diversity policy of the examined 

individuals/the diversity policy of the organization? 

 

Based on the above, I created the following model related to my research question: 

 

 
Figure 12: Research model 

Source: My own editing 
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4.5 Methodological choice and its justification 
 

In accordance with my research goals and questions, my research is primarily 

based on a case study methodology based on qualitative interviews. According to the 

recommendation of Yin (2003), I chose several organizations as the subject of the case 

studies since the literature considers studies based on several cases to be more 

grounded. The advantage of qualitative research over quantitative research is the 

inductive approach. Instead of numbers, it focuses on characteristic situations, 

individual people, and words (Maxwell, 1996:17). The aim of the qualitative 

methodology is to explore and describe the experience, and unfold and interpret the 

reports, which provide a deeper insight into the processes and contexts examined (Yin, 

2011). With its help, research subjects can make their voices heard. Based on Maxwell 

(1996, p. 17), the qualitative methodology is suitable for: 1) causal knowledge of the 

world of meaning, perspective, and behavior of the participants; 2) understanding a 

given context and, related to this, exploring how this environment affects the actions of 

the participants; 3) to identify unexpected phenomena and effects and create a grounded 

theory based on the latter; 4) to understand the processes behind events and actions; 5) 

to explain causal explanations (Maxwell, 1996, p. 17-20). Based on the above, it can be 

concluded that qualitative research is the appropriate methodological choice for the 

main topic of my research. 

A case study is "empirical research that examines a given phenomenon embedded 

in its real environment, especially in cases where the boundary between the 

phenomenon and the context is blurred" (Yin, 2003, p. 12-14). The case study is a 

popular qualitative methodology, the purpose of which can be the construction and 

testing of theory and the in-depth understanding and processing of the local context 

(Yin, 2003, Szokolszky, 2004). This is due to the fact that the case study presents 

special cases, which gives the opportunity to explore and take into account the 

relationships and interactions between the cases and their context (Yin, 2011). 

Case selection is a process in which the researcher makes a sampling decision, 

namely choosing when and where to conduct the research, who to talk to, and what 

sources of information to focus on (Maxwell, 1996). Consequently, the case selection 

indicates what the researcher considers interesting and important and what kind of case 

he can use to answer his research questions. The case can represent a unit of 
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investigation, which can be a location, program, behavior, act, or specific individuals 

(Beck-Bíró, 2009), which results in single-focus data collection and analysis. This is in 

contrast to multi-focused, nested data collection and analysis, where several units of 

analysis can be defined within a case. In this case, the main focus is represented by the 

overall whole, within which several mini-focuses are defined. Based on the above 

criteria, a matrix containing four cell plan types is created: 1) unified, holistic plan; 2) 

multi-case holistic plan; 3) single embedded plan; 4) multiple nested plans. 

(Szokolszky, 2004). Yin (2011) also draws attention to the fact that a case study that 

includes several cases enables a more grounded procedure and conclusions that can be 

drawn. 

Based on the above, the behavior, the action, the specific individuals, and their 

underlying decision-making mechanisms are considered cases for my Ph.D. research. 

Accordingly, on the one hand, IT organizations are the main focus, which includes 

several embedded analysis units - information collection of TMT members, diversity, 

diversity management methods, renewal paths, and ambidexterity. On the other hand, 

my case study includes several cases in order to achieve more comprehensive research 

goals. So, based on Szokolszky's (2004) grouping, I need to follow the multi-case 

nested plan. 

The methodology used in my research is the case study methodology based on 

qualitative interviews. At the beginning of my work, my original idea was to conduct an 

ethnographic investigation with conversation analysis and field diary writing. Both 

external and internal factors deviated from the realization of my plans. During the 

beginning of the research, COVID-19 started, which completely prevented me from 

conducting research based on direct observation and active participation. Moreover, 

after recording the data, the processing of the data with coding in the analysis phase 

brought the expected success because the patterns and my understanding of the 

investigated phenomenon also crystallized. Atlas.ti helped me identify the individual 

patterns and explore the relationships between the codes because it effectively shed light 

on the correlations between the elements. Thanks to this, I was able to run several 

comparisons and reports. 

Due to my original methodological commitment, I find it necessary to say a few 

words about the difference between ethnographic research, conversation analysis, and 

other qualitative methods. Organizational ethnography is based on the search for 
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socially shared and acquired local knowledge, which is why it is a valuable 

methodology from the point of view of management and organizational research 

because it enables entry into the researched organization and access to the experiences 

of managers and other organizational members (Vesa& Vaara, 2014). Overall, it is the 

embodiment of the hermeneutic paradigm, the essential element of which is the 

participant observation method, which enables the researcher to become a part of the 

investigated culture and its processes, to know and understand them from the inside. 

The method of data collection is field notes, which the publication presents in a 

selective and interpretive manner (Szokolszky, 2004). Conversation analysis and field 

diaries are closely related to this. The essence of the first is the recording and qualitative 

analysis of everyday conversations. Its purpose is to identify the patterns found in the 

dialogues, then explain and prove them explicitly. And the field diary enables 

continuous analysis (Szokolszky, 2004). One of the roots of the case study leads to the 

social sciences, including ethnography, because, as we saw above, ethnography focuses 

on cases and complex phenomena. However, in the case of ethnographic research, the 

case is usually not related to the individual but to the level of culture and society, which 

must be explored in detail (Szokolszky, 2004). 

Qualitative research is characterized by interactivity, an inductive approach, 

flexibility, and reflexivity, and the following findings: 

 its starting points are broader research questions; 

 the direction of the conclusions is inductive or abductive; 

 the role of measurement is not important; 

 sampling is non-probability type; 

 the purpose of sampling and research is deeper knowledge and 

understanding; 

 the number of elements in the sample is small; 

 the research is value-driven and biased; 

 the research process is flexible; 

 the standardization of research is low; 

 the essence of the analysis is the description and understanding of the 

phenomena embedded in context, preserving their uniqueness; 

 during its presentation, stories are presented with quotes; 
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 the assessment of quality is based on credibility (Mitev, 2015, p. 35). 

 

 Based on all of this, considering the researcher's findings, I classify my research 

as qualitative research. 

 

4.5.1 The researcher role 
 

Considering the nature of my research, in accordance with the methodological 

requirements, one of my key goals was to constantly make myself aware of my role as a 

researcher during the processes, the interpretation of the data, and the formulation of the 

results. Based on Maxwell (1996), throughout my work, I paid attention to formulating 

the question, "How do I influence the process and the results?" During this process, I 

formulated my thoughts at several steps of the research: 1) I presented in detail the 

personal aspects of my research decisions (see, for example, chapter 4.3 Research 

objectives); 2) during the work process, I kept a research diary, with the aim of 

articulating the thoughts and presuppositions that formed in me related to the 

investigated phenomenon, and 3) when formulating my research results, I strove to 

display my thoughts explicitly. 

In connection with my role as a researcher during my work, especially in the 

initial stages, establishing a trusting and open relationship with the interviewees was a 

challenge at several points, as this was a key role in obtaining information, its 

reliability, and validity. Part of my role as a researcher was that, like the interviewees, I 

myself work in an IT organization in a middle management position, which 

significantly justified my interest in the topic. As a result, there were parts of the 

interview when I put myself in the situation told by my interviewee, or I had an 

individual perspective on the given situation based on my past experiences. The above 

processes significantly facilitated my analysis work. I believe that in several cases, 

neither a single context nor a single situation was unfamiliar to me. At the same time, 

on a professional level, I no longer had a connection to the field, which as a common 

background, would have adversely affected my analysis or the interviews. 
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4.5.2 Data collection 
 

In the following chapters, I will describe the data collection and data processing 

process related to my dissertation, which I wanted to implement with the help of a case 

study methodology based on qualitative interviews and qualitative content analysis. 

 

4.5.2.1 Research field and sample selection 
 

My research goal is to explore diversity in domestic IT organizations and, related 

to this, organizational renewal and ambidexterity, and to examine the meaning of 

diversity. In order to explore the possible background mechanisms, I chose the CEOs, 

top managers - where I had the opportunity - and middle managers of domestic IT 

organizations as the field. According to Hambrick and Mason (1984), organizations are 

a reflection of their top managers, as the TMT determines the company's development 

trajectory through the preferences, behaviors, and abilities embodied in their strategic 

decisions (Cyert & March, 1963; Hambrick, 2007; Heyne, 2012). Mor Barak and his co-

authors (2021) and Tatli and Özbilgin (2009) highlighted that the attitudes of middle 

management regarding diversity and equality are just as important as those of senior 

managers, as they play a significant role in the practical implementation of this 

approach (Mor Barak et al., 2021). Regarding organizational renewal and ambidexterity, 

the literature places great emphasis on cooperation, the behavioral integrity of the TMT 

team (Tarody, 2021), its entrepreneurial, planning, and implementation skills 

(Hortoványi, 2012), as well as the involvement of different levels of the organization's 

hierarchy in the into processes of strategic renewal (Schmitt et al., 2018). 

Based on the above, senior managers play a key role in understanding the 

phenomena I am examining since their chosen directions and decision-making paths 

determine the organization's behavioral patterns and development trajectory. 

Accordingly, in agreement with Hambrick and Mason (1984), I see organizations as a 

reflection of top managers. In my opinion, the demographic and cognitive diversity and 

personal profile of each manager impact the decision-making mechanism of each 

manager. In addition, like Mor Barak and his co-authors (2021), I believe that middle 

management has an important role in implementing individual views. 
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Overall, I tried to include different levels of the corporate hierarchy in my 

research, as diversity and its organizational management and evaluation typically appear 

differently in individual units. Consequently, my research focus included both low and 

high levels, as my goal was to explore how the individual strategic and management, 

i.e., top-level decision paths, issues related to diversity are validated and realized in 

practice, i.e., how they are implemented and enforced in senior management and trickle 

down to lower levels. My latter endeavor failed due to the lack of management support 

for the lower levels, a small sample size for the middle management level, and the lack 

of time at my disposal, which is why the corporate TMT is found in my research. 

 

4.5.2.2 Information technology market background 
 

The previous operation of information technology (IT) systems was characterized 

by the "buy it and build it yourself" principle. Hardware and software had to be 

procured to run the business applications that supported the company's operations. In 

most cases, the hardware elements, i.e., the server and storage, were installed at the 

company's premises, and they provided and operated the necessary environment. The 

requirements for software such as operating systems, security solutions, and database 

managers at this time were ease of use and simplicity. The organizational unit 

responsible for IT carried out their installation, system maintenance, maintenance, and 

necessary repairs, as well as the procurement of the necessary solutions. As a result, 

these sections had their own budgets. This model of using information technology is 

called on-premise. The disadvantage of the model is that companies have to bear the 

additional costs of building and maintaining the IT system, which requires significant 

financial and personal investment. On-prem providers included, for example, Microsoft, 

SAP, and IBM. 

At the beginning of the XXI century, Amazon introduced its web-based retail 

services. It was the first major store to target 10% capacity utilization. The Cloud 

Computing Infrastructure Model made it possible to increase the efficiency of computer 

capacity, and the cloud-based service introduced in 2006 gave birth to a new model of 

IT solutions. In the following years, Google, Microsoft, IBM, Apple, etc., became 

followers of the new direction. Thanks to the new solution, companies had the 

opportunity to use IT solutions remotely. Hence, they no longer had to store data or run 
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applications on their own systems but could simply access them as part of a service 

available via the Internet. This model is called cloud computing (Mell& Grance, 2011; 

Furht & Escalante, 2010).    

One of the advantages of cloud-based computing is that the user does not have to 

manage his own system, so he does not have to take care of the entire infrastructure. 

The customer uses the service based on the analogy of electricity use, and the service 

provider takes care of building and managing the data center, the necessary software 

and hardware devices, and security (Marston et al., 2011). 

The popularity of cloud-based models is growing exponentially, and new services 

such as Salesforce, ServiceNow, Neptun, Prezi, Dropbox, and Google have appeared on 

the market. At the same time, former on-prem computing providers such as IBM, 

Microsoft, and SAP recognized the potential of cloud-based services and began 

repositioning themselves as cloud providers. 

 

The examined companies 

 

According to my original idea, I also wanted to include small businesses in my 

research. However, during my research on small businesses, it became clear that the 

everyday struggles of small businesses distract company managers' attention and 

financial resources to such an extent that we cannot talk about diversity goals at all. 

Company A It was founded in 2016 as part of a group of companies. The Zrt deals 

with the development, parameterization, and support of the Administration system. The 

organization structure can be considered flat; there are 5 directors under the CEO, of 

which 3 are supporting, and 2 of them deal with the development of the product 

universe and customer support. The organization consists of 110 people. Its seat is 

located in Budapest. A significant part of its clients consists of state institutions. The 

company also formulates goals related to social responsibility among its goals, within 

the framework of which they implement functions in their system that provide more 

learning opportunities for children belonging to the poorer strata of society. According 

to Céinformation, the company's sales revenue in the previous year exceeded EUR 32.5 

million. 

Company B Founded in 2003, its activities range from consulting through 

development and testing to complete project management. As part of this, supporting 
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customers in the digital transformation is a corporate goal. For this, a team of 170 

experts provides the necessary professional knowledge, which, due to the specific 

nature of the company, also includes subcontractors. According to the data of the 

Company Information, the number of employees of the Ltd. in August 2022 is 83 

people. The organization has three offices, its central office is in Budapest, and the other 

two outsourced sites are located in the countryside and abroad. The organization is 

represented by a team of seven people in the countryside and two people abroad. 

Basically, the company divides its activities into three industry streams. Norbert, the 

owner, leads the areas related to production and foreign markets, which mainly are 

organizations operating in the financial field, mostly insurance companies and banks. 

The other two areas belong to the area called enterprise by the company, which includes 

other large companies. The third sector includes utility and media companies. Based on 

Norbert's presentation, the company has four types of competence: development, 

testing, business intelligence, and consulting. A significant part of the sales revenue, 

85%, comes from Hungary, the amount of which, according to the company 

information, is nearly HUF 2 billion. The organization's strategic goal is to boost 

exports in the long term. An important element of the company's strategy is that they 

strive to be able to offer innovative IT solutions to their partners every year, which is 

why the company pays special attention to automation and various areas of robotization, 

including the automation of the process and software testing, which they also support 

you with an in-house developed product. 

Company C Founded in 2000, the company primarily deals with software 

development. Still, they mostly define themselves as digital product developers, which, 

according to the company, means that they not only develop software but also validate 

the needs of customers and the product idea with the aim of making it marketable and 

viable. create a product. The company's portfolio also includes complex business 

planning and consulting. The company is headquartered in Budapest and has two 

smaller outsourced offices, one of which is located in the countryside and the other 

abroad. The team of the rural office consists of 25 people, and the organizational unit 

abroad consists of 15 people, the expansion of which is planned in the near future. On 

the websites of the group of companies, the statement of the goal, according to which 

they want to make the web a better place, appears on several occasions, to which a 
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declaration of faith related to the product is attached. Based on the data of the Company 

Information, the company's sales revenue in 2021 exceeded HUF 1.5 billion. 

Company D was established in 2014 and is headquartered in Budapest. Its 

activities range from application development to architecture design to IT security and 

consulting. In connection with this, the company has set a goal that customers can use 

their developed applications in the shortest possible time. The Company Group has a 

team of 190 professionals who carry out their activities in one of the three core areas of 

the organization. One of the areas is labor hire, which includes roughly 60 people, 

mostly IT specialists, project managers, and business analysts. The other big area is the 

development of unique software. The third area deals with the development of contact 

centers, which include network engineers and software developers. According to data 

from the Company Information Database, the company realized net sales of more than 

HUF 3.5 billion in the business year ending last year. 

 

4.5.2.3 Sample size, and composition 
 

After defining the organizational levels and industry that served as the research 

field, the next important step was to compile the sample. Due to the nature of qualitative 

research, the sample selection is theoretically motivated, which means a small-sample, 

context-embedded investigation (Miles & Huberman, 1994; Bokor, 2000; Gelei, 2002). 

At the beginning of my work, also guided by a personal driving force - strengthening 

the position of women in the IT sector - my goal when compiling my research sample 

was to enforce similarity along company characteristics and diversity in terms of 

personal characteristics. 

I defined three company characteristics, in terms of which I strove for similarity: 

- examined sector: suppliers of IT solutions; (The characteristic of the industry is 

the turbulent environment, which proves to be a suitable field for examining 

ambidexterity and organizational renewal as well.) 

- company ownership: Hungarian; 

- company size: medium size. 

 

For the sampling, on the one hand, I sent an introductory e-mail to 37 companies 

using data obtained from the OPTEN database. I pre-filtered the data extracted from the 
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OPTEN database in accordance with my research plans and carefully checked that the 

enterprise category of the organizations selected for the sample was a medium-sized 

enterprise. This was ensured in accordance with legal regulations. According to this, 

medium-sized enterprises are those enterprises that "employ fewer than 250 people and 

whose annual turnover does not exceed EUR 50 million, or whose annual balance sheet 

total is HUF equivalent to a maximum of EUR 43 million"78. In the introductory e-mail, 

in addition to a short professional introduction, I explained the topic, purpose and 

research framework of my doctoral research, and I also requested a personal meeting, in 

the framework of which I can present my research in more detail. Most of the e-mails 

on the websites were assigned to one center, but at the same time, the reply messages 

already came from company managers, office and HR managers, and specialists. 9 

companies responded to my request, 6 of which were not open to joint work, and 3 

organizations asked for a detailed scenario and description of my topic before accepting 

the meeting. After sending it, they were open to a personal conversation. The invitations 

were sent out in the spring of 2019, and the meetings were scheduled for May 2019. 

However, in the meantime, face-to-face meetings could not occur due to COVID-19, so 

the introduction and interview took place online. Based on the request of my 

interviewees, we conducted the interview on the Microsoft Teams communication 

platform in all cases. 

On the other hand, I used the snowball method for sampling, the essence of which 

is that we reach the next person through a targeted person, who recommends the next 

one and so on. The word snowball refers to the gradual accumulation, as individuals 

already reached suggest additional individuals. Primarily suitable for exploration 

purposes and can be used in difficult-to-access layers (Szokolszky, 2004).This was done 

using my network of contacts. At the time of sampling (summer of 2020), I worked as a 

senior product manager at a Hungarian-owned IT development organization. The 

company belongs to a company group whose main activities include IT development 

and the delivery of IT solutions. Thanks to the intervention of my director at the time, I 

was able to send an introductory e-mail to the organizations dealing with IT 

development within the company group, which included a brief description of the topic 

of my doctoral research, its purpose, and the research framework. Within the company 

group, the CEO of one of the organizations was open to a personal meeting and 

 
78 XXXIV of 2004 Act § 3 (1) 
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interview. With his help, I was also able to interview the other top managers of the 

organization on Teams. 

 

In connection with the above, I defined five additional characteristics along which 

I sought diversity: 

 

- Gender: female versus male; I only managed to partially achieve my original 

goal in this regard because I only managed to find women working in the HR field from 

the top management circle; 

- Classification according to age: 34 and under versus 34-40 versus 40-50 versus 

50 and over – according to a construction developed along social units, behind which on 

the one hand that category of diversity, on the other hand, the range of lived 

experiences, and on the third hand changing career goals may appear as age progresses. 

My original goal was not achieved in this regard, as I could not find any professionals, 

middle or senior managers working in the IT field under the age of 30, so I slightly 

raised the age limit of the young category; 

- Clientele: public versus market player (in terms of the market player, we can talk 

about SMEs, large companies and multinational organizations) - according to my 

assumption, the significance and meaning of diversity can be influenced by the 

characteristics of the partner companies; 

- Position in the organizational hierarchy: CEO versus senior managers versus 

middle managers - I assume there is a correlation between the leadership level in the 

organizational hierarchy and diversity and ambidexterity 79.  

- Number of subordinates: -10 versus 11-20 versus 21-40 versus over 40 –

according to my assumption, there may be a connection between diversity, its meaning 

and management, and the position's responsibility. 

- Education: college, university, postgraduate, Ph.D. versus graduate; since all my 

interviewees studied in higher education institutions, I was mostly curious about who 

was not employed in their profession. 

 

The pattern was as follows: 
 

79 All of the organizations are flat organizations with a maximum of 3 management levels, where the third 
level does not represent a group, but professional management. During my investigations, I did not 
examine the matrix organizations operating in connection with project work. 
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Table 11: Sample composition 

My own editing 

In my research, I performed a case-oriented analysis: I examined diversity (in 

terms of individual and organizational politics), ambidexterity, organizational renewal, 

and decision-making, as well as their impact on each other. Based on the interviews 

with my sample of fourteen people, I was able to identify 127 cases, of which twenty-

five cases are related to the individual's profile, forty-two to diversity policy, fifteen to 

renewal, eleven to ambidexterity, and thirty-four to decision-making. 

 
Table 12: Processed cases by subjects  

My own editing 
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As shown in the table above, an interviewee is associated with a minimum of one and a 

maximum of nine.  

 

4.5.2.4 The process of data collection 
 

The main data collection tool of my dissertation was the qualitative interview 

(Kvale, 1996), which can be used to identify the events related to the important events 

identified by the individual, and also gives the opportunity to formulate the thoughts 

and feelings of the interviewee. The interviews mainly consisted of four main focuses: 

on the one hand, the elaboration of what diversity means to the subject. On the other 

hand, the collection of situations and cases that show the appearance within the 

organization - negatively or positively. Thirdly, in the case of senior managers, what is 

the effect of diversity on the search for information? Fourthly, the exploration of the 

impact of the above on the organization's ambidexterity and renewal through the 

cognitive diversity of its members. In terms of content, my chosen interview’s second 

focus strongly approached the ethnographic interview. However, at the same time, the 

entire interview was still closer to the thematic interview (Szokolszky, 2004). The 

characteristic of these interviews is that they collect data on personal experiences and 

views related to a specific topic. The interviews revolved around two specific, limited 

topics: 1) the meaning of diversity and its individual and organizational interpretation 

and individual experiences related to it; 2) experiences and views experienced in 

connection with organizational renewal and ambidexterity and their impact on the 

organization. The interviews I conducted were based on a previously compiled 

interview plan. At the same time, the individual interviews showed significant 

differences depending on the role and work experience of the subjects in the 

organizational hierarchy. I conducted interviews with the subjects of my research 

sample, which I recorded on a dictaphone. The transcription of audio materials I 

prepared was based on Szokolszky's (2004) instructions, which, in addition to the 

verbatim recording, included, for example, the recording of pauses, emphasis, and the 

marking of prolonged sounds. After that, I read the transcript while listening to the 

interview recordings again, checked the reliability of the transcript, and then analyzed it: 

I searched for similar samples and coded them, for which I used the content analysis 

software Atlas.ti. 
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Due to the semi-structured nature, not every question came up in every interview. 

For this reason, one code has more interviews, and the other has fewer interviews. At 

the same time, the value of the codes belonging to fewer interviews will not be lower 

because, in many cases, they shed light on significant factors and contexts. I did all this 

with the help of the content analysis software, where the coding was done in relation to 

the current sections of the typed materials. My analytical work was greatly supported by 

the fact that the passages classified into the same codes were placed in a group, a 

"subfolder," where they could be read back later. 

I built my analysis around four main issues: the exploration of the demographic 

and psychological diversity of the interviewees, thus the widest possible identification 

of upper and lower-level diversity elements. Closely related to this, I tried to assess the 

organizational management of diversity, meaning creation and understanding as a 

process exploration within each company. Thirdly, the effect of managerial cognition on 

organizational renewal and also on ambidexterity. 

 Qualitative research is characterized by data collection and the analysis process 

taking place in a parallel, iterative manner (Huberman & Miles, 1994; Maxwell, 1996). 

During the process of data analysis, my content focus was constantly formed and 

transformed. I included several concepts and diverse perspectives in the study: 1) 

psychological safety, inclusion, and search;2) in addition to information/decision-

making perspectives, the inclusion of relational demography approaches in the analysis 

also seemed necessary. At the beginning of my research, I set myself the goal of 

conducting 8-10 interviews. In the end, I conducted 14 interviews (of which, during an 

interview with a subject, my recorder did not work properly, the recorded audio became 

unintelligible, so no transcript was made, and the subject was not open to re-recording 

the interview; I interviewed one subject twice; And 2 subjects did not have senior 

management authority. Although my initial plans included involving people at the lower 

levels of the organizational hierarchy in the research, I was not able to do this due to the 

lack of management support and the time available to me). During my work, I tried to 

take into account the points formulated by Neely and his co-authors (2020) in their 

critique of top management theory: 1) exploring a more direct and deeper examination 

of cognitive processes, with which I can reveal the relationship between managerial 

cognition and the company's actions; 2) mitigating the distorting effects based on self-

evaluation and uncovering deeper personality traits, which I tried to achieve - where I 
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had the opportunity - by exploring the insights and feelings of the TMT members about 

the CEO. 

Glaser and Strauss (1967) pointed out that data collection and data analysis is a 

circular process that lasts until theoretical saturation is reached, i.e., until the point after 

which additional data and cases no longer contribute significantly to the understanding 

of the given phenomenon. They enrich the theoretical concepts and framework. In my 

opinion, I have reached theoretical saturation in terms of the examination of domestic IT 

organizations related to diversity. At the same time, on the one hand, I paid no attention 

at all to the examination of several diversity categories (e.g., race, disability, sexual 

orientation, religion and belief, citizenship, and marital status). There were several 

reasons behind this (I will write about them in more detail later): 1) my interviewees 

mostly highlighted the gender and age diversity categories during the interviews. 

Insights and social responsibility related to the disabled were mentioned in only one 

case. Neither the Roma nor those with a different sexual orientation were singled out as 

a target group or mentioned category by any of the subjects. That is why, as a 

continuation of my research, the research can be extended to another sample - extended 

diversity categories, not a managerial sample; 2) the analysis of all highlighted 

categories significantly exceeds the scope of my dissertation, but at the same time it can 

provide additional interesting information about the perception and nature of the 

meaning of diversity in Hungary. 

 
Figure 13: The process of data collection 

My own editing  
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At the beginning of my research, I was aware that my interviewees could provide 

me with a limited time frame due to their position. Therefore, I planned to conduct pilot 

research with one interviewee, ensuring that there was no need for additional rounds or 

the use of managers. The interview with the requested subject was completed, and after 

analyzing it, I clarified and supplemented some of my questions while modifying 

others. After that, I returned to my interviewee for the second round of interviews. 

 

4.5.2.5 Qualitative interview 
 

The semi-structured interview is based on a pre-developed interview plan. In this 

genre, the interviewer allows space for the interviewee's thoughts, and answers 

according to his own discretion, knowledge, and insights related to a given topic to be 

explicitly explored. At the same time, in addition to the strong control of the 

interviewer, mixing open and more limited questions makes it possible to map the 

implicit part of knowledge (emotions, motivations, interpretations). In the case of semi-

structured interviews, if new topics are formulated during the interview process that 

seems important to the researcher, the researcher can return to the interviewee with the 

aim of collecting the missing information or data (Szokolszky, 2004). 

 During the data collection process, I used a semi-structured interview. The 

duration of each conversation ranged from 45 to 60 minutes. Before starting the 

interviews, I briefly introduced myself and verbally explained my research goals, the 

course, the process, and the processing of the research. After that, the interview began, 

in the first part of which I asked each of my research subjects for demographic data and 

the names of the main stages of their career path. I kept the names of my interviewees 

and their organizations confidential and did not make them identifiable to others. In 

later chapters, I will refer to them with the pseudonyms indicated in Table 15 with the 

aim of establishing reliability with subsequent retrievability. 

Initially, the interviews focused on the subject's insights related to diversity, 

renewal, and ambidexterity: how it appears in the organization, what measures were 

taken for its successful implementation, what memorable event is related to it, and what 

effects it had. I started my research with a pilot interview, during which it became clear 
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that the set of questions compiled earlier was insufficient to achieve my goals, so I had 

to supplement them with additional questions. I found that a significant part of the 

subjects approached the issue of diversity very cautiously; in fact, they did not explicitly 

talk about their relationship and experiences related to diversity. Therefore, with the aim 

of exploring this, I included the following question in my questions: "What does 

diversity mean to you?". Thanks to my pilot interview, diversity is the main topic of my 

dissertation, which we returned to several times during the interviews. 

My research is based on a – expanded during the research as described in the steps 

above – I continued with a question outline, which can be found in the Appendix of the 

dissertation. I saw my questions as a kind of compass, which my current interviewee 

could supplement based on what he had to say and his insights. The questions used 

during interviews can be divided into several groups: 

 contacting, clarifying frameworks, 

 regarding demographic data, 

 regarding the personal and organizational definition of the meaning of 

diversity, 

 on organizational renewal, and the organizational appearance of 

ambidexterity, with particular regard to search. 

 checking and clarifying questions, 

 closing questions.  

 

At the end of the interviews, almost all of the interviewees indicated their interest 

in the finished thesis, which I will make available to them after submitting the thesis. 

Due to time constraints, it was no longer possible to comment on the cases, so I had to 

refrain from including this in the dissertation. In the interview texts based on the 

instructions of Szokolszky (2004) a verbatim transcript was made in all cases. I asked 

for help in preparing the transcripts, and then compared each transcript with the audio 

materials before starting the analysis. 

 

4.5.3 Data analysis 
 

Huberman and Miles (1994) separated the processes of data management and data 

analysis, but at the same time drew attention to the fact that the two processes are 
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closely and iteratively connected to each other, which is illustrated with the help of the 

figure below. 

 
Figure 14: Elements of data analysis: interactive model 

Source: Huberman& Miles, 1994, p. 429 

 

The process of data analysis includes three main tasks: data reduction, data 

display, and drawing and verifying conclusions. The implementation of these tasks is 

present during the research before, during, and after the data collection work (Huberman 

& Miles, 1994).  

Data reduction: "Summarizing and coding the data in some form, identifying, 

highlighting and grouping the most important content threads, shaping them into a story 

are all possible forms of content compression of the data" (Huberman & Miles, 1994). 

In other words, it means the reduction of the available set of information, on the one 

hand, by choosing the conceptual framework and questions of the research and on the 

other hand, the methodology. In my research, I used the meaning categorization 

perspective (Kvale, 1996), during this process, I grouped the interview texts, organized 

them into categories, and then analyzed relationships and correlations. In the first round, 

for each subject, I examined the relationships between the individual categories and 

codes separately, and then I grouped the connected categories into different sets. Based 

on the analysis of the interview texts and the literature, my categories and groups were 

created, and then I also analyzed the relationships between them. This is how the 
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different category groups of individual diversity, diversity policy, renewal, 

ambidexterity, and decision-making were created.  

Data display: its essence is the presentation of data in an organized, compressed 

form, which helps in drawing a conclusion (Szokolszky, 2004). With the help of the 

Atlas.ti program, I structured the codes, organized them into groups, and organized 

them into a network by graphically representing the strongly connected codes, which I 

mainly used to explore the connections between diversity, renewal, and ambidexterity. 

During this entire process, the program made my work significantly easier because, 

with the help of the query option, I could call up the relevant text passages for each 

category or group.  

In order to understand the processes related to the individual topics, i.e., diversity 

(individual and diversity policy), ambidexterity, renewal, and decision-making, I 

prepared a case description for each case. These cases contained the individual codes, 

the related quotes, and the case-level analysis, which I placed in the Appendix. This 

case processing helped me a lot in being able to compare and group the cases and see 

the connections between them better. 

 Deduction and verification of conclusions refer to formulating and interpreting 

the displayed, compressed data (Szokolszky, 2004). At the beginning of my research 

work, I classified the meanings related to diversity, organizational renewal, 

ambidexterity, and decision-making into different in vivo codes, which I identified 

based on the texts available to me: first, I proceeded case by case, then when comparing 

the codes I already performed an analysis between the cases. When analyzing the 

relationship between the codes, I already considered the perspectives, levels, categories, 

and dimensions of diversity according to the literature. I linked the developed codes to 

them if I thought it was relevant. I extended my studies to the analysis of similarities 

and differences between the codes and, accordingly, combined several codes, breaking 

them down into individual subjects and other aspects (e.g., Can I intervene; My 

operating model; My self-image; I represent a definite opinion; How can I help the next 

me; In the workplace I don't make friends; I understand everything better than the 

average) based on his examination. 

In the initial phase of my work, I first filtered out those pieces of information, 

cases, and personal information that: 1) the interviewees shared with me confidentially 

and specifically asked not to be included in the analysis; 2) the interviewee did not share 
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it, but by a colleague. I treated the latter in such a way that the relevant interviewee did 

not want to share them with me, and out of respect for this, I left them out of the 

analysis. Thus, on the one hand, in respect of the subjects' requests and their private 

sphere, I do not display this information in my thesis, and on the other hand, in those 

cases where although they did not ask to be excluded from the analysis, I felt that the 

given story was very sensitive and personal, the story I have rewritten the names of the 

actors, completely excluding the possibility of identification. After that, I created codes 

for each subject, and during the comparative work, I examined the differences, overlaps, 

and similarities between the codes. As a result, I could combine several codes, divide 

them into subcategories, or break them apart (e.g., my functioning, my ars poetica). I 

grouped the individual interviews according to the subject's gender, age, position (CEO, 

TMT, middle manager), education, organization, and number of subordinates. 

I created code groups linked to several codes and case study parts. During my 

work, the content analysis software Atlas.ti helped me: I represented the relationship 

between the codes using the code groups (I built the hierarchy using numbers). In 

addition, I created separate memes in connection with the codes and code groups, the 

number of which continuously increased during the analysis. During the analysis 

process, I gained a more profound and deeper understanding of the relationship between 

the individual codes, which I continuously incorporated into the analysis of the content 

of the codes and their formation. With the help of this, I managed to identify patterns 

and correlations, which I summarized in a summary table with the help of Atlas.ti. The 

table also provides an opportunity to identify the frequency of cases: which and how 

many cases belong to a given group (e.g., Demographic diversity vs. Cognitive 

diversity, etc.). 

During the analysis process, I used comparison and the search for differences 

many times as a conclusion-drawing strategy. I paid particular attention to examining 

those cases that, for some reason, could not be included in any group during the first 

round of analyses or represented a completely separate entity during the grouping. My 

first such memorable case was the case of Bernát: I did not code trust and security 

during the first round of coding, while in all the other cases, I found trust and security 

codes. Therefore, I re-examined this case and found that the level of innovation activity 

is low for those individuals who lack trust and security. Then I examined at what level 

this appears in the organization: does it affect a team/organizational unit or the entire 
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organization? After my further investigation, I found that if trust and security are 

lacking at the CEO level, the absence or low level of innovation activity is typical at the 

organizational level. If trust and security appear at the TMT or middle management 

level, then innovation activity appears at the team or organizational unit level. My 

recent analyses led me to conclude that trust and security can be linked to inclusion, 

which is organically linked to diversity. Accordingly, the impact mechanism can be 

seen in action between trust and safety, inclusion, innovation activity, and diversity. 

 

4.5.4 Validity: quality criteria of the research 
 

When conducting scientific research, it is necessary to ensure the quality of the 

research. Therefore, during my research, I pay special attention to the validity, 

reliability, and generalizability of the research. Still, at the same time, the meaning and 

method of reaching these criteria in qualitative research trends are different from those 

of traditional research. In the case of the traditional approach, the point is to check the 

endpoint. In qualitative research, the emphasis is on the process of ensuring and 

checking validity and reliability is integrated into every research stage. (Kvale, 1996), 

(Bokor et al., 2000). However, the method of creating a predetermined sample and 

established measurement tools and analysis methods can be less formalized using a 

quantitative approach in research. 

In my dissertation, I paid special attention to the detailed presentation of my 

research methodology: with the help of what steps and what tactical and methodological 

tools I used to reach a conclusion. In the points below, I summarize the steps I followed 

during my research. These exercises improved the validity, reliability, and 

generalizability of my research, which I built on the works of Miles and Haberman 

(1994), Maxwell (1996), Kvale (1996), Bokor (2000), and Gelei (2002). 

 

Self-reflective attention and awareness 

- Before the data analysis, I recorded my understandings and presuppositions. 

With this, I could make my previous patterns explicit, with which I could handle the 

data in a more advanced way: to understand my interviewees' feelings, insights, and 

world. Later on, I realized that at the beginning of my research, I inappropriately 

approached the issue, because I was too open-minded: my conceptual framework was 
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not sufficiently solid (the concept of diversity I defined was not defined). Therefore, I 

decided to start with trust and security, which I opened to inclusion, and then also to the 

cleaned-up concept of diversity, as I thought was necessary to analyze what my subjects 

said. 

- During the interviews, I paid close and very conscious attention to how and in 

what way I influenced the interviewees (each time I flexibly adapted to the interviewee's 

question - apart from the occasion, the interview took place on Teams, and on four 

occasions without the use of a camera; furthermore, what I said, did or how I got 

dressed). 

- I also recorded my understandings and realizations gained during the process. 

However, I treated them as assumptions and not as facts, and I continued with the data 

analysis along this line. 

- Tracking surprises. My research provided me with many surprises, thanks to the 

exploratory methodology. For example, it was a surprise to me that after the data 

collection and initial analysis, I could not move forward with my concept of diversity; 

my analytical frameworks led to an infinite number of branches. Therefore, I started the 

analysis with confidence and security. In the later stages of the analyses, it became clear 

to me that the category, i.e., the concept, does not properly follow the organizational 

processes, so I looked for a new variable to fine-tune the process-based approach: my 

existing data and codes led to the inclusion. After that, another surprise followed: 

innovation activity appeared as a new category, which opened up a completely new path  

and, thus, a new approach for me. Overall, these were all changes affecting my 

conceptual framework. 

 

Transparency 

 

- I include the structured data and the processing of the cases in the appendix. On 

the one hand, the cases include raw data and quotes, on the other hand, they ensure the 

protection of my interviewees. In this way, the raw data can be retrieved in the original 

text context when reading any section of the research conclusions. 

- During the entire research process, my goal was to document the research as 

well as possible and make it more transparent: how my research focus changed, the 

concept of diversity, and its understanding. 
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- In case of contradictions and contradictory cases, I highlighted the contradictions 

and then detailed how I handled them. 

 

Triangulation 

 

- When conducting the interviews, I used a dictaphone, for which I asked the 

subjects' prior consent. I did not prepare the interview transcripts, but I listened to all of 

them and supplemented the relevant passages while listening to the text. 

- I kept a research diary, in which I processed in chronological order the direct 

experiences and knowledge gained during the interviews and the interview transcripts, 

and then the further experiences and insights gained during the various stages of 

analysis. In addition to the interviews, I also relied on biographical data. 

- I carried out continuous self-checking in addition to searching for rival 

interpretations and explanations. I tried to find cases that contradicted the theories or my 

own assumptions. Such was the case of Bernát presented above, the unfolding of the 

unfolding system of interpretation and process between trust and security, as well as 

innovation activity, inclusion, and diversity. For a long time, I did not attribute a big 

role to inclusion, and even looking back at the initial stage of writing the dissertation, I 

did not even consider it an integral part of diversity, even though the literature 

repeatedly points out and proves its importance. Then I examined the cases from the 

point of view of inclusion: that's when I realized that inclusion and diversity are closely 

related.  

- When I examined the reception in the cases, it became clear to me that Kristóf's 

case is an exception because, with him, reception, security, and trust have much deeper 

roots. That's why I re-examined his case and realized that the leadership role represents 

for him the possibility of accepting others, and providing security and trust to others. 

With his help, and new ways of analysis opened up for me: in examining the diversity 

of the TMT - where I could - I also included the analysis of the family background. 

Thanks to this, with my understanding of the individual cases, the investigated 

phenomena, and their context was continuously enriched. 

- During my research, I asked my colleagues and other specialists for feedback 

regarding my conclusions, analysis, and identification of texts according to schemes. I 

paid special attention to the conflicting opinions of the experts. 
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Generalizability 

 

- When compiling my research sample, I tried to choose as many different 

subjects as possible, according to the selected selection criteria (based on age, gender, 

type of organization, position, etc., which criteria can be read in detail in chapter 

4.5.2.3). I tried to find cases so that I could compile a base of as rich a diversity as 

possible. For example, the previous work experiences of my interviewees turned out to 

be extremely diverse. Several of them went through major career changes and followed 

special and exceptional life paths so that many aspects could influence their decision-

making mechanisms, their sources of information related to renewal and strategy (who 

considers what important), and their attitudes related to diversity (inclusion) (for 

example, Kristóf). I also managed to talk to leaders who were very young and were 

appointed leaders. In a typical way - but in my view, not in all cases related to age - they 

handled the issue of diversity and inclusion differently than those who have been active 

as leaders for 20-30 years (like Bernát, for example). One of my goals was to include 

individuals with experience in different segments (state sector, large company, 

international environment, etc.) in the sample and have the proportion of subordinates 

follow a more colorful distribution as possible. 

- In Maxwell's work, he distinguishes between internal and external 

generalizability. In the case of internal generalizability, the conclusions are limited to 

the area or group under investigation. At the same time, the external one, on the other 

hand, is valid beyond the area of investigation (Maxwell, 1996). In his view, there are 

three possible levels of generalizability: 1) from the sample to a population, 2) from a 

given practical context to the level of theory, 3) from one test case to another. In 

qualitative research, the latter two levels can primarily be realized. Theoretical 

generalizability means the real question of external validity, while the level of test cases 

is given greater emphasis within the framework of the research. According to Bokor, 

generalizability means that we set up a theoretical framework that can be applied in 

other contexts, which can be interpreted if appropriate boundary conditions are met 

(Bokor, 2000). 

 - In my research, I aim for internal generalizability and theoretical 

generalizability through further development of the conceptual system. I can strengthen 

the generalizability of my research with the following aspects (Bokor, 2000): 
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o The careful identification and description of the characteristics of the 

sample, which I presented in a separate chapter; 

o Adequate dispersion and width of the sample. During the sampling, I 

strove for diversity, to select as many different subjects as possible 

(based on age, gender, number of years spent at work and at a given 

organization, professional experience, family background, clientele, etc.). 

o Sufficient, dense description in order to ensure that the reader can 

identify with his own situation. I intend to achieve this by developing 

quotes and cases in detail. I include the cases in the dissertation's 

appendix to ensure the conclusions' verifiability. 

o It was my constant endeavor to constantly compare with previous 

theories and existing literature, to examine the fit and connection 

constantly. To ensure this, I highlight and explain the comparisons with 

the existing literature and new and different findings in a separate 

chapter. 

o I also aimed to provide a general description of the processes and their 

results, which the summary chapters serve to achieve. 

o Making the generalizable theory explicit, which is what the summary 

chapters serve. 

 

5 Research results 
 

During my work, on the one hand, relying on the model of Rijamampianina and 

Carmichael (2005), I started from the assumption that an individual's profile is made up 

of visible and invisible elements and that these, interwoven into a unit, give the unique 

synthesis of the human profile. This forms the basis of my first analysis unit, which we 

have to divide into two groups based on the subject of the investigation: one unit 

contains the cases and demographic characteristics linked to the individuals' profiles. 

With their help, we can map the individual shape of the interviewees. The other part 

contains the cases that include the opinion of the interviewees on diversity. 

In agreement with Hambrick and Mason's (1984) theory of TMT, TMT 

determines the path and development trajectory of the organization through its own 

preferences, behavior, patterns, and capabilities. Accordingly, I believe TMT mainly 
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impacts the third and fourth groups I have chosen, organizational renewal and 

ambidexterity. 

Accordingly, in the first group, we can classify those cases describing and 

presenting relational demographic characteristics and cognitive processes, which the 

subjects characterized as follows: (Case of Bernát1 – Individual profile) "I am a 

gentleman from Buda, I come from a noble family, and I have always lived in Buda." 

(Case of Kristóf1 - Individual profile): "I started studying electrical engineering, and 

I stopped it because we got into such a financial situation." (Case of Júlia1 - 

Individual profile) "I am a woman because I was born a woman because I am 

completely like that and yes, I always bring all my feminine features, thoughts, 

everything into [view]." (Case of Bernát2 – Individual profile) "I learned from my 

father that privacy is privacy..." (Case of Lajos1 – Individual profile) "I am sure of 

the top three specialists in the country in this regard. So I draw on those experiences a 

lot.” (Ákos1 case – Individual profile) "I grew up in Serbia, in Vojvodina. When I was 

born, it was still Yugoslavia, then it became Serbia, and I finished high school there..." 

The second group includes the individual's opinion on diversity and diversity 

policy: (Case of Bernát1 - Diversity policy) "I graduated in 1997[BME]...we started 

with five girls, of which two graduated. But those two were always in the top five, and 

we recognized them, and we never looked at their girlhood."(Case of Anett5 - 

Diversity policy) "We encourage everyone to do these[ideas] share it" (Case of 

Norbert1 - Diversity policy) “…there was a lady [computer scientist colleague], we 

always paid attention to her." 

In the third group, we can classify those cases that are related to organizational 

renewal80 are related to:(Case of Norbert1 - Renewal): "Zalán decided to step back, 

and this is the root cause that created the opportunity for renewal, and we started 

running the company with a slightly different mindset." (Case of Antal1 - Renewal): 

“...the minute he got a big load[the system]... a lot of his childhood mistakes came out. 

Then a decision was made that yes, let's see which system has which advantage and 

what we will switch to. Because this stuff we hand-crafted didn't stand up to such a load 

test, didn't it? And then it's nice gradually, but we have to move on". 

 
80 As I mentioned before, my main focus in terms of renewal is decision-making. For this reason, I took 
these cases separately. Still, at the same time, I came across a lot of valuable information about the 
renewal, which I thought was important to include in my dissertation. 
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The fourth group includes cases related to ambidexterity, which the subjects 

described as follows: (Bernát1's case - Ambidexterity): „I make a lot of strange 

decisions in HR. Because I am not interested in the fact that the wage demand of the 

given person does not fit into our wage structure but in how many orders we have and 

have to fulfill them. And suppose we can generate even more profit with the person's 

appearance. In that case, the question is not whether he fits into the company's wage 

structure, but whether we can generate even more profit." (Case of Norbert1 - 

Ambidexterity): „On the one hand, abroad is an important channel for us; we 

primarily want to grow there, and on the other hand, we are also trying to increase the 

added value, which means that we have started new services that we have not dealt with 

before..." 

Basically, I followed the analysis process in the presentation of my results, in 

which I also addressed the contextual aspects separately. While looking for answers to 

the research questions, I found that a significant part of them are closely connected and 

challenging to answer individually. Therefore, thanks to the latest analyses, I condensed 

the four topics of my dissertation (profile of the individual, diversity policy, 

ambidexterity, renewal, which includes decision-making) into two large units: 1) profile 

of the individual; 2) diversity policy. In the following paragraph, I present which sub-

chapter is related to a given research question because I treat my closely related research 

questions in one category. 

 

Reason for my selection strategy: 

 

1) Profile of an individual 

 

I chose the individual's profile as one of the analysis units because many 

branches of the research questions are related to the individual's profile (KK1-KK2), so 

I have to create a basis for answering the questions by a deeper analysis of this topic. 

After that, I will examine the impact of the individual profile of the subjects who 

participated in the research on organizational renewal and ambidexterity (Figure 14). 

 

KK 1: How is the diversity of managers related to strategic renewal and ambidexterity? 
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Partial questions of KK1: 

 How does management (TMT) diversity (demographic and cognitive) 

affect organizational renewal and ambidexterity? 

 How does the diversity of managers at different hierarchical levels affect 

organizational renewal? 

 What is the relationship between the direction of renewal of each 

organization (bottom-up/top-down) and the profile of the examined 

individuals? 

 

KK2: How is the diversity of top managers related to the search patterns that form the 

basis of decision-making processes? 

 

How does the CEO's individual profile affect search? 

What effect does the diversity of TMT members have on the search? 

What is the impact of search on organizational renewal? 

 
Figure 15: Network of research questions (KK1-KK2) 

My own editing 

 

2) Diversity policy 

 

My decision in favor of this analysis block can be traced back to reasons similar 

to the previous point: in order to answer the sub-questions of KK3, I first need to 

examine the diversity policy of the interviewees and their organizations, and then its 

impact on ambidexterity, renewal and the direction of renewal (Figure 15).  
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KK3: How does diversity as an organizational value affect strategic renewal and 

ambidexterity? 

 

Partial questions of KK3: 

 What is the meaning and significance of diversity for the examined individuals? 

 What are the means by which diversity is implemented in the examined 

organization? 

 What is the impact of the TMT members' diversity policy on the ambidexterity 

and renewal of organizations? 

 What is the relationship between the renewal direction of each organization 

(bottom-up/top-down) and the individual diversity policy of the examined 

individuals/the diversity policy of the organization? 

 

 
Figure 16: Network of research questions (KK3) 

My own editing 

5.1 Organizations that participated in the research 
 

Before presenting my research results in detail, I consider it important to present 

the market background of each organization, as well as the views expressed by my 

interviewees regarding the domestic IT industry and their own market position. For this, 

I use the information collected during the interviews and related to the clientele on the 

websites of the organizations collected in the table below. 
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Company 
name Clientele 

Company A State institutions (national level) 

Company B Large company, large SME 
Company C Large corporate, multinational organizations 

Company D Large company, large SME 
Table 13: Clientele of the organizations that participated in the research  

My own editing 

 

Company A differs in several respects from the other organizations included in 

my dissertation. These differences also have an impact on its organizational renewal and 

ambidexterity: 

1) Company A is in a monopoly position, which results in it being able to 

dictate market trends in the absence of competitors: 

"... then I said we were going for free. ... The fact that we would have received 

twenty million forints annually from two thousand forints and the several 

million would never have been repaid is one thing, but the question here is 

whether we should give it away for free. And we decided to go free because it 

was another position of market acquisition.” (Case of Bernát3 – Decision 

search) 

2) Its clients come from the public sector, which requires a wider 

knowledge of legislation and the role of a legislator and legislative 

adviser. Lajos also confirmed this view of mine: 

 

"The interpretation of individual legislation and related practice may change. 

Compliance with this is the task and function of our customers. So how a 

legislative change in the System should be implemented is told by the clients, as 

they are the practical executors. Our task is to try to refine the client's request 

and make it more viable." 

 

3) Its main activity is the creation of products related to various topics of 

education. Therefore, during development work, they should not only 

focus on meeting current needs, but also on "by the time they specify, 
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describe, and do it, neither the legal environment nor the customer's 

needs should change"(Case of Antal1 - Renewal) 

 

The systems developed by Company A and Company C are characterized by 

robustness and complexity, which requires the ambidexterity of the TMT. Because 

during the strategic planning of current developments, they must create the plans so that 

they can be further developed with as few modifications as possible during future 

developments. "For example, I told you yesterday at the management meeting that it is 

imperative to take into account that we may have now come up with a solution that is 

quick, simple, and easy to implement, but it may, in the long term, hinder further 

development and therefore in a few years we will suffer. So it is vital that we make long-

term decisions and not short-term decisions and examine the long-term effects of our 

decisions."(The case of Lajos4 – Decision search) 

 

The customer base of Company B, Company C, and Company D consists of 

market players. In the case of all three companies, it can be said that their clientele 

consists of large companies and multinational organizations. In my view, the preference 

of the three companies is determined not only by money but rather by the well-oiled 

cooperation and the maturity and IT education of the partner organization. My view on 

this is Ákos(Ákos2 – Decision search) case is supported by: 

 

"We want to work for educated large SMEs or multinational companies because 

these companies are more digitally mature. They understand why user research is 

important. They understand why prototyping is important. They don't need to be told 

this eighty-six times, and in the end, they take it out of the price, but they understand the 

importance of this because they also think in terms of strategy and look to the future, 

and want to minimize costs. It's no use telling an SME that you will spend two million 

forints with the prototype, but with that, we exclude that you will spend twenty 

unnecessarily during the development. He can't think about it because he sees him for 

the next month. (...) And he doesn't want to believe it and prefers to pull it out and then 

suck it up during development. But that's his problem. I can't do anything. I'm trying to 

convince him of that. With a multi, this can happen much less often. That's why we 
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prefer to work with them. That's why we love Telenor and RTL because they don't even 

ask if it's necessary but say yes, of course, we'll do it." 

 

In addition to the above - as we will see later - the clientele and the scope of the 

organization's activities also significantly impact the attitudes of businesses related to 

diversity categories. At the same time, all senior executives who took part in interviews 

expressed similar insights regarding the domestic characteristics of the IT industry. 

They unanimously believed that having professional experience is important for making 

more far-reaching decisions and for satisfying and understanding customer needs and 

requests because "there are no miracles in IT. Anyone who thinks so is wrong"(Bernát). 

Correspondingly, in the case of businesses with market clients, it can be clearly said that 

in terms of their own fields of activity, they have serious consulting knowledge, 

experience, and market knowledge, rather than legislative proposers. 

The turbulent, rapidly changing environment forces managers to make decisions 

in which they must make momentary financial sacrifices to gain long-term profits and 

win the market. 

(The case of Ákos4 – Decision search): 

"Strategically, we wanted to get in, so we lowered the prices a lot to get in 

somehow. In this case, my business took on the project at its own cost, and we did not 

make a single penny of profit, and we will even make a loss. But we see strategically 

that this will backfire in the long term." 

 

(Bernát3 case – Decision search): 

"... then I said we were going for free. … And we decided to go free because it 

was another position of market acquisition.” 

 

 There was also a characteristic feature of each driver: 

-  market monitoring; 

- at the organizational level, careful attention to the needs of customers, which is 

integrated into their organizational and development strategies; 

- Efforts to carry out exploitative and exploratory activities in parallel. 
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 The above is supported by the case of Norbert, Lajos, and Ákos. Based on the 

market analysis, Norbert's organization decided to expand its activities into the field of 

robotics and production automation (Case of Norbert1 - Ambidexterity). Lajos (Case 

of Lajos1, Lajos2 - Renewal) and Ákos (Akos3 case - Decision - search) considered it 

very important to understand the customer's actual needs, to "lead by the hand" of the 

customers. 

 

5.2 Profile of an individual 
 

As I indicated earlier, my studies related to diversity is based on the models of 

Rijamampianina and Carmichael (2005) and Hambrick and Mason (1984). At the same 

time, it is important to note here that in contrast to my approach to the concept of 

diversity - that all diversity categories are part of human nature - I could only present a 

limited amount of diversity categories within the framework of the research. 

In the first round, I analyzed the answers given by the interviewees to the 

questions related to biographical and demographic diversity, which related to the family 

circumstances of the interviewees, where they grew up, and what schools they 

graduated from. Due to the topic's sensitivity, I left it up to my interviewees to decide 

what and in what depth they wanted to share with me. During the interviews, it also 

happened that the interviewees repeatedly reached back to their family roots, their 

youth, and their previous professional experiences. The reason for this was that 

according to their insights, "past events, based on professional experience and 

experiences, maximally influence present decisions and directions (Case of Bernát5 – 

Decision search).” In the case of Bernát, for example, family and youth roots were a 

recurring motif: "I learned that from my father" (Bernát2 – Individual profile), "I 

learned that in the racing stable[Fazekas High School] (The case of Bernát4 and 

Bernát5 - Profile of an individual)”. 

To Kristóf (Case of Kristóf1, Kristóf1 - Individual profile), he had to stop his 

higher education due to modest financial circumstances. After leaving college, he had to 

work immediately, and he received no help from his colleagues then. This event 

determined his leadership views so that after his first appointment, "I started to think 

that I am already in another chair, and I have to think about what I can do to help the 

next Kristóf (Case of Kristóf3 - Individual profile)”.  
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An interesting surprise for me was the realization that arose in connection with the 

interview between Kristóf and Ákos. Both interviewees are young (under 34) men in 

senior positions. Apart from that, I didn't find any other similarities between them at 

first sight. At the same time, compared to the other men of a similar age in the sample, 

their idea of work, their attitude to work, and their desire to do it were much more 

consistent. During the analysis, I found that both of them had roots across the border 

(Kristóf's uncle lives in Transylvania, and their relationship is very active; Ákos grew 

up in Vojvodina and completed his university studies in Budapest). In the words of 

Ákos (case of Ákos1), [about Hungarians across the border] it can generally be said 

that the people of Vojvodina, Transylvania, and Highlands go with this kind of mindset 

and that they have an X[factor]” (Akos1 case - Individual profile).  

Moving on to the interpretive reading, the self-focused interpretations draw 

attention to the fact that, according to the two men in the sample, they both have serious 

diligence, a desire to do something and a solution-oriented view. Elevating the issue to a 

general level, based on their experience, they see that this type of attitude can be 

attributed to Hungarians across the border separated from their home (Transylvania, 

Highlands, Vojvodina). That is a hard, persistent, and diligent work ethic. It is a striking 

display of this" with this mindset"  in "they have an X in them[factor],” which perfectly 

expresses how much extra the ominous interviewees put into their work. 

An important factor from the point of view of the external, structural analysis is 

that when Kristóf and Ákos were children (mid-1980s), we were still living in the age of 

socialism, and the minority situation across the border entailed automatic disadvantages. 

One of the ways out of this situation, both financially and in terms of well-being, was to 

create foundations through hard work in the mother country (Ablonczy & Bárdi, 2010). 

The phenomenon also applies to Ákos and Kristóf. 

Regarding the basic assumptions, the demographic theory prevails here in several 

ways. For example, on the one hand, both interviewees internalized the roots beyond the 

border as a relevant aspect of the self-concept. Accordingly, it is specific within work 

units' "mindset" their characteristics influence their behavior and attitudes, which they 

similarly expect from their team members. This suggests that, according to their 

perception, team members with similar attitudes will produce metrics related to better 

performance. This is what they refer to as "let's not see the problems, but the solution" 
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(The case of Ákos2 - Individual profile), and the "We will fix the problem as soon as 

possible" (Case of Kristóf5 - Individual profile) statements. 

Based on my research, I concluded that the family roots, the patterns seen and 

learned in the family, and the events of my youth significantly influenced the attitude of 

individual leaders toward their teammates. 

Case of Antal1: 

"I learned this at home. That's why I'm not a fan of this kind of driving with 

friends; we go to parties, concerts, and pubs together"(Antal1 case - Individual 

profile). 

The case of Bernát2: 

“I learned from my father that privacy is privacy… as we do not live our private 

lives with the company's employees. So I don't go out for beer or wine with people. 

I have my own group of friends with whom I discuss the big things in life; you 

don't have to discuss this with the people inside" (Bernát2 – Individual profile). 

 

Júlia also confirmed the above: 

"If we hire another senior colleague within the organization. Let's say, Antal, 

Lajos, or Bernát will never, ever ask their colleague what they saw last night at 

the Vígszínház. Because they are not these types, never. In fact, if they 

accidentally brought up that I saw this and that last night at the Vígszínház and 

this and that is my opinion about it, let's say they somehow got involved during a 

project discussion, they would still say, fine, okay, let's get to the point." 

 

On the other hand, in the case of Company B and Company D, the organizational 

members participate in common after-work programs and often party together (Case of 

Levente1 – Ambidexterity and Anett1 – Ambidexterity). During the examination of 

the differences between the phenomena, I found that Company B and Company D are 

characterized by an "open door policy," high-level involvement of organizational 

members in business processes, and organizational culture that provides opportunities 

for teams to self-organize (Case of Norbert2 - Ambidexterity; Case of Gábor1 - 

Ambidexterity). In my view, the phenomenon can be explained by the proper 

implementation of the agile methodology, the rise of the information/decision-making 

perspective, and the organizational culture that wants to follow the needs of young 
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people, which in my opinion, is closely related to the organization's activities (I will 

explain this later in chapter 5.2), so its diversity categories-related with his relationship. 

In the case of Company A, I also managed to reveal findings consistent with the 

theory of relational demography and the theories of the information/decision-making 

perspective. The difference also gave rise to disagreements or contradictions with regard 

to my research (Risberg et al., 2019, Yadav & Lenka, 2020). However, in the examined 

case, we cannot talk about the negative or positive effects on the group's performance, 

since the actors in the case are not in a specific organization. Still, there are senior 

managers within the company group. 

My investigations showed that diversity led to conflict in cases where, on the one 

hand, the members of the given group held equal power and functional roles, and on the 

other hand, the heterogeneity of the CEOs of the company group did not affect the 

metrics in this regard, and it has no significance. how much group members are 

attracted to other members within the group (Qin et al., 2014). 

In this case, the reference base is a comparison process between the company 

group members, which depends on the comparison with others and the perception of 

differences (Harrison & Klein, 2007). Based on the owner's decision, the managers of 

the company group received a Skoda Superb as their company car. The owner did not 

change this preference despite the CEO's request. Consequently, everyone in the 

company group's CEO group drives a Skoda. Except for Bernát, who used a vehicle like 

the company's owner. Because in his case, during the self-categorization process, he 

asserted his individual preference and bought himself a Lexus and thus categorizing 

himself in a group not with the other CEOs but with the owner (Oakes et al., 1991). 

"I've had enough with Skoda when I worked as a manager in the state 

administration; I will never go with Skoda again. That's why I went to the store 

and bought myself a Lexus because that's what I wanted... Within the company 

group, only the owner has a Lexus, and I, everyone else, has a Skoda. Therefore, it 

is a constant problem in the company group; why do I have a Lexus? So there are 

principles: Skoda is a company car, if you want to deviate from this, you should, 

but pay for it yourself, you don't have to wait for anyone here"(Case of Bernát3 - 

Individual profile). 
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5.2.1 Values 
 

In the case of all organizations, respect, and recognition of knowledge arose. At 

the same time, although in a different form, the separation theories are also manifested 

in Company A and Company C. Within Company A, the manifestation of this - as 

Júlia's thought shows - is characteristic of Antal, Lajos, and Bernát among the TMT 

members. In these three cases, the separation from the members at the lower levels of 

the organization is typical, the basis of which, in my view, is not related to the power 

resulting from the position but to the knowledge acquired through study and 

professional experience. In the case of Company D, the separation theory manifests 

itself in the case of less educated customers (Ákos1 case – Decision search). 

In the case of Company A, the categorization is based on professional experience 

and knowledge, which leads the members to use the category on a daily basis due to 

their position and environmental factors (Turner et al., 1987). The perceived difference 

influences the TMT's self-categorization process in knowledge (Oakes et al., 1991). 

Thus, self-categorization depends on the perceiver and obviously depends on the 

context and changes dynamically, i.e., adapting to other people's knowledge and 

professional experience (Hornsey, 2008).(Case of Bernát4 - Opinion on diversity, 

diversity policy; Case of Bernát5 - Opinion on diversity, diversity policy; Case of 

Lajos1 - Individual profile; Case of Antal1 - Individual profile; Case of Antal2 - 

Individual profile). Based on the above, it is obvious (I will explain this in more detail 

later) that only the information/decision-making perspective prevails in the case of 

Company A. So, for them, the basis of judgment is knowledge. Clear evidence of this is, 

for example, “let the profession decide", "there is no point in arguing with those who 

have not learned these things, "is in "I would never dare argue with the most prepared 

negotiator" statements, thoughts. 

In the case of Kristóf a 1) readiness to use the category, 2) comparative, and 3) 

normative fit develop in a much more flexible way (Turner et al., 1987). Because he 

also has the need to "understand as many things as possible, a little better than 

average" at the same time, he has a different attitude towards his team precisely because 

of his previous, youthful professional experiences (Case of Kristóf4 - Individual 

profile).  
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However, the knowledge-based categorization of "us" and "them" arises within the 

organization and between Company A and the other companies within the company 

group. Consequently, in this case, Company A represents the "we" group, and the other 

organizations within the company group represent "them" (Reimer et al., 2020), (Case 

of Antal2 - Opinion on diversity, diversity policy). With this, we practically returned 

to Bernát's case (Bernát3's case - Individual profile). However, in this case, we are 

already discussing gaining a competitive advantage within the company group. 

Accordingly, according to the view of the TMT of Company A, compared to the other 

company group members, they have a greater accumulated cognitive base and cognitive 

ability at the managerial and organizational levels. As a consequence, they can apply the 

assumptions about future events, the knowledge of alternatives, and the consequences 

related to alternatives in a more adaptive way in the most appropriate way for the 

organization (Volberda & Lewin, 2003) (Case of Bernát7 - Opinion on diversity, 

diversity policy). 

 

5.2.2 Education, work experience 
 

My next analysis unit concerned the interviewees' education level (Figure 17).  

 
Figure 17: Educational level of the TMT who participated in the research by the level of training 

My own editing  

In the case of Company A's TMT, Bernát obtained his scientific degree at the 

GTK faculty of the BME and also completed his IT engineering studies at the 



159 
 

University of Technology. He has several years of managerial experience. He worked in 

both the public and private sectors. As a manager, he gained experience in managing 

several IT projects on the customer and supplier side. Kristóf continued his chemical 

engineering studies at ELTE, which he had to stop due to the family's financial 

situation. He obtained his high school diploma, but he did not complete his university 

studies due to a lack of money in the first period and a lack of time later. After leaving 

the university, he started working in the financial field. Thanks to his hard work, he 

initially worked in the position of the group and then as branch manager. After that, he 

got a job at a commercial company, where he and his team were responsible for 

organizing and designing an IT system. He then joined Company A as a business 

analyst, where he was appointed project director after one year of employment. Júlia 

graduated from the College of Public Administration as an administrative organizer and 

later obtained a degree in economics from the University of Economics. He reflects on a 

rich professional history in both the public and private sectors. In the public sector, he 

dealt with, among other things, the modeling and regulation of active instruments in the 

labor market. In the private sector, he worked as an HR controller at a multinational 

pharmaceutical company, then became a controlling director at a telecommunications 

company. This was followed by large companies such as Malév and Magyar Közút, 

where he also held leading positions. Antal and Lajos are both computer scientists with 

a master's degree, which in the case of Antal is accompanied by a teacher's qualification 

in physics and computer technology, and in the case of Lajos, an IT teacher's 

qualification. Antal taught computer science in a secondary school for a longer period of 

time and then held the position of deputy director in a vocational secondary school for 

several years. After that, he dealt with IT solution delivery within the framework of his 

own business, including developer and team leader tasks. Lajos taught IT subjects - 

programming, database management, project management - in vocational training, 

mainly to technicians after graduation, for approximately twenty years. He has been 

developing educational software since 1997. From 2003, he participated in developing 

and designing the e-diary within the framework of his own company. After that, he 

joined Company A. Zoltán also has a teaching degree, which he obtained in 

mathematics and computer technology. Later, this was accompanied by the diploma of 

economist obtained at the University of Economics. He also has experience in the 

public and private sectors. He has more than ten years of experience as a management 
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consultant, which includes IT strategy consulting and project management. After that, 

he held the project manager position at the MNV Zrt subsidiary for several years.

 In the case of Company B, the senior manager who took part in the research, Mr. 

Norbert, obtained a degree in IT economics and completed a bachelor's degree in 

finance and accounting at the College of Finance and Accounting. After university, he 

worked as an IT consultant for Ernst & Young for five years, then founded his own 

company. He contacted and worked with Zalán's company several times concerning a 

Pannon GSM assignment. After several years of fruitful cooperation, Zalán and Norbert 

decided to join forces and create Company B. Later, Zalán stepped back and handed 

over the company's management to Norbert. 

In the case of Company C, Ákos graduated as a GIS. After graduating from 

university, he worked for a municipality, dealing with urban planning and statistics. 

After that, I turned to project management and, since then, started managing IT projects. 

Within three years, he became the operational director of the 20-person organization. He 

also worked for large Hungarian companies and multinational organizations. He held a 

leadership position each time. Ágota completed her higher education in HR. Initially, he 

worked as an IT recruiter at a Hungarian SME. Then he held the position of group 

leader at Grafton. After that, he joined Company C. 

In Company D, Ádám completed his studies at ELTE, majoring in psychology 

and MBA, and then obtained a diploma at the University of Applied Sciences' work and 

organizational psychologist training. He also gained professional experience in the 

public and private sectors, where he held positions such as HR assistant, HR generalist, 

and then group leader and director. Gábor is an IT economist and holds an MBA degree. 

He has several years of management experience in a multinational organization. He 

spent several years abroad as a consultant. Company D was created with his university 

classmates. I illustrate the above in the figure below:  
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Figure 18: The educational level of the TMT who participated in the research by field of specialization 

My own editing 
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As the above shows, it is typical for all of the organizations that participated in the 

research that TMT has a diverse educational background. Consequently, according to 

the literature, managers of organizations benefited from a diverse curriculum 

background during their studies (Hambrick et al., 1996). During my investigations, I 

found that the curricular background of senior managers shapes managerial cognition, 

which impacts strategic situations and the interpretation of the environment (Eggers & 

Kaplan, 2013). 

My research showed that the interviewees regularly apply the methodologies 

learned in higher education. Their educational background affects their structural 

thinking and mental templates, which also influence what is important to them and what 

is not. As a consequence, it affects how the TMT processes information (Finkelstein & 

Hambrick, 1996; Hambrick & Mason, 1984) and what kind of mental map and 

information it uses when making individual decisions. 

As shown in Figure 17, the TMT members in each organization that participated 

in the research have diverse educational backgrounds. During my investigations, I 

reached a result similar to the findings in the literature: the TMT's school background 

increased the TMT's collective information search and processing capacity because the 

TMT members approach a given issue from different points of view based on their 

school background. During joint brainstorming, everyone adds their thoughts based on 

their mental model and structural view of strategic plans and renewal. 

In the case of Bernát, the racing stable is a recurring metaphor. Emphasis is 

placed on the repeated "target rational solutions" approach, the roots of which can be 

traced back to the school environment. That is why he sees that “those who couldn't 

stand it left” since the university has strict requirements that "students were bred to be 

able to make decisions. This mental model echoes the practice of searching for 

information and in the decision-making mechanism. This is what they refer to as 

"numbers don't lie" and the "there are rational solutions; it's not about whether we love 

someone or not; we have to move forward” thoughts. 

In the course of the investigation, I sought to explore the impact of the diversity of 

the CEO's educational background on the TMT's decision-making mechanism, 

organizational renewal, and ambidexterity. During my investigations, I concluded that 

in the case of Bernát, we could talk about operational and strategic tasks. In contrast, in 
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the case of Norbert and Gábor, we can talk about strategy and vision creation tasks. 

However, in my view, this is closely related to the diversity of the CEO's education and 

his functional and work experience. 

He refers to this, among other things, in the case of Bernát4 - Opinion on 

diversity, diversity policy:  

"They [women with professional qualifications] are professionally accepted, you 

can't argue with that. At that meeting, there was a religious debate about whether 

solution a) or b) or c) should be made, and I said that it should not be a religious 

debate, but that the profession should decide [the BME lady and Bernát] which 

religion for which we cast our vote." 

 

The case of Norbert1 - Individual profile: 

"He makes every decision with me. He is much more operative than I am. I'm 

more strategic and dreamy. He's not. I won't go into the last number of the 

budget, and he does. And this should complement each other. 

 

The case of Norbert3 - Profile of an individual:  

"I used my experiences from the local community. It is not formalized to the 

same extent as at a multinational company because I also worked in such a 

company and started my profession there. It was very formalized there, but it 

looked more or less the same as here. We are obviously a smaller organization." 

 

The case of Gábor1 - Profile of an individual:  

"Yes, we pretty much transferred my experiences there to our environment. 

They're not as formalized as that multi, but they look similar." 

 

Therefore, I came to the conclusion that CEOs' decisions and the mapping of 

their mental maps according to strategic directions are determined not only by the 

school background of the CEOs but also by their professional history, the sectors in 

which they worked, and how many years of managerial experience they have. In 

Bernát's case, I discovered the simultaneous existence of operative and strategic 

thinking. On the other hand, in the case of Gábor and Norbert, I found strategic thinking 

to be more dominant. So, in Bernát's case, the engineering degree brought with it an 



164 
 

extra, positive return, which created not only structural advantages for him but also 

professional details. These refer to "I would never dare argue with the most prepared 

negotiator" and the “And then it became what we [Bernát and his team] said because 

there is no point in arguing with those who have not learned these things."  

Norbert and Gábor completed their studies in economics and management, and 

both worked as consultants in a multinational environment. Some of the experiences 

gained there were incorporated into their organizational operations. In the case of TMT, 

my test results were similar. The professional experience, school, functional 

background, and work experience of the interviewees both influence the professional 

decisions and information search patterns of the TMT. 

Accordingly, in the case of the organizations that participated in my 

investigation, the functional diversity of the CEO impacts the operation of the TMT. In 

the case of Bernát, for example, we can talk about single-person decision-making 

mechanisms. Based on his education and professional background, he can be considered 

a generalist, dampening TMT's functional diversity. Similar to Dobák and Antal (2010), 

I believe that the CEO's personality has an impact on the organization's internal, 

including TMT group dynamics, as well as on the organization's performance and 

innovation skills (Manata, 2021), as well as its strategic decisions (Ortiz-de-Mandojana 

et al. ., 2019). I will elaborate on this later. 

Based on the above, I considered it necessary to examine how the information 

search strategy was implemented in the case of Company A until the point when 

Company A's competition existed. Based on my investigations, I came to the conclusion 

that Company A, Company B, and Company D81 The CEO's information-seeking 

pattern develops in the following way in terms of strategic renewal and ambidexterity: 

In the first round, every CEO examined what the competition knows. Monitoring 

of the competition also arose in the case of TMT (The case of Ágota1 - Decision 

search, The case of Júlia3 - Decision - search) because they also consider it important 

to have up-to-date market knowledge in their own professional field. In addition to the 

existence of competition, the question arose in the case of two CEOs regarding how the 

given market share could be acquired. Norbert with the merger (Case of Norbert2 - 

Renewal), Bernát (Case of Bernát1 – Decision search; Bernát3 – Decision search) 

 
81 The CEO of Company C did not take part in my research, and therefore was not included in the 
analysis unit of my thesis for the relevant parts. 
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and solved the issue with a purchase and a free pricing strategy for customers. In all 

cases, the strategic move served a dual purpose. On the one hand, characteristics related 

to discovery, such as growth, entrepreneurial competence, flexibility, and 

experimentation, focus on the future, and strategic foresight, can both be found in the 

decisions of Bernát and Norbert. On the other hand, in connection with the exploitation, 

both organizations kept the activities related to their operation. The strategic goal 

related to growth was not only innovation, but also increasing market share and, 

ultimately, profits. Ákos' strategic steps (The case of Ákos3 and Ákos4 - Decision - 

search) were based on similar principles. 

Risk-taking can be said for all CEOs. They are uniformly characterized by the 

fact that they like to make quick decisions. In their view, this type of decision-making 

mechanism is more efficient for the company since a bad decision can be corrected 

within a day or two. Still, with a long-term decision, the processes and workforce are at 

a standstill, which results in greater losses. 

 

The case of Bernát7 - Renewal:  

"...decisions within the company are very rapid, I follow the principle of 

making decisions very quickly, thereby not slowing down work processes. And 

if I'm wrong or someone questions my decision - in the positive sense of the 

word- how can I be sure I made the right decision? - then I can reconsider my 

decision a day later. But I made the decision, and it's not that people are 

waiting for the fried pigeon to fly into their mouths, but there is a decision that 

allows you to move forward." 

 

Case of Norbert2 - Decision - search: 

“If we didn't think it through, we will approach the decision and make changes 

to it" 

 

Case of Gábor2 - Decision - search:  

"We are human, we make mistakes. But let's make mistakes rather than not 

work." 
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My results above are the same as the findings in the literature. In a turbulent 

environment, environmental changes impose such time constraints on organizations that 

they are forced to decide between winning and losing (Eisenhardt, 1989; Prasad & 

Junni, 2017; Yoon et al., 2016). As a result of the complex decision-making processes 

of IT organizations and turbulent environmental influences, the TMT is forced to 

quickly process real-time information and solve problems (Parola et al., 2015; Prasad & 

Junni, 2017). 

The above also hides the attitude that the CEOs who participated in the study are 

supporters of immediate intervention, which applies not only to decisions, but also to 

the correction of errors. I experienced the need for control over the processes in the case 

of each manager. How does this happen for individual CEOs? Regarding Bernát, it must 

be on all e-mails of the second and third levels of the organizational hierarchy (Bernát2 

– Decision search): 

    "...that's how I have an idea about matters, and I don't have to ask things a lot. 

And if there is still uncertainty, I ask questions to colleagues, to which I expect 

quick answers. This means 4-500 emails per day. My colleagues are shocked, 

but I really read every letter. If a letter is very long, I write back that I have not 

read it because it is too long, please make it shorter." 

 

Norbert (Case of Norbert1 - Individual profile) and David(Case of Ádám1 – 

Decision search) and in the case that the two leaders are involved in all decisions. 

Accordingly, I considered it important to examine the effect of the trust of individual 

managers, or the lack thereof, on the decision-making mechanism of the TMT and on 

the innovativeness of the lower levels of the organization. I will detail this in the next 

chapter. 

Like Heyden, I did my research with companies operating in a turbulent 

environment. However, my results were partially different from the developments in 

Heyden's (2012) dissertation. There was a difference in the fact that the organizations 

that participated in the research use external professional help in cases where they 

supported the collection of information related to the processes supporting the 

operational functioning of the given organization or supporting a decision. My results 

were similar to those of Heyden (2012) for Company A and Company C: using external 
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consultants indicates problem-solving behavior aimed at clarifying the organizations' 

judgments. 

The case of Antal3 - Decision search: 

"We had an idea and an idea of what the system should be that we wanted to 

integrate into our systems, but we wanted more information. At that time, we 

asked an external company to find tools for us, and we also told them one or two 

that they should include in the analysis and compare the advantages and 

disadvantages from both a business and a professional point of view. And then 

we got this complex analysis.” 

 

The case of Norbert1 – Decision search: 

"We worked with a training company, and they had a methodology for this, 

which they adapted for us. Colleagues were delighted with him." 

 

The case of Gábor1 – Decision search: 

"We have a very detailed satisfaction measurement, which we do with an 

external HR company. The survey also measures how well we, the members of 

the organization, comply with the organizational values." 

 

The case of Ágota1 - Decision search:  

When looking for new employees, Company C uses the services of recruitment 

headhunters in addition to the LinkedIn search, as well as: "There are competitors 

that we monitor and, if we see that the situation there is not so good, we use direct 

inquiries." 

 

Here, however, another difference emerged between Company A, Company C 

and Company B, Company D. Because in the practice of Company A and Company C, 

the involvement of an external expert related to the business process is typical. In both 

cases, we can talk about solutions in which the business or partner is so valuable to the 

organization that it is able to involve third parties in the service. Company A and 

Company C directly or indirectly seek out well-known organizations and professionals 

in order to acquire a business or retain customers and integrate them into their own 

organization to ensure business continuity. 
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The case of Zoltán1 - Decision - search:  

"And then, of course, in the first round, I'll check what kind of experts we have, 

I'll ask the HR people if there are any? If there is none, then another company or 

separate independent experts must be involved. There were also times when we 

brought in independent experts because we needed someone with a special 

certificate. At that point I said that someone would have to be involved here and 

obviously this had to be discussed with Bernát. Obviously, in the first round, we 

try to involve an expert within the company group or from a company with 

which we have a relationship, that we know, etc. If not, then we will search 

through it at some level, but usually this issue is resolved in these circles." 

The case of Bernát1 - Ambidexterity  

"if we can generate even more profit with the appearance of the person, then the 

question is not whether he fits into the company's wage structure, but whether 

we can generate even more profit." 

Ákos2 case - Decision - search: 

 "In no-go cases, we pass the lead on to our partners for a certain sales 

commission. This is an important decision because the client is valuable, that is 

why we contract with them, but we absolutely outsource the task, and we do not 

deal with it." 

 

5.3 Diversity policy 
  

At the beginning of the interviews, I asked each manager to define what 

diversity means to them. During the definitions, the most frequently encountered 

dimensions were: age, gender, and people with disabilities. In the case of Ágota 

(Company C), this was followed by professional experience in organizations of 

different sizes, education, and nationality. However, for the other managers, the concept 

of diversity was limited to the above three categories. Consequently, during the 

interviews, no leader mentioned the other three categories of the Big Six (Primecz, 

2019): religion and belief, sexual orientation, and racial and ethnic groups. In my 

opinion, the category of religious and faith diversity is not of great importance from an 

organizational point of view in our country, as it is classified in the category of private 

life. All of this can be connected to historical elements and processes such as the 
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freedom of religion characteristic of Western culture, the separation of religion and 

state, as well as the spread and acceptance of atheism, which led to the fact that 

workplaces - which are not explicitly linked to religion - are considered fundamentally 

secular. In my view, sexual orientation was left out of the list because, ideally, the 

personal actions related to it do not occur in the workplace. As a result, employees 

classify it as a matter of private life. The third missing element of diversity was race and 

ethnicity, which includes the largest domestic minority, the Roma. In my opinion, the 

reason for this phenomenon is twofold. The fate of the Roma has merged with poverty, 

stereotypes, social exclusion, disadvantage, and problems in education and employment. 

As a result, on the one hand, in most cases, the first-generation educated Roma do not 

admit their origin, fearing that they will not be able to assert themselves in the labor 

market due to the lack of role models, help, and relationship capital in front of them. 

Consequently, even if they enter the domestic labor market, including the bloodstream 

of SMEs, they do not admit their origin, fearing exclusion. In this way, the stereotype 

about Roma formed in the actors of the enterprises cannot be formed in a positive 

direction either. On the other hand, as my previous research shows, there is strong 

discrimination against Roma workers (Olasz, 2020). They often do not even make it to 

the interview process because their origin is evident from their CV. In my view, the 

social responsibility of organizations is urgent in this matter. Introducing Roma 

graduates into market circulation and positions at companies would positively affect 

their social status and reduce selection mechanisms. Further and deeper detailing of this, 

however, is beyond the scope of this paper. 

In none of the medium-sized organizations can we talk about the existence of a 

diversity policy or an active effort towards it, but at the same time, the category I call 

inactive openness is typical in all cases. This is indicated, for example, in the following 

cases: 

Case of Anett1 - Opinion on diversity, diversity policy:  

"he confronted me [disabled, visually impaired], and we examined it [the 

situation] ... we looked at how we can solve the problems we are facing", 

respectively 

 

The case of Ágota4 and Ágota6 – Opinion on diversity, diversity policy: 

"...random, we are also open if they come." 
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"There is no conscious. We did not particularly focus on increasing the 

proportion of women in the company, for example, but it was a natural 

process as more and more people are interested. Obviously, we are also more 

open. We never had to deal with this, because we never turned away from 

anyone." 

 

The case of Gábor1 - Opinion on diversity, diversity policy: 

"We used to use diversity for the diversity of projects, not for internal 

proportions. We consciously don't have a strategy like Google or these 

Facebook, big companies." 

 

The case of Norbert4 – Opinion on diversity, diversity policy:  

"We don't have any diversity strategy. We also want to expand internationally, 

so we must tap into multiculturalism. But we don't consciously deal with that." 

 

Consequently, in the first round of analyses, none of the organizations appeared 

to be taking steps to support any diversity category. At the same time, if the given 

diversity category presents itself to them, it "comes in front of them," and then they 

handle it openly. In the next stages of the analysis, I will present the results of my 

investigations related to age, gender, and cognitive diversity, and I will refine the ideas 

of the organizations about diversity. 

 

5.3.1 Age diversity 
 

Before the interviews, I reviewed the content of the websites and Facebook pages 

of the 4 companies and, based on the initial investigations, I divided the investigated 

organizations into two groups: 

The website of Company B, Company C, and Company D is characterized by the 

fact that 1) it contains detailed information about the objectives of the organization; 2) 

reflects the image of an organizational culture where team members are supported and 

encouraged, and individual differences are valued; 3) the goal of the organization is to 

create a "company-life feeling" and attract the attention of candidates. Company B does 

this with the visual presentation of "Our shared experiences" and "Why is it good to 
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work here?" sections, it is achieved by listing arguments given by colleagues, such as 

"Flexible working hours, Home Office option," "Opportunity to develop professional 

and other competences during work" and "We work as a team with my direct 

colleagues." Company C's website emphasizes openness, and cooperation based on 

mutual respect and understanding at the organizational and team level, as well as the 

agile approach and lean approach. In the case of Company D, the homely work 

environment, joint leisure programs, "quarterly think out of the box workshop," 

company pizza parties, and other programs. In contrast, Company A's website contains 

1) only minimal information about the organization; 2) there is no information about the 

culture, events, or life of the company; 3) its content is limited to customer guidelines, 

videos, and video library. 

None of the companies uploaded a document on equality and commitment to 

diversity to their website, and based on the interviews, only one organization has a 

document on diversity and acceptance82. At the same time, in the case of Company B, 

Company C, and Company D, the presentation of objectives and the presentation of 

organizational culture indicate the importance and support of diversity principles. Also, 

based on the information on the website, it can be established that Company B, 

Company C, and Company D have a diverse clientele, which shows that these 

organizations must understand and reflect the diversity of their customers (see Table 

14). 

The information in the mouths of Companies B, C, and D, as well as on their 

Facebook page, shows that the purpose of these businesses is to present the "Company 

life feeling," which indicates that, in addition to the narrow labor market framework, the 

goal was to attract talent and - as soon as it was also highlighted during the interviews - 

maintaining it with means of well-being (shared pizza, punching bags, foosball, table 

tennis, weekly soccer, etc.). Consequently, organizations aim to present themselves 

positively in the eyes of the client and the employee (candidate). This view of mine was 

supported by the thoughts and comments made during the interviews:(The case of 

Ágota2 – Opinion on diversity, diversity policy) "our goal is that... our Company is 

attractive on the market, both in terms of clients and candidates.", 

 
82 Although, during the interviews, I received from Ágota (Company C) an organizational policy on a 
commitment to diversity called "Our Values" (I did not receive permission to include this in my thesis). 
The document has not been uploaded to date, however, one or two thoughts are echoed on the homepage 
of the organization's website. 
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In the case of Company A, the website and Facebook page contain detailed 

descriptions of the use of the System, a knowledge base, a video library and important 

information for customers. Behind this form of appearance is the organization's strategic 

decision: "Our principle is that we do not communicate via Facebook, or more 

precisely, we only express ourselves. "In my opinion, Company A's decision is made up 

on the range of its customers because the public sector is a much more sensitive and 

formalized area than the private sector. 

During a deeper analysis of the interviews, I found a close correlation between 

the preference for employee seniority and the activities of the examined companies. 

Those organizations that developed their own products (Company A and Company C) 

insisted on employing senior candidates when selecting new colleagues. In my opinion, 

the development of one's own product means more responsibility in that the brand of the 

organization is given exclusively by this and by the activities built around it, such as 

consulting. In order to continuously ensure and increase the user experience, you need 

specialists who can add value to the product using their previous management and 

professional experience. 

On the other hand, I experienced a different kind of image and an organizational 

message sent to the outside world at those organizations that primarily focused on 

service (Company B and Company C). My preliminary investigations showed that the 

target employees of the two organizations were colleagues with less or no experience. In 

this regard, the term junior can refer to age and professional experience alike, as both 

organizations are open to accepting junior colleagues transferred from retraining 

centers. According to their confession, it is characteristic of both organizations that - 

quoting Ádám -"their only tool is attention," which manifests itself in the organization 

of joint programs, the creation of a familiar, friendly atmosphere, the construction of a 

foosball room and a PlayStation corner. Company B and Company D do not develop 

their own systems regarding activities. Compared to Company A and Company C, its 

range of services covers a much wider area, which includes many types of outsourcing 

at both team and individual levels (Figure 18). 
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The following cases indicate this: 

 

The case of Ádám1 - Opinion on diversity, diversity policy: „A significant 

proportion of our employees are young." 

The case of Anett3 – Opinion on diversity, diversity policy: "We hired such 

developers with a break-even point and zero kilometers, and we are even open to such 

retraining centers. We don't only accept university graduates." 

In relation to seniority, in the case of Company A, the TMT emphasized that 

they rely largely on their direct colleagues, the senior professionals, in their decisions, 

from a professional point of view. 

This view is supported by Lajos's thought process (The case of Lajos 1 – – Opinion on 

diversity, diversity policy):  

„The choice of my colleagues was very conscious. My colleagues represent the 

age group of mid-thirties to mid-fifties, so they are mainly former teachers, they 

were deputy principals at school, so they are professionals with a pedagogical 

background". 

(The case of Ákos1 - Opinion on diversity, diversity policy):  

"our team consists almost exclusively of seniors, we believe in working with 

seniors." 

 

Based on the above, Company A's practice differs from the national and 

European average (EC, 2012a, b) for the age group because the age-related employee 
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preference of individual managers is the older, experienced age group due to the 

requirements related to professional experience. At the same time, the average age of 

Kristóf's team of developers ranges from 20 to 40, which Kristóf received when he was 

appointed. 

In the case of Company C, according to Ágota, the age of the employees varies 

widely, between 19 and 50. However, in Ákos's interpretation, seniority has a different 

meaning than in the case of Company A. The case of Ákos1 shows he considers soft 

skills such as mentoring, people management, and business approach to be necessary 

competencies in addition to experience. The existence of this excludes fresh graduate 

beginners, but at the same time, the average age of developers does not exceed thirty-

two. 

During the interview with Ákos, the proposition of self-classification of the 

relational demographic theory (Tajfel, 1981) echoes several times, which includes the 

need to belong somewhere and to be distinguished on the other. Similar to Szászvári 

(2012), the present research also resulted in Ákos' management that the young manager 

judged the seniors unfavorably. Ákos was 34 years old at the time of the interviews, so 

he judged the age category far away from him unfavorably (Szászvári, 2012). It refers to 

the case of Ákos2 - Opinion on diversity, diversity policy: "We are now interviewing 

a forty-five plus old fox... maybe we won't make him an offer because he's just so out of 

it, and we don't know what this decision will do to our young, ambitious, strong 

designers." The case above shows that, according to the manager's assumption, the 

cooperation between old and young colleagues would not be fruitful, would cause 

emotional conflicts among team members, and would even lead to turnover (Dijk et al., 

2016; Richard & Shelor, 2002). So, Ákos' view reflects that the difference in age-related 

diversity within the work unit would have a negative effect on the behavior and attitude 

of individuals (Yadav & Lenka, 2020). 

Considering contextual issues, examining what the above means for a medium-

sized IT company is important. All of the organizations that participated in the research, 

including Company C, are flat organizations. This means that there are few, maximum 3 

hierarchy levels within the given organization. Both Ákos and Ágota are on the second 

level of the organizational structure within the TMT. There are professional and non-

group managers at the middle management levels below. As a result, TMT members are 
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the direct implementers of senior management's instructions and plans compared to a 

large company or multinational environment. 

Although Company C, similarly to other organizations, does not have a diversity 

policy, at the same time, based on the formulation of the HR manager (The case of 

Ágota4 – Opinion on diversity, diversity policy), „there was never any turning away 

from anyone", which is supported by the presence of various members within the 

organization (Ágota6 case – Opinion on diversity, diversity policy): „there are 19 - 

he hasn't even finished university - and around 50 Spanish, Croatian, Ukrainian 

colleagues, as well as 98% visually impaired colleagues. Some came from multinational 

companies, and many of them work part-time because they have babies. "Organizational 

practice, therefore, clearly indicates that Company C is open to different diversities. It 

can also be observed that Ákos shapes his board of directors based on his own 

preferences (Hambrick & Mason, 1984) (The case of Ákos1 and Ákos3 - Opinion on 

diversity, diversity policy) and determine its developmental trajectory through the 

preferences, behaviors, and abilities embedded in their strategic decisions (Cyert & 

March 1963; Hambrick, 2007; Heyne, 2012). 

I came to a conclusion similar to the literature results regarding middle 

management. The "old fox," as an experienced and highly knowledgeable but elderly 

professional, also greets Dávid in connection with an interview/selection case (The case 

of Dávid1 - Opinion on diversity, diversity policy). Consequently, Dávid, who 

performs middle management duties on the board, has a similar opinion to senior 

professionals and has the same attitude regarding diversity (and, as I explained earlier, 

values) (Tatli & Özbilgin, 2009). The negative application decision made in view of the 

candidate's age was a practical implementation of the approach (Mor Barak et al., 2021) 

Overall, it can be said that the manager on the board of Company C assumes that 

age-homogeneous teams produce better performance and better metrics. Based on his 

assumption, group members would not feel comfortable in the company of members 

with different characteristics/characteristics (Qin et al., 2014). The middle manager also 

implemented his insights during his work. Consequently, Ákos and Dávid's reference 

sheet in this regard is the age of the employees on the board. Applicants to them were 

judged based on the level at which they perceived age differences and associated 

stereotypes with them (Harrison & Klein, 2007). 
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 So, on the one hand, age-related prejudice and discrimination prevailed in one of 

the boards of Company C at a much lower age than the EU average (EC, 2012a, b). In 

this case, "forty-five plus" professionals were rejected based on their age, which was the 

same as the results of domestic surveys, according to which someone up to 45 is 

considered young (Tardos, 2016). At the same time, it is also important to see that the 

leader voted for the principles of the separation theory and that cognitive diversity, 

which focuses on the information/decision-making perspective, was less important to 

him. According to his assumption, differences give rise to disagreements and 

contradictions (Risberg et al., 2019), which would have a bad effect on the team 

functioning that has worked well so far. At the same time, Ákos forgot about the waste 

of professional knowledge and work experience (Tardos, 2016). 

During the comparison, I found that IT organizations' preference for co-diversity 

is significantly influenced by their product portfolio and scope of activities. For 

organizations working on their own products, the goal is to employ senior colleagues 

because they want to gain as many profiles as possible by maximizing customer needs 

and the user experience associated with using our system. On the other hand, 

professional experience is less important for IT outsourcing organizations. In my 

opinion, in this case, the quantitative characteristics are more decisive since the more 

labor they can outsource, the more profitable it is for the company. At the same time, 

it is important to emphasize that these organizations greatly emphasize quality. As a 

guarantee of this, they pay great attention to education, the integration of the members, 

their vision for the future, and their motivation. Consequently, they directly and 

indirectly affect the performance of the group or organization (Rijamampianina & 

Carmichael, 2005). 

 

5.3.2 Cognitive diversity 
 

My further investigations showed that in the case of Company B, Company C, 

and Company D, the autonomy of strategic renewal prevails, which is characterized by 

a bottom-up process (Flores, 2016; Volberda, 2017; Volberda et al., 2001; Ateş et al., 

2020). My results were similar to those of Volberda (2017). As soon as thatLevente1- 

Ambidexterity, Dávid1 - Opinion on diversity, diversity policy andAnett1 - 

Renewal case shows that middle management and employees play a significant role in 
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the successful renewal processes of Company B, Company C, and Company D. In my 

opinion, what Dávid said best describes the related processes: "Being in a good 

community and feeling good about yourself means that you deliver a good product" 

(Case of Dávid1 – Opinion on diversity, diversity policy). 

In connection with the above findings, I extended my investigation framework to 

Company A, where Kristóf's case came as a surprise (Kristóf1 – Ambidexterity): 

"So I think that we clearly have the innovation and the intention but above all the 

intention because unfortunately quite a lot of things are blocked by the company 

management. And I feel that there are quite a few topics in which we cannot make much 

progress due to circumstances. For example, even if we wanted Teams to be the 

corporate (…) communication platform, it was not possible because the company group 

uses Skype, and this cannot be changed. We tried in vain not to have Slack at our own 

company because we don't like it so that it could be something else. In vain, I worked 

out solutions and cost estimates and everything. No, because we are used to this now, 

we stay with the old one. That's fine because the business sees that it still works. So, I 

think my board would be innovative, but unfortunately, our horns are usually crushed." 

 

During the new investigation of the cases, I came to the conclusion that the basis 

of the similarity between the four investigation units, i.e., Kristóf's management, 

Company B, Company C, and Company D, is the existence of trust. 

In contrast to the research of Reynolds and Lewis (2017), the results of my 

dissertation show that in the medium-sized domestic companies operating in the IT 

sector that participated in the study, the existence of a sense of psychological security 

created not only by HR but also by CEOs and TMT ensures the organization from 

below future renewal processes. In the case of these organizations and organizational 

units, the leaders formed the view among the employees that they will not be punished 

or humiliated if they voice their ideas, questions, or concerns or if they draw attention to 

mistakes (Khan, 2018). 

 

Case of Anett5 - Opinion on diversity, diversity policy:  

"Within the company, no one was ever subjected to atrocities for expressing 

their opinion or for thinking that they saw it differently than the management. 
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We encourage everyone to share and tell them, because that's the only way we 

can change, and this is the first step to creating a culture of feedback" 

 

Kristóf2 – his view on diversity:  

"I believe in teamwork,"... "our team,"... "our structure" 

"For me, it is vital that my board of directors is a team - and I would always like 

to see this as authoritative in management - we must be able to work together 

because we are rowing in the same boat." 

 

The case of Levente1 - Ambidexterity: 

"We don't talk, we discuss everything. I think joint bar storming is very 

important." 

 

Consequently, the above organizations and organizational units are characterized 

by cooperation, the effort to identify and solve problems quickly, the sharing and 

application of information, and the ability to maintain attention and continuously invent 

new approaches and solutions. This is achieved by the psychological safety perceived 

by the organizational members, i.e., the team members' common belief that the 

members can safely take interpersonal risks within the team (Edmondson, 1999, p. 354). 

After that, with the help of the information obtained during the investigation, I placed 

the individual organizations in the matrix of cognitive diversity and psychological 

safety (Reynolds & Lewis, 2017). 

In the case of Company A, I supplemented the above examination with a 

comparison of the units within the organization. In the case of Kristóf and Júlia, 

information sharing, brainstorming, team building, partnership, "back and forth 

communication" support, and the "positive caress," is in the "reject hierarchy." So, in 

the case of the two TMT directorates, it can be said on the one hand that the degree of 

information processing is high. On the other hand, the creation of new knowledge and 

new solution paths, in addition to the consolidation and use of existing knowledge, is 

expected (Reynolds & Lewis, 2017). 
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Case of Júlia1 - Opinion on diversity, diversity policy: 

"Practically, I discuss everything with my colleagues, and when we start 

something, we discuss it with everyone step by step, together, and gather ideas. We try 

to even out the unevenness or minimize the possibility of mistakes because they can 

inevitably slip in. And I expect creativity from my colleagues because it is important to 

them and me. And it's better for everyone because more than one mind is much more. 

And I see that a lot of people like it. Of course, there are always personalities or 

individuals who are not so open and brave. There could be a thousand reasons for this. 

I had to recognize this type and hold his hand a little. And then he gives the direction 

very well and even has novelties and new ideas. Inclusion is very important to them.” 

 

The case of Kristóf1 - Renewal: 

"...I experience it very positively when someone learns something new and is 

proud of himself and happy that he managed to do something. And I noticed that I also 

feel a great sense of happiness when there is a colleague who asks for help or doesn't 

even ask for it, but I see that he has a difficulty, we help, we come up with ideas 

together, we come up with something and then he gets a sense of success as well so of 

course me too." 

Accordingly, based on Reynolds and Lewis (2018), Júlia and Kristóf's team 

belongs to the generative group, which is characterized by an encouraging and nurturing 

environment. Such an environment represents an organizational unit where information 

processing is based on curiosity, experimentation, and interest (Khan, 2018). The above 

cases also show that the teams of the two TMTs value open and honest communication, 

clear definition of expectations, trust, independence, and decision-making rights as a 

positive practice. However, in the case of Kristóf and Júlia, we can see that their 

empathic attitude requires more attention (Primecz et al., 2008). 
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Table 14: Company Matrix of cognitive diversity and psychological safety 

My own editing 

In the case of Zoltán, due to the size of the organizational unit, we cannot speak 

of a hierarchical structure either. However, in this case, the operation is characterized by 

strong control, which is not related to the individual profile of the manager, but to the 

impact of legal frameworks, financial standards and regulations. All of this involves 

thoughtful information processing, characterized by the appreciation of members and 

flexible operation. 

This is supported by Zoltán's case below (Case of Zoltán1 – Renewal):  

 

"Everybody here knows when to come to the office, I don't have to discuss this 

with them separately. Everything is determined by what the particular 

colleague's job is and whether it requires someone to be inside or not. Our 

operation is not hierarchical, everyone knows their job and does it. If necessary, 

I am always available, we coordinate and discuss if necessary." 

 

and The case of Zoltán2 - Renewal: 

"We have administrative matters that require both routine tasks and quick 

decisions. In this case, there was a cancellation, then it had to be resolved there, 

because the source was also urgent." 

 

In the case of Antal and Lajos within Company A, support for information 

sharing, brainstorming, and "back and forth communication" also arises. At the same 

time, they lacked the existence of a personal relationship, the level of team cohesion that 

would allow team members to receive "positive caresses". Consequently, Lajos and 
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Antal's organizational unit is also characterized by hierarchical, controlling, and flexible 

operation, careful, considered and resilient information processing. 

 

They refer to: 

1. the previously presented "brought from family" cases, 

2. Julia's comparative comment that “Antal, Lajos or Bernát will never be 

asked by their colleague...they are not these types. Moreover, if it were to be 

brought up by chance... during a project discussion, then... cut... let's get to 

the point." 

3. The case of Lajos (The case of Lajos 1 – Renewal) 

"Maybe we won't be able to use that idea now, but somewhere else. Last week, 

for example, a completely new solution was born from the solution of one 

problem, which we were able to utilize in other areas. It also happened recently 

that during the oral analysis of the problem we shed light on new fundamental 

problems, which was very useful. So we proactively prevented the further spread 

of the problem or the appearance of new problems.” 

 

Case of Antal 1 - Decision - search: 

 "Then I asked my colleagues who preferred what. Everyone had to write down 

their opinion on what they would choose, why, what they say in favor of their 

decision, and what risk factors they see. I also read a lot of professional 

comparisons, mainly in English. I made my decision based on the results I 

received based on the votes and my research. So in the end, the decision was 

unanimous, even those who voted for the other one realized that this is a better 

choice for our company at the moment." 

 

In the case of Bernát, the previously mentioned goal-rational solutions are 

associated with findings and thoughts such as "revelation", "they learned where the limit 

is", "we have a special decision-making mechanism within the company". In its case, 

we can witness a one-person decision-making mechanism. Considering his functional 

background, he can be considered a generalist, so he is a leader who moves at home in 

both the professional and operational fields. He himself provides frameworks for the 

"decision playing field of subordinates" (Dobák & Antal, 2010). According to his own 
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admission, he belongs to the group of autocratic leaders. Based on the above, the motto 

of his management style is "do it!". Only he takes action on important issues, and he 

intervenes in certain steps and "interferes" if he deems it necessary. His leadership 

orientation can be considered as direct leadership. His aloof, authoritarian 

communication is almost exclusively written. Aggressive, rigid and restrictive (Dobák 

& Antal, 2010; Carlin, 2019; Houlihan, 2022). Lajos and Antal show similar 

characteristics to Bernát in many respects. In contrast, both Júlia and Kristóf belong to 

the group of democratic leaders. Their ars poetica is involving the opinions of their 

colleagues and assigning joint decision-making directions. Their focus is on 

relationships and people. They participate in the lives of their teams without taking too 

much responsibility, they fit in. Their structure is organized, they pay attention to the 

framework, and they consider everyone's opinion important. Communication can be 

considered strong both vertically and horizontally and back and forth. 

Elevating the issue related to safety to the organizational level, I found that 

despite the fact that there are generative types within Company A, the role of the CEO 

plays a decisive role during each process, and this determines the organization's final 

position in the matrix of cognitive diversity and psychological safety. Consequently, the 

low psychological safety in Company A caused the teams to lose the key quality and 

shared belief that they can dare to express opinions within the organization 

(Edmondson, 1999; Edmondson & Lei, 2014). In my opinion, Companies B, C and D 

also belong to the generative group, because based on the interviews, all three 

organizations are characterized by an encouraging and nurturing environment. Their 

information processing is based on curiosity, experimentation, and interest (Khan, 2018) 

(see table no. 19). Consequently, at these companies, the team members dare to express 

their opinions and based on the interviewees' reports, the power of cognitive diversity 

comes to the surface. In contrast to Kristóf's team, which, according to Kristóf, although 

innovative and proactive, its cognitive diversity remains underutilized (Khan, 2018). 
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Table 15: Matrix of cognitive diversity and psychological safety of the organizations that participated in the research 

My own editing 

Connecting all this with the unanimous TMT opinion that all senior managers 

within Company A see the change associated with renewal as a top-down process. So, 

within Company A, the top managers play a key role in the strategic renewal (e.g.: 

Taródy et al., 2021; Hortovány, 2012; Hortoványi et. al, 2021), in contrast to Company 

B, Company D and Company C, where renewal from below also appears.  

 

5.3.3 Gender diversity 
 

Based on the information received from the interviewees, the gender ratio of the 

organizations for 2019-202083 was as follows:  

 

Organization 
Number of 

organizational 
members84 

Gender ratio 
in the 

organization 

Gender ratio 
in 

management 

Specializing in female 
leadership  

Company A 110 30% 16 % (6-ból 1)  
Director of Organizational 

Development 
Company B 170 26% 20% (5-ből 1) HR manager 

Company C 100 24% 0 - 

Company D  140 24% 22% (9-ből 2) 
Head of Finance 

Director of Product and 
Service Developmen 

Table 16: Gender composition of the organizations that participated in the research 

My own editing 

 

 
83 I have included data received from interviewees. 
84 In accordance with the reports of the interviewees, in some cases it also includes the organization's 
subcontractors. 
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The above data are in line with the global phenomenon and the literature: 

women are significantly underrepresented either in the entire organization or in the 

management layer. In this part of my research, on the one hand, I looked for the answer 

to what could be behind the above low ratio, i.e., what causes the underrepresentation of 

women in either professional or managerial positions in the examined IT organizations. 

None of my interviewees explained the low number of women with biological 

determination (Nagy, 2014, Trauth, 2002). On the other hand, I wanted to find out 

whether my interviewees explain the underrepresentation of women in IT with the 

views of the essentialist perspective or the social construction of IT (Trauth, 2002). 

Regarding the low proportion of women in the IT sector, some of the 

interviewees voted in favor of the gender theory, i.e., the social structure of IT, 

highlighting, "I don't think there are intellectual differences, I think this is a promotion 

(the case of Ágota2).” My interviewees, without exception, emphasized that, on their 

part, there is no - similar to the other diversity categories - "no consciousness in this.” 

According to their view, there were very few female IT specialists in the labor market a 

few years ago because women did not think it was a suitable profession due to the lack 

of proper promotion and social support (Trauth, 2002; Nagy, 2014). Without exception, 

the HR specialists emphasized that thanks to various initiatives and retraining centers, 

the proportion of girls in this industry is showing a slowly increasing trend. These 

findings are clear signs that the managers who took part in my interview - regardless of 

their management level - are constantly informed in order to be informed about issues 

related to their profession. 

In contrast to the above, Bernát and Dávid illuminated the issue from a different 

perspective. Based on their own experience, the judgment of people in the IT industry - 

both in university and professional circles - is not based on gender, but on knowledge. 

 

The case of Bernát1 - Opinion on diversity, diversity policy 

"Those two [girl classmates at the University of Applied Sciences] were always 

in the top five, and we recognized them, and we never looked at their girlhood." 

 

The case of Bernát2 - Opinion on diversity, diversity policy 

"Even then, there were very few girls in the IT profession, but those who were 

there and made it, were recognized by the profession." 
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The case of Bernát3 - Opinion on diversity, diversity policy 

"the girl who was at the top professionally in her grade won the recognition of 

the boys, but the girl who was not at the top was ignored by the class. So it was 

not because of their gender that someone had rank or recognition in our grade, 

but because of their knowledge..." 

 

The case of Bernát4 - Opinion on diversity, diversity policy 

"They [women with professional qualifications] are professionally accepted, you 

can't argue with that. At that meeting, there was a religious debate about 

whether solution a) or b) or c) should be made, and I said that it should not be a 

religious debate, but that the profession should decide [the BME lady and 

Bernát] which religion for which we cast our vote." 

 

Dávid's 2 case - Opinion on diversity, diversity policy 

"These women leaders that I know are there professionally, and we recognize 

them. This is a professional community and not a community of men.” 

 

I extended my research focus to the model of Anker and his co-authors (2003), 

namely, to examine the extent to which gender segregation within IT can be traced back 

to social, economic, cultural, and historical reasons. Social norms and stereotypes shape 

the view of what is the right career path for girls and boys already in childhood. 

According to the views of my interviewees, on the one hand, the stereotypes in girls and 

in society stem from these, according to whom in your IT organization, "there are only 

people in checkered shirts eating pizza in Vietnamese slippers. “According to Ágota, 

the fact that girls are underrepresented in STEM "Science, Technology, Engineering, 

and Mathematics" is due to the "lack of promotion." At the same time, Norbert has the 

stereotype that girls are sensitive and fragile and therefore need to be taken care of, 

which is not supported or liked by his female colleagues (The case of Norbert5 - 

Opinion on diversity, diversity policy). In the case of Company B and Company D, it 

emerged that developers were taken over from retraining centers, including girls. 

Accordingly, inequalities related to educational level exist, but looking at the trend of 

previous years, they seem to have eased minimally. The positive trend is due to Logic 
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School and Girls' Day (Gábor2 – Opinion on diversity, diversity policy) initiatives. In 

the latter's case, girls get a one-day insight into scientific, technological, and technical 

professions. The aim of the initiative is to arouse girls' interest in these fields and 

occupations. 

Three of my interviewees were women, two were top managers, and one was a 

middle manager. Accordingly, the statement that the proportion of women decreased 

exponentially at the higher levels of the organizational hierarchy is also true for the 

organizations I examined (Nagy & Primecz, 2010). In all cases, they play a supporting 

background role, taking on a kind of household role. In the interview that was held in 

2019, Norbert explained that it is the organization's and his personal goal to increase the 

number of management members by at least one person. Company B's website contains 

the senior managers' introductions with photos and a few sentences, on the basis of 

which the expansion of the TMT with female members has not taken place to date. 

Practically, active openness on the part of the organizations prevailed in this case 

as well. Consequently, in the case of none of the organizations, we can talk about 

having any kind of objective regarding the gender ratio of organizational members. 

Still, also in this case, when the given candidate knocked on the door of the given 

company, they were open to working together. 

 

6 Discussion 
 

In this chapter, I place my research results on the diversity management map and 

point out what results it contributes to the professional discourse. I then review his 

contributions to top management and diversity process theory, focusing on search, 

ambidexterity, and organizational renewal. Finally, I will examine its practical 

relevance. 

 

6.1 Summary of research results 
 

The theoretical focus of my Ph.D. research is organizational diversity and the 

related renewal and ambidexterity, which I examined from the perspective of diversity 
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management and top management theory based on the theory of Rijamampianina and 

Carmichael (2005) and Hambrick and Mason (1984). 

The broadly understood environment of my Ph.D. research was the domestic IT 

sector, including the industry of medium-sized solution providers. Within the segment, I 

focused on four organizations. 

My main research questions were: 

 

KK 1: How is the diversity of managers related to strategic renewal and ambidexterity? 

KK2: How is the diversity of top managers related to the search patterns that form the 

basis of decision-making processes? 

KK3: How does diversity as an organizational value affect strategic renewal and 

ambidexterity? 

 

Summarizing the presented research results, the following answers can be given to my 

research questions: 

 

KK 1: How is the diversity of managers related to strategic renewal and ambidexterity? 

 

Based on this research, we can state that every manager has an individual profile 

comprising a mixture of visible and invisible diversity elements. And this individual 

mix determines the chosen direction and goal of each organization. All organizations 

operating in a turbulent environment pay great attention to organizational renewal and 

the continuous maintenance of ambidexterity. In the case of Company A and Company 

C, this manifests itself in the way that they continuously expand their knowledge inputs, 

and with joint ideas they want to make the user experience even more complete by 

focusing on the future. In the case of Company B and Company D, it is typical to strive 

for foreign expansion, and the goal of achieving a more extensive network of services is 

indicated by increasing the number of employees and developing new services that 

increase added value and competitiveness. As we have seen, organizations are not able 

to change direction themselves, when necessary, to make efforts to renew themselves or 

to implement ambidexterity on a daily basis. This requires managerial decisions of the 

kind that set directions and milestones (Heyne, 2012; Barakonyi, 2002). In the case of 

company B, for example, the renewal at the senior management level came at the right 
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time. After two poorly performing years, the organization's management was renewed. 

After Zalán's retreat into the background, Norbert concluded successful years with the 

new operational director. 

All these decisions increased the companies' probability of survival because we 

can find organizational and process restructuring, recombination of existing knowledge 

elements, and refinement of market approaches (Burgelman, 1991; Heyden, 2012). For 

example, in the case of Company A, this manifested in how it adjusted its pricing 

strategy to its monopoly goals and employed a workforce with a higher salary range to 

achieve its plans related to knowledge expansion. In the case of Company B, this 

includes, for example, the opening toward various fields of automation and robotization 

and foreign countries. 

I presented several manifestations of self-categorization in the analysis phase, 

based on which we can conclude that my test results also show that self-categorization 

is part of a person's self-concept. Consequently, it is the set of cognitive representations 

that show where the individual places himself, what he thinks about himself, and how 

he forms the "us" and "them" category groups (Reimer et al., 2020). Accordingly, 

Bernát identifies himself as the owner of the company group. In contrast, Antal 

identifies himself as one of the best in the profession and Kristóf as someone who 

knows better than average. 

During the research, it was confirmed that although an individual's decisions and 

preferences are influenced by their gender, it only partially affects them because the 

gender of the given TMT is only a constituent element of the individual's unique profile. 

Consequently, the revelation of the individual's leadership style and the attempt to 

research it must be connected to getting to know the individual's profile. For example, 

Kristóf's view of diversity was not caused by his gender diversity but by his experience 

in the past. However, in the case of Júlia, we can clearly talk about the influence of 

gender on actions and decisions. 

The main pillars of Hambrick and Mason's (1984) model were proven in my 

dissertation: 1) the interviewees who participated in my study make their decisions 

based on their personal interpretations of reality; 2) the personal interpretation of reality 

stems from the managers' cognitive processes, value system, personality traits, 

professional experience, education, and ethical behavior standards, in short, their 

individual profile. In the case of Kristóf, for example, it was decisive that he came from 
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a poor family, which impacted the completion of his higher education studies. Then the 

workplace experiences significantly influenced his conception of work and his 

relationship with subordinates. Bernát's life as a "gentleman from Buda" has been 

accompanied by prestigious schools and cars from his youth. The effect of this is 

manifested in the ideas and vision of the system operated and developed by the 

organization, which is represented by the term "product universe." The term universe is 

usually visualized and associated with creating robust, far-reaching, and prestigious 

things. This symbol also appears in Lajos with similar content. In this case, the creation 

and creation of great things is intertwined with knowledge. 

I managed to get closer to understanding the strategy of the organizations that 

participated in the study. The similarity between Company A and Company C, or 

Company B and Company D, seemed like it needed to be more straightforward at first 

glance. When contacting the companies, I was unaware of the proportion of old, young, 

professionally junior, and senior colleagues. During my later investigations, I found a 

close correlation between the age preference of the organizations and the activities of 

the companies. In the case of organizations that develop and support their own products, 

members with several years of experience are preferred. So, in this case, the 

organizations cast their vote in favor of the information/decision-making perspective, 

cognitive diversity. In the case of organizations focusing on IT services and 

outsourcing, the focus is on increasing the number of young, even inexperienced, 

colleagues. Obviously, this preference of service providers can be explained by several 

facts. 

On the one hand, the characteristic of the IT sector is the lack of manpower, and 

clients can meet their team size needs more quickly and easily by hiring individuals 

who have recently graduated and graduated from retraining centers. On the other hand, 

it is customary for these organizations to use the network of existing members in 

exchange for rewards in addition to the usual recruitment practices. Young IT 

professionals can typically recruit new members from their own group, thus increasing 

the proportion of young people in the organization. Thirdly, the lower the resource cost, 

the greater the profit the given organization can expect during outsourcing. At the same 

time, this kind of approach brings excellent benefits to organizations and young people. 

On the one hand, after recruiting the workforce and periodically repeating, these 

organizations hold serious training for new employees, thereby ensuring high service 
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quality. Therefore, continuous learning and development are ensured for the members. 

On the other hand, they can accumulate much knowledge and experience within the 

various projects. Consequently, the diversity category focus of each organization is 

significantly connected to determining its resource allocation rate and profit-making 

goals. Because in the case of all TMTs, it is typical to determine the level of resource 

allocation which served strategic, namely market acquisition purposes. For example, 

while Norbert and Ákos wanted to achieve this by increasing the number of employees, 

Bernát wished to achieve this by complying with the order. 

Like García-Granero and his co-authors, I found a negative relationship between 

age and ambidexterity in a single organization (García-Granero et al., 2018). In the case 

of Company A, age diversity negatively affected the ambidexterity of the TMT. 

However, in my opinion, in this case, the phenomenon is much more related to 

psychological safety (I will write about this in detail later) than to approaches related to 

age diversity. 

 

KK2: How is the diversity of top managers related to the search patterns that form the 

basis of decision-making processes? 

 

The individual's profile impacts the individual's decision mechanism and 

preferences. In your decisions, all these values, search preferences, and learned and 

inherited things appear and affect your actions. At the same time, individual decision-

making, and behavioral patterns, as well as choices, determine the individual's choices 

to a large extent. All of this is not only a search but also manifests itself as a sign of 

self-classification, belonging to particular groups, and differentiation from other groups. 

During the examination of cognition, it was proven that it is significant for 

managers that everyone has their say. For example, Lajos emphasized that it is essential 

for him that people who do not work as developers and work within Company A but at 

the same time as parents have ideas and suggestions that can be useful for everyone, 

express their opinions, and share their experiences. Consequently, in terms of cognitive 

diversity, Company A prefers homogeneous teams (van Knippenberg et al., 2004). The 

case of Lajos represents the fact that diverse group members process information by 

clashing different thoughts, ideas (Shin et al., 2012), and knowledge (Hambrick, 2007) 
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(Shin et al., 2012), which leads to new ideas, feedback, enables use after a few months 

(Williams & O'Reilly, 1998). 

In addition to the above, it was also confirmed that Company A has a sub-

coalition formed by Antal, Lajos, and Bernát. In practice, this dominant coalition 

includes the elite network of Company A, which has the most significant impact on 

organizational goals, development directions, and strategy selection. In my opinion, on 

the one hand, the fact that Antal and Lajos among the TMT are the ones who 

"understood where the limit is" (Cyert & March, 1963) is and consequently know 

exactly what Bernát needs as a leader plays a significant role in this. At the same time, 

in the case of Júlia and Kristóf, Bernát's identification with this demand echoes. In the 

case of Kristóf, this manifests itself in better-than-average knowledge, and in the case of 

Júlia, in the well-being of the employees. Although Bernát only wants to participate in 

organizational events on a protocol basis, at the same time, he considers it important 

that organizational members feel good as part of rational solutions. 

My research results were similar to those of Heyden (2012): managers make their 

decisions according to the interpretation systems based on visible and invisible diversity 

categories and bring values and beliefs, i.e., a cognitive basis, to their formal role, 

through which understanding, and action are embedded in the established social world. 

At the same time, according to the theory, managers know all alternatives, of which 

they choose the most suitable one after a rational evaluation. Although professional and 

managerial experience and schooling contribute to specific insights, revealing and 

recognizing alternatives, they can also limit them. That is why Bernát, who has both 

management and development experience and knowledge, is able to make not only 

strategic but also high-level operational decisions, in contrast to Gábor and Norbert, 

who mostly make decisions along strategic lines, but at the same time, it is typical here 

that in every decision-making process, to be drawn as approvers. In addition, all TMTs 

are characterized by the execution of mental activities that play a role in creating, 

retrieving, and modifying knowledge structures (Helfat & Peteraf, 2015). 

Many diversity studies do not deal with the role of psychological safety in 

sufficient depth, even though it plays a similarly crucial and universally valid role as 

inclusion. That is why in many cases, it is treated as part of the concept of inclusion. 

Obviously, it has a raison d'être, but at the same time, psychological safety goes beyond 

inclusion, in my opinion, a key quality of the team. When it exists, the team has the 
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security to dare to take personal risks. Based on my research, I see that the CEO is the 

main source. In the case of Company A, the CEO sees fit to have it on the 

correspondence of every employee two levels below him. In his view, this is necessary 

so that, if the situation requires, he can intervene in the processes and minimize the rate 

of errors. However, at the organizational level, this translates into the TMT seeing team 

members as less or not innovative. In fact, however, the lack of initiative is typical due 

to the fear of killing the "little deer". 

Consequently, in the absence of psychological safety, the power of cognitive 

diversity and all types of diversity still needs to be explored. All this can lead to a 

decrease in creativity and innovation. Although in the case of Company A, the TMT 

considers itself to be innovative, and the robustness, multifunctionality, and complexity 

of its product universe shows this, at the same time, if there is psychological safety, 

bottom-up innovation could be realized, which would significantly improve 

organizational renewal and ambidexterity. 

The exact opposite characterizes Company B and Company D. For these two 

organizations, I have presented several cases that show that psychological safety, 

openness to ideas, and innovations - unlike Company A - is not only a matter of words 

but is actually realized. In this regard, it is exciting and a basis for further investigation 

that the use of agility and the agile method is characteristic of both organizations, not 

only at the project level but also in terms of organizational perception and mindset. 

Although, according to Kristóf, agility has been implemented in his organizational unit, 

it seems that agile thinking has not yet been implemented at the organizational level. 

Closely related to psychological safety is how the direction of the strategic 

renewal process develops within the given organizations. The autonomy of the strategic 

renewal, i.e., the bottom-up operation, was realized in the case of Company B, 

Company C, and Company D. In these organizations, the active participants in the 

individual processes are the middle managers and those working at lower levels, which 

I connected with the good community atmosphere and psychological safety as a 

moderator. Consequently, in these organizations, the supportive and encouraging 

attitude of the transformational TMT gives organizational members the security to dare 

to take interpersonal risks. In contrast, the dominant coalition Company A, especially 

the CEO, practically blocks bottom-up processes with corrective measures (e.g., Taródy 

et al., 2021; Hortovány, 2012; Hortoványi et al., 2021). 
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Accordingly, expanding the conceptual framework of organizational diversity 

with elements of inclusion and psychological safety is important. This is because, while 

inclusion was realized in the case of all examined organizations, organizational 

innovation can only be completed with psychological safety because its absence 

prevents renewal from below. For example, in all companies, special attention is paid to 

the members' well-being, the creation of a suitable working environment, the 

revitalization of community life, etc. Still, at the same time, in the case of Company A, 

the strong TMT suppresses the members' willingness to take interpersonal risks. 

 

KK3: How does diversity as an organizational value affect strategic renewal and 

ambidexterity? 

Based on the research, in the case of the TMT, the selection of team members 

according to the separation theory only occurred once; in the other cases, all managers 

cast their votes in favor of the information/decision-making perspective. The 

exceptional case is related to Ákos, for whom age was the basis of the comparison. This 

was achieved through a self-classification process. The young leader classified himself 

and his group among the senior youth, and the interviewee into the opposite pole, the 

elderly category (Williams & O'Reilly, 1998). Afterward, the leader’s group and the 

other group were evaluated, then the values were compared (Trepte & Loy, 2017). In 

the case of Ákos, the characteristic was also manifested that he trusted his own group, 

i.e., the group of young people, more than an elderly person outside the group, and 

therefore placed him at a disadvantage (Williams & O'Reilly, 1998). So, based on the 

case of Ákos and Dávid, regarding the diversity policy of managers at different levels, it 

can be clearly stated that the TMT's view on diversity also affects the views of those 

working at middle management levels. The highly knowledgeable professional applying 

for the job was disadvantaged due to his age. Ákos's negative idea of co-diversity also 

came into effect in the case of the implementing middle manager, Dávid (Mor Barak et 

al., 2021). 

The research results show that the individual profile is influenced by one category 

and the visible and invisible elements of diversity. At the same time, the weight of the 

different categories affects, to another degree, a person's experiences, attitudes, and 

insights. This is indicated by Ágota's view on social gender and the deficient proportion 

of women working in IT and holding top management positions within the examined 
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organizations. Based on Bernát's experience, this does not cause a difference either 

within the framework of workplaces or higher education because, in all situations, it is 

knowledge and not the gender of the specific specialist. This is evidenced by the 

"recognition of girls who are at the top professionally," forming a common circle of 

university friends that exists to this day, whose members were selected from among the 

best-performing girls and boys. At the same time, in this case, the question arises as to 

why there are not enough girls in STEM majors and professions. 

In connection with this question, the train of thought returns to the lack of 

promotion. Accordingly, I believe that serious social-level initiatives are necessary, in 

which companies also need to participate in an active and not just a participating way. 

During this time, I understood the attitude of the organizations, which I coded as 

inactive openness. It is characteristic of all organizations that if people with disabilities 

and members of gender and age diversity apply to them from among the diversity 

categories, they are open to receiving applicants. However, the given diversity category 

- in relation to the Big Six as a whole - only sometimes dares to apply to an IT company 

due to low self-esteem and the image related to IT in society. 

It would definitely be beneficial for organizations to take steps in this direction 

and develop. I am thinking here, for example, of the "revelation" of openness in this 

direction appearing on companies' websites, of closer cooperation with universities and 

high schools, of the declaration of transparency towards the diversity categories 

displayed on social media sites. Regarding the relationship with schools, it is vital that 

the territorial boundaries are not limited to Budapest but that the poorer regions are also 

included since it is even more difficult for children and young people living in 

disadvantaged situations to break through. The SMEs active in the IT field that 

participated in the research should take a more significant part in making the field better 

known to society. Among the TMT members, only Lajos's vision shows social 

involvement at the organizational level. In his case, the future system appears as a 

knowledge-sharing platform that allows all students to develop. In the case of Lajos, 

this aspiration is closely related to his experiences as a teacher. On the other hand, in the 

case of Company D and Company B, although the takeover from the retraining centers 

takes place, this is a profit-making move rather than a social role. 
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6.2 Conclusion 
 
 

Based on my research, we can state that individual processes take place 

sequentially or in parallel with respect to individual organizations. Past experiences, 

family roots, achievements, failures, and successes greatly influence TMT preferences. 

During my research work, I paid attention to the discovery of mediating effects, which I 

managed to achieve by including, for example, diversity management practices, 

psychological safety, and management style. Based on all of this, I managed to reveal 

that the organizations included in the investigation has "the only tool is attention," and 

none of them have management tools or practices related to diversity. In addition, the 

openness towards individual diversity categories is only inactive in the organizations. 

Consequently, they do nothing to attract the individual diversity categories into the 

organization, which can be considered as blindness in terms of social responsibility. 

My research enriches the literature on top management theory by examining the 

role of diversity management. My research method was based on qualitative research, 

the number of which needs to be improved in the diversity management literature. My 

thesis also considers work-oriented dimensions such as functional and educational 

background. My research enriches top management theories by emphasizing a deeper 

examination of cognitive processes, during which it connects managerial cognition and 

the decisions, renewal, and ambidexterity that form the origin of corporate strategy 

actions. Kin my guidance, I have focused on process mechanisms such as psychological 

safety, team disunity, and diversity beliefs by synthesizing and using recent and early 

studies. All of these play a mediating role between management orientation and 

company results. My dissertation also enriches the literature in this regard, as the 

present topic is a less researched area among diversity studies. 

The cases, opinions, and findings described above were created due to processes 

characterized by circularity. Part of this is socialization, which constantly refines and 

changes each individual due to events. As a result, this thesis describes the current state 

of the TMT of the given organization rather than a permanent state. 
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6.3 Further possible research directions 
 

At this point in my thesis, I must draw attention to the limitations of my research. 

Due to the nature of the research, the greatest resource of qualitative research is internal 

generalizability (Maxwell, 1996). At the same time, in many cases, there is no reason to 

assume that the experiences of a valid qualitative research would not be valid in a 

different context. Let's see how typical my sample is, which supports the generalization! 

The number of individuals examined in the research is relatively small (fourteen 

people), and the research sample can be considered homogeneous in certain aspects 

(people working in the IT field, with higher education, and working in managerial 

positions). During the sample selection, I tried to the best of my ability to include as 

many different subjects as possible: they hold the role of CEO, senior manager, or 

middle manager; their distribution by age, functional experience, and gender 

distribution is heterogeneous. During my search, I did not manage to speak with a 

female senior manager who would have led the specialized IT areas. I also strove to 

represent both those with few and many subordinates. The research results can be 

generalized in the light of these limiting factors. 

In light of all of this, using the methodology used in my dissertation, I recommend 

the continuation and expansion of future research on a pattern significantly different 

from the current one, as follows: 

 extending the investigation to the middle management level, 

 extension of the investigation to workers and stakeholders at lower levels; 

 the extension of the investigation to women holding senior management 

positions in fields closely related to IT; 

 extending the investigation to a broader range of managers with Hungarian roots 

across the border. 

 

 The questions that I would consider worthy of further investigation are: 

  

Further investigations related to the individual's profile: are my results 

confirmed in relation to the relationship between the diversity and the profile of 

the organizations and in reference to managerial cognition and corporate actions. 
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 A more in-depth examination of how and with incentives the domestic, medium-

sized IT organizations could be made active participants in social responsibility. 

 Extending the analysis to other diversity categories (e.g., origin, disability, 

sexual orientation, Hungarian roots across the border). 

 

In this research, I did not go into the following, in my view, fascinating areas 

related to the topic, which I would consider worth investigating in the future: 

  Repeating the interview with the interviewees today; Measures introduced as a 

result of economic changes, with the aim of exploring ways of renewal; 

 Longitudinal monitoring of the meaning and management of diversity and 

information-seeking schemes can be an exciting area of research. The purpose of this 

research was not to follow up on a specific period, such as a period of renewal, 

exploitation, or exploration. 
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8 Appendix 
 

8.1 Interview outline 
 

Topics of introduction 

 Introduction 

 Presentation of the purpose of the research 

 Brief presentation of the interview process 

 Request for permission to record, the confidentiality of information 

 

Demographic data  

Personal data: 

Name: 

Age: 

Qualification: 

Work experiences: 

 

Meaning of Diversity 

 

 What does diversity mean to you? 

 What does diversity mean to the Company? 

 How is diversity integrated into the strategy? 

 What tools are used to strengthen diversity in the organization? 

 Does the company have an official or unofficial diversity policy? 

 How well does the recruitment strategy support diversity? 

 How prepared is the organization to find, attract and retain the workforce of 

the future? 

 How and what strategy is used to attract the different diversity categories to 

the different needs and aspirations of the company? 
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Regeneration and Ambidexterity 

 

 

 On what basis do you make your decisions? 

 Where do you look for knowledge inputs during decisions? 

 What tools are used to collect ideas and share opinions? 

 In what cases do they use the involvement of external partners? 

 What role do you think you play as a leader in shaping the 

organizational/team atmosphere? 

 Is your company innovative? 

 Tell me about events and turning points in the life of your company or 

organizational unit that are related to renewal! 

 Tell me about events and turning points in the life of your company or 

organizational unit that speak of focusing on the future or the present! 

 

8.2 Custom profile 
 

Bernát 

 

(Case of Bernát1): Bernát grew up in an aristocratic family in Buda, providing 

him with a background where performance requirements and financial and 

spiritual support were met. 

"I am a gentleman from Buda, I come from a noble family, and I have always lived in 

Buda (...) when I was a doctoral student, my father gave me a black BMW. And that's 

why you looked bad at university, because how can you have a black BMW at the age of 

twenty? Then my dad said he would also buy a white one so they could see that he had 

two. 

 

(Case of Bernát2): Bernát dislikes having private conversations or activities with 

his colleagues. Its roots go all the way back to the family. 

"I learned from my father that private life is private life... we don't live our private life 

with company employees. So I don't go out for beer or wine with people. I have my own 
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group of friends with whom I discuss the big things in life; you don't have to discuss this 

with the people inside." 

 

(Júlia): Supporting Antal and Bernát's goal-rational solution-based 

attitude: 

"If we hire another senior colleague within the organization. Let's say Antal, 

Lajos, or Bernát will never, ever ask their colleague what you saw last night at 

the Vígszínház. Because they are not those types, never. In fact, if they 

accidentally brought up that I saw this and that last night at the Vígsthínház and 

this and that is my opinion about it, let's say they somehow got involved during a 

project discussion, they would still say, fine, okay, let's get to the point." 

 

(Case of Bernát3): Company A belongs to a group of companies where, based on 

the owner's decision, the managers receive a Skoda Superb as a company car. In 

management circles, the demand for another car brand, such as Audi, has arisen 

several times, but the owner insists on this brand. During his leadership years in 

the state administration, Bernát also drove a Skoda Superb, so he wanted 

something different. The respect and importance of principles also emerge in his 

story. 

"I've had enough with Skoda when I worked as a manager in the state administration. I 

will never go with Skoda again. That's why I went to the store and bought myself a 

Lexus because that's what I wanted... Only the owner has a Lexus within the company 

group, and everyone else has a Skoda. Therefore, it is a constant problem in the 

company group why I have a Lexus. So there are principles: Skoda is a company car; if 

you want to deviate from this, you should, but pay for it yourself. You don't have to wait 

for anyone here." 

 

(Case of Bernát4): In Bernát's case, the goal-rational solution and specific 

decision-making mechanism return several times as a motive, which he also 

explained and connected with his childhood roots. 

 "During the five years of the university's IT department, I was prepared to make 

decisions. There is nothing else. We programmed in 24 programming languages and 
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had 16 different mathematics subjects at university. We were bred solely and exclusively 

as breeders in that barn to be able to make decisions." 

 

(Case of Bernát5): Bernát completed his high school studies in Fazekas 

Gimnázium, a high school that is still at the forefront today. During his years here, 

his current individual profile was visibly formed. He points out that he likes the 

challenging and demanding path, and the goal-oriented solution also appears here 

as a motive. 

"Fazekas is also about this. It was stable, which was about learning to make decisions, 

and we were trained to be admitted to the university with 120 points out of 120 points. 

Everyone wrote 120 points in the admission. There were no questions. (...) These were 

stables, so whoever thinks this is not the case should not go here, to the University of 

Arts, or to Fazekas. (...) Those who couldn't stand it left. Many people left Fazekas. 

Those who couldn't take it left, that's not a question, they advised him from the high 

school, they told him to leave." 

 

Kristóf 

 

(Case of Kristóf1): Kristóf had to stop his higher education studies due to modest 

financial circumstances. And after leaving college, he had to work. 

"I started studying electrical engineering and stopped it because we got into such a 

financial situation." 

 

(Case of Kristóf2): Kristóf started working immediately after leaving college, 

where he found himself in a very difficult situation, as neither the team nor his 

manager was helpful or supportive. 

"I experienced what it's like to join an already existing structure with strong leadership 

as an outsider. And it was challenging. And then, I thought a lot about what I did wrong 

as a new employee. And obviously a lot, a lot of things.” 

 

(Case of Kristóf3): After bad experiences and experiences, Kristóf got into a 

leadership position with hard work. He carried these initial bad experiences with 
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him and has motivated him ever since to be able to use his position positively to 

help others so that others don't have to go through what he did. 

"When I first became a team leader, the most important thing for me was that yes, new 

colleagues would come, and then I started to think that I am now in a different position, 

and I have to think about what I can do to help the next Kristóf, who comes here as an 

outsider. And this was a driving force when I started thinking about it and trying to put 

together an action plan on how to integrate the newly joined colleague into the team as 

quickly and in the most enjoyable way as possible so that the others do not feel it 

forced, and that the new colleague has some help, too. In fact, this has been a constant 

driving force for me since then, to care about people." 

  

(Case of Kristóf4): Kristóf started working in the financial field after leaving the 

university. He initially became a group and then a branch manager thanks to his 

hard work. He then got a job at a commercial company, where he and his team 

started to deal with IT system organization and planning. It was here that 

communication/management and sales combined with the IT field for the first time 

in his work. After that, he joined Company A as a business analyst and was 

appointed to a management position a year later. 

"From the technical side, I can mainly summarize my life journey by saying that I have 

never dedicated myself to anything from the point of view that I want to be very, very 

good at something. So I couldn't find a topic in the financial, sales, or IT fields, to which 

I would have said that, yes, I love that. It has always been important for me to be able to 

lead projects very well and to be able to help my colleagues during projects. So, I have 

quite a balance - at least if you have to look at myself, the management, and the 

professional side. For me, the most important thing was always to understand as many 

things as possible, a little better than the average." 

 

(Case of Kristóf5): Kristóf's team should have performed a load. In order to load, 

you need to know the details of the system, Company A's database, as well as the 

database management languages so that loading and migrations can be carried 

out. Company A has two scientists for this process. However, one colleague fell ill 

on one occasion, and the other could not make it. 
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"...when my task is to help my colleagues with something, then I help my colleagues. It 

depends on what the situation that I'm currently involved in with the team requires. The 

point is to remedy the problem as soon as possible... I always say that we should not see 

the problem but the task to be solved." 

 

Júlia 

 

(Case of Júlia1): During the decision mechanisms, he noted that "I am a woman 

because I was born a woman because I am completely like that, and yes, I bring all my 

feminine features, thoughts, everything into [view]."  

 

(Case of Júlia2): At the beginning of her career, Júlia structured all the steps 

related to her work, as she had fewer handholds and professional confidence. 

However, over the years, endowed with many experiences, he began to look at the 

approach to professional issues in a different dimension. 

"I realized in the last 8-10 years that people open up much more easily, and it's much 

easier to find out real things if it seems more spontaneous or if the relationships and 

discussions are more spontaneous. So, in many cases, my colleagues don't even notice 

that I'm having an unstructured but still structured discussion with them. It seems to him 

that it is not structured because, after all, he talks about what he wants, but still, in 

connection with my questions or our maneuvering between topics, I lead him to where I 

want to go. To find out what is inside it and what ideas it has for its near future. So, 

actually, I don't structure it like I did back then, but it seems more spontaneous, but how 

should I put it? I structure it, but it doesn't appear to the individual; it seems 

spontaneous." 

 

(Case of Júlia3): It is vital for Júlia to build a personal relationship with her 

colleagues. His pursuit in this direction can be linked to his personality and the 

nature of his profession. As part of this, he considers positive caresses to be one of 

the most important tools. 

"Due to my personality and my profession, there is extra interest in everyone. Also, 

giving feedback is a basic management method and attitude because people need it to 
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be recovered. And a lot of investment can be saved with feedback, that too in quotation 

marks, yes.” 

 

(Case of Júlia4): Every week, Júlia holds an hour-long meeting with her team, 

during which they discuss current events, tasks, and questions. The atmosphere of 

the meeting is light, depending on the topic. It is characterized by seriousness and 

lots of laughter and humor. 

"Then we will discuss it there together, and everyone can add their own to each topic. 

And in the meantime, of course, there are humorous and less humorous laughs. But in a 

completely informal way. And we also keep to the time because there are no 

particularly stressful factors in addition to trying to take these stories lightly, I always 

try to keep to time because we are quite scheduled. So keeping time is for me a respect 

for the other person so that I won't steal your time." 

 

Lajos 

 

(Case of Lajos1) Lajos made the following comment regarding his professional and 

higher education roots and past: "I am sure of the top three experts in the country on 

this topic. So I draw on those experiences a lot.”  

 

(Case of Lajos2): Lajos always uses his previous experiences in his decisions:  

"I always say to my colleagues, especially the younger ones, that it's with limited 

thinking, but basically, yes. I am greatly influenced by my previous experiences in 

decision-making, whether successes or failures. So, let's say, when I enter a similar 

river as before, I'm much more careful and use the experience gained there." 

 

Ákos 

 

(Case of Ákos1) Ákos linked his origin beyond the border with his idea of work, his 

attitude to work, and his desire to do something. 

 "I grew up in Serbia, in Vojvodina. When I was born, it was still Yugoslavia, then it 

became Serbia, and I finished high school there … [he continues, referring back to his 

origins across the border later] … I think that I am in this position at such a young age 
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because I approach it this way. My will to do it and my attitude to work quickly got me 

this far. This is only due to how reliable you are, how much your colleagues can count 

on you... by the way, it is typical of my Hungarian friends across the border - there are 

a lot of them here in Hungary and abroad - but it can generally be said of people from 

Vojvodina, Transylvania, and Highlands that this is the mentality. The X [factor] is 

absolutely in us.” 

 

(Case of Akos2): During the development work, several times, the development 

team hit a wall and faced problems. That is why Ákos' expectations of his 

colleagues include a love of work and a focus on problem-solving. 

"Transparency, reliability, professional humility, humility in the attitude to work are 

very important to me, so we like to work. We are used to saying that work is painful and 

difficult and that 80% of the work is shoveling, but we really like that 20%, and that's 

why we do the 80%. By attitude to work, I mean that we don't see problems but look for 

solutions because everyone can bring a problem, but I'm curious about the solution. 

One can have personal and work-related problems, but at the end of the day, we have 

problems to solve.” 

 

Antal 

 

(Case of Antal1): Antal brought the principle from home that the manager should 

not spend his free time with his colleagues. In addition, ars poetica include the 

observance and respect of principles. 

"I learned this at home. That's why I'm not a fan of this kind of hanging out with friends, 

we go to parties, concerts, and pubs together kind of leadership, and I'll be a good 

leader because I protect my subordinates unprincipledly in all circumstances. And I try 

to blame it on another department or another company within another company group. 

This probably won't lead to a good result in the long run." 

 

(Case of Antal2): During Antal's managerial and teaching career, he followed the 

principle that you don't have to love him, but you do have to respect him. In his 

view, respect can be earned through knowledge and personality. 
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"I don't necessarily need to be popular within the company, and everyone likes me, but 

what's important is that that kind of knowledge and performance, whether it's with 

technology colleagues, business colleagues, or partners, is recognized for that. I have 

held management positions for almost twenty years, but before that, I followed this path 

as a teacher. When I was teaching, my goal was not to be loved by the students either, 

but respect and recognition were definitely important. And this kind of attitude is very 

good for me, so I usually stick to it." 

 

Norbert  

 

(Case of Norbert1): Norbert and Zalán managed Norbert and Zalán before the 

reorganization. During the transformation, a specialist, currently the company's 

operational director, was contracted. The two leaders make decisions together. 

"He makes every decision with me. He is much more operative than I am. I'm more 

strategic and dreamy; he's not. I won't go into the last number of the budget, and he 

does. And this should complement each other." 

 

(Case of Norbert2): Norbert has a daughter whom he wanted to guide in the 

direction of IT. His attempt was unsuccessful. 

"I have a daughter who, if she were open to this, I would support her to the fullest. But 

it probably won't be because we sent him to Logic school, but he wasn't so happy about 

it." 

 

(Case of Norbert3): Norbert previously worked in a multinational organization, 

where he had to perform consulting and team leader tasks regarding financial 

processes. When a financial process was introduced at Company B, he also used 

his previous organizational experience in a multinational organization. 

"I used the experiences I gained there with Hellyel-Köz. It is not standardized to the 

same extent as at an MNC, because I also worked in an MNC, and I started my 

profession there. It was quite standardized there, but it looked more or less the same as 

here. We are obviously a smaller organization." 

 

Gábor 
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(Case of Gábor1): Gábor previously worked for a multinational company. When 

the promotion system was introduced at Company D, it relied heavily on its 

experience in the multinational organization when building the strategy. 

"Yes, we transferred my experiences there to our environment. They're not as 

formalized as that MNC, but they look pretty similar." 

 

Zoltán 

 

(Case of Zoltán1): Zoltán has more than ten years of consulting experience. During 

that period, it happened several times that he had to work on more than three 

projects at the same time or even at the client's headquarters. During this period, 

he always had to be able to adapt to the circumstances. 

"... there was a case where there was a table in the corner of a server room, and the 

project was of such a type that one time a development strategy had to be created, and 

the next week an organization transformation project had to be supported. So, in the ten 

or twelve years after university, I socialized so that this is how it should go." 

 

8.3 Opinion on diversity, diversity policy 
 

Bernát 

 

(Case of Bernát1): Bernát continued his higher education at the University of 

Technology between 1992 and 1997. At that time, 92 people were studying IT, of 

which 5 were girls. Among the graduating students were two girls. 

"Those two were always in the top five; we recognized and never looked at her 

girlhood." 

 

(Case of Bernát2): During Bernát's early career (end of the 90s), he worked with 

very few female IT professionals. However, in his view, professional respect was 

determined not by the gender of the professional but by his knowledge. 

"Even then, there were very few girls in the IT profession, but those who were there and 

made it, were recognized by the profession." 
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(Case of Bernát 3): In Bernát's year at the University of Technology, those girls 

who had knowledge were respected. This respect (recognition of expertise) was 

shown by asking for the notes. 

"The girl who was at the top professionally in her grade won the recognition of the 

boys, but the girl who was not at the top was what the grade looked like. So that 

someone's rank or recognition in our grade was not because of their gender but because 

of their knowledge. This represented someone's knowledge in such a way that we 

recognized the knowledge of those whose notes we asked for and photocopied and those 

whose notes we did not ask for were not recognized as knowledge. And there were girls, 

two of whom we proposed to, and - yes, there were five girls - there were three of whom 

we never proposed to. " 

 

(Case of Bernát 4): In a professional meeting, several people participated on the 

side of Bernát and his clients. The two protagonists of the discussion are Bernát 

and a lady with a BME IT degree. One of the issues was based on what kind of 

development environment should be used during the development of the given 

system. 

"They [women with professional qualifications] are professionally accepted. You can't 

argue with that. At that meeting, there was a religious debate about whether solution a) 

or b) or c) should be made, and I said that it should not be a religious debate but that 

the profession should decide [the BME lady and Bernát] which religion for which we 

cast our vote." 

 

(Case of Bernát5): Bernát was previously the CEO of a state-owned company that 

developed IT systems for local governments. During a meeting, there was a longer 

technical discussion about which development strategy to choose. The meeting was 

attended by 24 people, of whom only Bernát and one lady had an IT degree, but at 

the same time, all participants had an opinion on the right direction. 

"... I only asked that the person with an IT degree speak, not the person with an opinion 

about life. I also have an opinion about life but let those who understand it 

professionally speak about it. The others shouldn't interfere; in fact, I was left with one 
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girl I had taught before. And then it became what we said because there is no point in 

arguing with those who have not learned these things." 

 

(Case of Bernát6): Bernát shared the following thoughts with me regarding 

diversity: 

"In life, there are objective, rational solutions, you have to follow them, and the same is 

the case with the company, there are objective, rational solutions, here it is not about 

whether we like someone or not, we have to move forward." 

 

(Case of Bernát7): According to Bernát, apart from the owner, he is not liked 

within the company group. He justifies the development of this with his results. 

"I know that everyone in the group hates me, so I know that no one but the owner likes 

me, but it doesn't really bother me. I think my numbers bear me out. How could these 

numbers be reached in a more socially sensitive way? I think not. So, I think someone 

who is more socially sensitive and pays more attention to these things probably won't be 

able to produce numbers like that. So you can only do this if you are objectively 

rational.” 

 

Lajos 

 

(Case of Lajos1): Columnist member of Lajos Company A. Lajos chose its board 

members. He made his recruitment decisions based on the information/decision-

making perspective: 

„The choice of my colleagues was very conscious. My colleagues represent the mid-

thirties to mid-fifties age group, so they are mainly ex-teachers. They were deputy 

principals at school, so they are professionals with a pedagogical background". 

 

Antal 

 

(Case of Antal1): Antal often likes to ask team members' opinions concerning 

small and large decision-making issues. He considers it essential that everyone 

gives their view and takes it into account. He takes great care to ensure a good 

atmosphere within his organizational unit and that a specific decision does not 
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spoil it. In his view, if someone is downvoted for a long time or his opinion is not 

accepted, sooner or later, he will lose his temper and will not want to be creative or 

come up with ideas. As a result, his attention usually extends to this as well. 

"Therefore, I also make sure that the ideas and suggestions of my colleagues can be 

implemented on some level or that we can incorporate them into the development." 

 

(Case of Antal2): At the end of each year, the company group announces the 

innovation award, for which the companies of the company group can apply their 

own ideas and developments [the interview was conducted before the current 

application period]." 

"Last year, we received the innovation award within the company group, so our 

company won it with an improvement." 

 

Ágota 

 

(Case of Ágota1): According to her, it can be considered a global phenomenon that 

few women work in IT, and few reach senior management positions. His opinion 

on the cause of the phenomenon: 

"I can't think of anything else behind it, other than the fact that, basically, the 

engineering profession, mathematics, physics, are all increasingly lacking from this 

point of view, electrical engineering, which is based on these real objects. So I don't 

think there is a connection with the girls' smartness. It needs to be promoted more so 

that you can choose an engineering profession. You can even think about it. I don't think 

there are no intellectual differences. I think it's promotion." 

 

(Case of Ágota2): Although the organization does not have a diversity policy, one 

of Company B's goals is to make it important for clients and employee candidates. 

"Our goal is to create a good working environment and for our company to be 

attractive to more people on the market, either in terms of clients or candidates and I 

wouldn't even consider it a good idea if we were only thinking in one segment and then 

only of a certain type we could attract colleagues or customers." 
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(Case of Ágota3): In Ágota's organization, it is not age but seniority (personality, 

skills, and abilities) that can make someone a leader. 

"A 20-year-old can be a leader with us if he has the ambition, skills, and abilities. You 

don't have to be 45 or older, or I don't know. There is no such distinction. I can say that 

for sure." 

 

(Case of Ágota4): In response to my question about the diversity policy of 

Company C, Ágota gave the following answer: There is no conscious. We were not 

particularly concerned with increasing the proportion of women in the company, for 

example, but it was a natural process as more and more people were interested. 

Obviously, we are also more open. We never had to deal with this because we never 

turned away from anyone."  

 

(Case of Ágota5): Nowadays, IT organizations have to face two difficulties 

regarding the workforce: one is recruitment, and the other is retention. In this 

environment, the management of Company C set the strategic goal of increasing 

the number of specialists. 

"Due to the market challenges, it is quite difficult to attract new colleagues. The lack of 

skilled labor specifically affects the IT sector...The other challenge is retaining 

colleagues, which can affect the number of employees in this type of company." 

 

(Case of Ágota6) Ágota's organization (Company B) approaches everyone with an 

open mind, regardless of gender, age, or disabled diversity category: 

"...random, if they come, we are also open: we have 19 - he still needs to finish 

university - and around 50, Spanish, Croatian, Ukrainian, and 98% visually impaired 

colleagues. Some came from multinational companies, and several who work part-time 

because they had babies. There was never any turning away from anyone. I am here as 

HR manager. As a woman, I belong to the management layer, and my two-year-old 

daughter works part-time. There was never a case where we didn't hire someone 

because they were too young or too old. There was never anything behind it. 
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(Case of Ágota7): For Ágota, diversity means that 

"...for me, diversity is not only about the gender ratio but also about the qualifications 

of our colleagues, what age group they belong to, what generational differences there 

are, what kind of culture they come from, whether they worked in a multinational 

environment, at a large domestic company, because that is also very important for in 

terms of thinking. Small company, big company, even national differences." 

 

Ákos 

 

(Case of Ákos1): Ákos' organization (Company C) set a strategic goal to become 

outstanding in product design in the Hungarian market. Therefore, they also want 

to expand in strategic terms. 

"We are looking for people who are 1) senior, 2) strong in their profession. I measure 

seniority not only by the fact that he has been working for ten years but by what kind of 

soft skills he has, how well he can mentor, how well he has a business eye, and how 

strong his people management skills are so that he is a complex person. Our team 

consists almost exclusively of seniors. We believe in working with seniors." 

 

(Case of Ákos2): The average age of Ákos' team is 30-32. Following the strategic 

directions, they targeted hiring new people on the board of Ákos. One of the 

candidates is a knowledgeable professional with 20 years of experience. Ákos is 

afraid of potential tension in the team due to the age difference between the other 

team members. 

"Now we are interviewing a forty-five-plus old fox; understand the old fox, who has 

been in the business for twenty years and actually has excellent knowledge, and 

everything is good, but maybe we won't make him an offer because he is simply so out of 

this from the whole, and we don't know what this decision will do to our young, 

ambitious, strong designers. We have a very low turnover, almost zero. Those who were 

here three years ago are still here now. And we pay a lot of attention to this (..) because 

it is much more risky to lose the others because of this... And of course, I have to look at 

the finances as well, so how much he asks for is also a deciding factor, whether it 

causes salary tension in the team." 
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(Case of Ákos3): Following the organization's growth plans, Ákos had to select the 

expansion strategy of his board: they choose to hire labor or hire new workers: 

"I want to build a team, I believe in this, (...) I believe in this because of human things, 

that as a team (...) a better working environment and a better product can be designed 

and created." 

 

David 

 

(Case1 of Dávid1): In Ákos' team, the professional interviews are conducted by 

Dávid as the lead developer. A few years ago, a knowledgeable IT specialist applied 

to the board. However, during the interview, Dávid saw that the candidate did not 

fit into the organizational unit based on his personality (he is too mature and likes 

conventional solutions): 

"The old fox had a lot of knowledge, but I was worried for the team that they would not 

feel comfortable because of the age difference. That's why I refused, because my goal is 

for the people who work for me, for us, to feel good here. They want to work here, they 

want to stay here, and we do tasks that are good for them and that they like. Being in a 

good community and feeling good means delivering a good product (…), so these 

people could earn more elsewhere. Still, they stay here because the community is better 

here, (..) we can learn and develop from each other, and that is sometimes worth more, 

like cash. 

 

(Case of Dávid2): Dávid participated several times in IT projects where women 

were present in management positions. 

"These women leaders I know are there professionally, and we recognize them. This is a 

professional community and not a community of men.” 

 

Anett 

 

(Case of Anett1) Company B does not have a policy on diversity in its internal 

regulations, but at the same time, they do not shy away from diversity. When a 

colleague belonging to a given diversity applied to them, they did not shy away 
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from joint cooperation but did not seek it directly. Such a situation arose when a 

disabled candidate applied to them. 

“We came across [disabled, visually impaired], and we looked at [the situation] … we 

looked at how we could solve the problems we were facing. He had a helper, who came 

from the institute for blind people to give us training, who showed the colleagues how to 

treat him, help him, support him, and how he can work. He has his own computer, 

device, etc., and he knows how to connect to work." 

 

(Case of Anett2): Company B, although it is not a strategic goal to increase the 

proportion of female employees in the organization, they are open to girls: 

"Now we have hired girls from retraining centers, not even one. There are more of them 

now. They are still in a junior position, very senior - we have one or two senior Java 

developers, and we also have Frontend - different from typical. However, there are 

more Business Analysts or Project Managers, and that's why they're also in testing. I 

wouldn't say there are many, but we also have tester girls." 

 

(Case of Anett3): The experiences of Company B show that the younger and older 

age groups have a positive effect on each other. 

"We welcome everyone from the young to the elderly. I have to say more than welcome. 

On the one hand, it’s because they complement each other very well, and on the other 

hand, you can learn from each other very well. You can learn a lot from young people, 

even knowledge of new technologies, methodologies, attitude, and I could list more. I 

must say that the older colleagues can also be outstanding mentors due to their 

professional experience, so we have that. In fact, we have hired developers with zero 

balances and zero kilometers, and we are even open to such retraining centers. We 

don't only accept university graduates." 

 

(Case of Anett4): A few years ago, Company B contacted a retraining center to 

expand its teams with juniors. 

"We started from scratch; we didn't know these retraining centers. So we looked at who 

offers what, what kind of training system they have, what kind of training time they 

expect. We were able to go see demos, hold interviews, and then we included in the 
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strategy how we can integrate the juniors into the team when we can put them on the 

projects when the junior becomes profitable. -ancestor." 

 

The company brainstorming is held every Thursday within the organization. 

Members bring ideas and suggestions for development to the organizational level 

discussion. These ideas and suggestions can come from any member of the 

organization. 

"Within the company, no one was ever subjected to atrocities for expressing their 

opinion or thinking that they saw it differently than the management. We encourage 

everyone to share and tell them because that's the only way we can change, and this is 

the first step to creating a culture of feedback." 

 

Ádám 

 

(Case of Ádám1): During the COVID peak, Company D had to face the challenge 

that their colleagues took the confinement very badly. This was related to the 

young age of their employees. 

"A significant part of our employees is young and a significant part does not live in 

their parents' house, so this significant part is at home alone at the moment, or possibly 

with a roommate. Well, now they are taking confinement very badly" 

 

(Case of Ádám2): Company D has its own developed products, which are also 

developed based on individual customer needs. These developments can take a few 

weeks or even several months/years. Depending on the size of the project, a 

separate project team can be dedicated to the realization of a customer's business 

needs. 

"It is part of our organizational culture that the goal is for the employees here to feel 

good and we try to strengthen this as much as possible. We don't always succeed (...) 

the problem is that we work in such an environment, I mean the environment in 

Hungary, where there are projects where it is not always possible to achieve this, 

because we are locked in limits and it is therefore more difficult to self-realize. 

Unfortunately, we have projects where we are locked into too strong a framework, and 

our free-spirited developers don't always like that." 
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Norbert  

 

(Case of Norbert1): When asked about the low gender composition of Norbert's 

organization (Company B), I received the following answer: 

"In the first place, our profession is IT, it is quite a male-dominated profession. Let's 

add, I think the majority of the employees are also 75-80%, it is a male-dominated 

profession from the beginning. Professional leaders are made up of men. It's a social 

gift. The number of women among developers is negligible. Among the testers, there are 

a few. Among the consultants, the consultant leader is a man, but the two group leaders 

are both women. The proportion of women is higher there. We have a clear female 

dominance in the HR field. However, HR used to be a special management member, HR 

was a leading management member, but I mentioned to you now that we split it into two 

separate areas, so it is not with management, but women also lead it. The HR Business 

partner and the other HR are also women. I wonder why it turned out that way. We 

were all professionals, and it evolved from us to be leaders, and that's probably it. 

There is no awareness in this, and we do not have any prejudice." 

 

(Case of Norbert2): Norbert's goal is to increase the organization's TMT with 

female members. 

"Currently, there are only men in the top management. Anyway, our goal is to enrich 

you with at least one lady. There used to be a lady colleague, but she went abroad, her 

husband got a secondment. So when he was with us, we always paid attention to him." 

 

(Case of Norbert3): The Association of Information Technology Enterprises 

(IVSZ) had an initiative called Girls' Day. Today, female students go to IT 

companies and see what IT is about. Norbert is an active member of IVSZ; 

Company B also participates in the initiative. 

"Girls about to choose a career came to us from schools to see how an IT company 

works. We don't do an independent initiative, and I don't think we will do it, but we are 

highly involved in such industry initiatives." 

 

(Case of Norbert4): Norbert's organization's perception of diversity is unrelated to 

the company's strategic directions. Although Company B has set itself the goal of 
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opening up to international markets, it needs to equip its internal policy with 

diversification elements consciously. 

"We don't have any diversity strategy. We also want to expand internationally, which 

means that we have to tap into multiculturalism. But we don't consciously deal with 

that." 

 

(Case of Norbert5): There are many developers and business analysts in Norbert's 

organization. The developers have two female colleagues; the vast majority are 

men. More women work in the business sector. In his view, girls don't like 

discrimination. 

"We take great care of the girls, but they don't like us treating them like male eggs." 

 

Gábor 

 

(Case of Gábor1): In Gábor's organization, diversity takes on a different meaning: 

"We used to use diversity for the diversity of projects, not for internal proportions. We 

are aware that we don't have a strategy like Google or these Facebook, big companies." 

 

(Case of Gábor2): Gábor's organization had previously participated in an 

initiative promoting IT among high school girls. 

"We've already hosted high school girls to see that it's not just plaid shirts eating pizza 

in Vietnamese slippers." 

 

Júlia 

 

(Case of Júlia1) Júlia does not like hierarchical and authoritarian relationships, 

she is a believer in partnership. In his view, it is important for people to be able to 

work together honestly. He found that he could give room for individual ideas to 

soar and that high-quality work is created when everyone moves within a given 

framework as their talents and ideas allow. 

"Practically, I discuss everything with my colleagues, and when we start something, we 

discuss it with everyone step by step, together, and gather ideas. We try to even out the 

unevenness or minimize the possibility of mistakes because they can inevitably slip in. 
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And I expect creativity from my colleagues because it is important to them and to me. 

And it's better for everyone because more than one mind is much more. And I see that a 

lot of people like it. But, of course, there are always personalities or individuals who 

are not so open and brave. There could be a thousand reasons for this. I had to 

recognize this type and hold his hand a little. And then he gives the direction very well 

and even has novelties and new ideas. Inclusion is very important to them.” 

 

(Case of Júlia2): Júlia's team members' view of the boss-subordinate relationship 

was significantly influenced by their previous workplace experience. His colleagues 

in the previous places received minimal information during their work. 

"They quite like the fact that I always share everything with them, and it's easier to 

work that way because they can see the next steps. So they are sufficient in information, 

never hindered by setting new directions, or moving on, thinking further. And they 

really enjoy this, and especially the fact that sharing information not only makes their 

work easier, but also gives them a kind of trust, that is, they say that this means that I 

trust them, which is why I share the information one hundred percent. And this is a very 

important thing, a lot of people really need to feel every day that they trust them 100 

percent. So they work in a completely different way.” 

 

(Case of J]lia3): When Júlia joins a new community, she discusses the tasks with 

her colleagues for several hours. During this time, he covers the tasks, what, why, 

and how the given colleague usually does during the work. In addition, he strives 

to get to know the personalities of his colleagues as much as possible. 

"I cover a lot of his specific things. For example, what do you do in your free time? 

Does he live in a family or not? What do you like to do with your family? Who is your 

best friend? What do you focus on in your personal life? Do you like the arts? Or do 

you prefer sports? Based on three or four conversations, I finally put together what the 

given colleague is like. What personality? What do you like? What do you like to 

exercise in? How closed off are you? How open is it? So the interactive conversations, 

and how far can I venture into the specific, individual, private sphere? Because there is 

no other way to understand a person. Some shake me off, and I respect that and try 

again later from the other side. And when working together, it is much easier to work 

together if I know that you hate carrot soup, that you run five kilometers in the morning, 
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and that your dog is called Morzsi or Zsömle. That the child was screaming all morning 

this morning, the ordinary things that are part of our lives. And they love it when I know 

that your dog's name is Morzsi, they love it when I know the child's first name and when 

he was born, how many kilos he weighed, that he was at the theater the day before 

yesterday, what he saw. We'll talk about it then. So you have to discuss many, many 

more things with a given person in order for him to see you as a partner and not just his 

boss." 

 

(Case of Júlia4): Júlia surveyed within the organization. He was looking for the 

answer to what is most important to the subjects who participated in the survey 

during their daily work. 

"99% of people said team cohesion and that they would like to receive professional and 

human feedback on a daily basis, i.e., positive caresses. So when XY's boss would tell 

him in just two sentences - it doesn't matter which level of manager - to listen, Gyuri, 

you solved this task so well, and that's why it was phenomenal, you approached it with a 

good sense of humor and still it went very well and that's how it should be and move 

on—those two sentences. If you do it in a more polished way, let it be three, and let's 

say once a week, people would be in heaven. Feedback is very important for everyone 

because it gives a compass and determines their self-esteem." 

 

Kristóf 

 

(Case of Kristóf1): Kristóf started his career at Company A as a business analyst. 

He maintained a close relationship with the project team, and thanks to his 

persistent and diligent work, he was appointed the director of the project team 

after one year. 

"I maintain a closer relationship with each colleague than I usually see with a manager. 

I worked with the core team before my administration, so there was personal 

familiarity. And with new colleagues, I always strive to spend time together, to have 

joint meetings. Since I became a director, I am still an integral part of the structure. So 

I didn't get to the top of the mountain from where I can't be reached. It has always been 

important to me that if anyone has a problem, they should contact me. If I need to talk 

to someone about something, I like to talk to them. Unfortunately, I am not very good at 
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it, but I really try to have conversations with people and my colleagues. This is 

important from both the work side and the private side (...). It's important to be able to 

find each other." 

 

Kristóf2 - his view on diversity: 

 

"I always try to adapt to the vehemence and psychological profile of the given 

colleague, what kind of person he is. Because no two people are the same. It would be 

very easy if you had to do the same thing with everyone and then you could reach a 

positive conclusion, but it's not that easy. And as I said, I believe that every person is 

valuable and that you can get a lot of positive things out of every person, you just have 

to find the key to achieve this for each person. Everyone's motivation is different, 

everyone handles good days and bad days differently, this requires a lot of patience, 

and it may take a little more time than it takes in the 21st century. In the 20th century, 

they used to provide employees with the opportunity to show what they can do" 

 

"Everyone has positive and negative periods, which must be taken care of and dealt 

with in order to be able to create something good together with the given person, the 

given colleague. I think that this is very trivialized in today's world, not only by 

managers, but also by companies in general. So what everyone used to do was that this 

quarterly period is here, the trial period and then show it now. Although it is possible 

that the person is capable of a hundred times more, he just couldn't say the things about 

himself that might be worth knowing in order to develop a complete picture. I should 

add...they don't even ask. So I think the key to it all is lots and lots of communication 

that isn't directed or one-sided. And it is important for me that the colleague talks about 

himself so that I can get to know him, because it will be easier for us to work together." 

 

"For me, it is very important that my board of directors is a team - and I would always 

like to see this as authoritative in management - we must be able to work together, 

because we are rowing in the same boat" 
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8.4 Renewal 

 

Bernát 

 

(Case of Bernát1): Bernát's goal-oriented approach is also valid in his view of a 

successful company: „The numbers don't lie, (..) sales growth is success. Actually, 

there is only one authoritative number that is decisive, so everything else is a 

continuation of it.” 

 

(Case of Bernát 2): Bernát makes the organizational transformation decisions in 

one person, he does not ask anyone's opinion. On one occasion, he promoted a new 

agent because he wanted to put more emphasis on it. 

"I announced this to my leaders and no one had any objections. So - that's a bad word 

and maybe a bit too strong, but really from a distance - there is a revelation. This is 

going to happen. If there isn't much resistance, I'll take it all the way. I've never had it 

before, but if there was a lot of resistance, I'd back off and think about it. But this has 

never happened before." 

 

(Case of Bernát3): Due to the continuous brainstorming for the future, several 

TMT ideas within the company talk about future developments. Such 

developments include implementing a function that allows the system to perform 

comparison tests using a number of parameters. 

"It gives itself, such clear connections. There are thirty such connections that we have 

already written down and we are analyzing them. So, these are all known and clear 

connections. Whether politics or education policy wants to deal with this is up to him. 

But we know where we should intervene, but it's not our job to intervene." 

 

(Case of Bernát4): The CEO is a fan of rapid decisions. He sees a more significant 

risk in waiting for a given decision rather than making a decision quickly, flexibly, 

and experimentally. 

"...decisions within the company are very rapid. I follow the principle of making quick 

decisions, thereby not slowing down work processes. And if I'm wrong or someone 

questions my decision - in the positive sense of the word, so how can I be sure I made 
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the right decision? - then I can reconsider my decision a day later. But I made the 

decision, and it's not that people are waiting for the fried pigeon to fly into their 

mouths, but there is a decision that allows you to move forward." 

 

Quantity 

 

(Case of Antal1): According to Antal's view, a developer must also see through the 

business processes. That is why he considers informing and communicating with 

colleagues continuously necessary. He justifies his preference with the turbulent 

environment and his individual preferences. 

"I think that developers should also know the business and professional side of the 

system. I think this is important because 1) we work in an environment [the educational 

environment] that changes very quickly. By the time you specify it, write it down, do it, 

it has long since changed, either the legal environment or the customer's needs. Ad 2) I 

claim that you can't make something - whether it's a car or software - without seeing the 

big picture. 

 

 

Norbert  

 

(Case of Norbert1): The two founders of Company B are Norbert and Zalán, of 

which the latter has majority ownership. Zalán led and managed the company for 

a long time. However, around 2017-18, the organization's performance decreased 

significantly, which could be linked to the fact that the organization was ripe for 

renewal. 

"Zalán has a personality, he was the engine of the company for quite a long time. 

Without qualifying him or his activities, let's say that he was tired at the end. We've had 

some not-so-good years. 17-18 were not so good years, 17 was decidedly not good, and 

then Zalán decided to step back, and this was the root cause, which created the 

opportunity for renewal, and we started with a slightly different mindset run a 

company". 
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(Case of Norbert2): Zalán (Norbert's business partner) started his career as an IT 

consultant. Later on, however, he got bored of making the plans, mostly for his 

desk drawer. He met Norbert's company in connection with a joint assignment. 

They later worked together on many projects. 

"Since the two companies complemented each other perfectly, we decided that the 

companies would join forces and continue together as a stronger group. Thanks to the 

combined strength, we have grown a lot in the eyes of their corporate customers". 

 

Gábor 

  

(Case of Gábor1): Company D's system constantly registers who is doing what in 

the system. Events are stored in log files. A few years ago, my colleagues wrote 

their own logging software and solution, which worked for a long time. However, 

many child errors came out when the system received a heavy load. 

"And then we were faced with the fact that this logging system was not even tested for 

large amounts of data, users, or throughput. Then we looked at what was on the market. 

And that's why there are free or paid products that are used by thousands, hundreds of 

thousands, or millions of users. Why did we have to write our own? Well, these would 

be perfectly usable. And then a decision was made, let's see which system has which 

advantage and what we will switch to. Because this is our hand-made stuff, isn't it, so it 

won't withstand such a load test. And then we had to transition to that gradually". 

 

Kristóf 

 

(Case of Kristóf1). In previous years, Kristóf participated in every detail in the 

work processes of his board. He looked at and checked all development tasks and 

developments. He checked every email and double-checked everything. He spent 

sixty to seventy hours a week at work. After a while, he felt increasing stress and 

couldn't take it anymore physically, health-wise, or mentally. 

"That's when I formed the opinion that one of the hallmarks of driving under a death 

sentence is that you must do everything. It was then that I decided that I would rather 

devote the time I spend looking at everything to increasing the competence of my 

colleagues and training them into valuable professionals who will be able to shoulder 
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these burdens with dedication... So I changed my approach and tried to delegate and 

deal with colleagues. I experience it very positively when someone learns something 

new, is proud of himself, and is happy that he managed to do something. And I noticed 

that I also feel a great sense of happiness when there is a colleague who asks for help 

or doesn't even ask for it, but I see that he has difficulty, we help, we come up with ideas 

together, we come up with something, and then he gets a sense of success as well so of 

course me too. And then I saw after a few months, on the one hand, that it was also 

worth it as an investment. On the other hand, I can also learn quite a lot because more 

than once, it happens that a colleague has insights that I hadn't thought about before 

and wouldn't have thought about if I just did the task at night." 

 

Zoltán 

 

(Case of Zoltán1): Zoltán's organizational unit is small, consisting of a total of four 

people. Their main activity is related to finance. 

"Everybody here knows when to come to the office; I don't have to discuss this with 

them separately. The particular colleague's job determines everything and whether it 

requires someone to be inside or not. Our operation is not hierarchical; everyone 

knows their job and does it. If necessary, I am always available, we coordinate and 

discuss if necessary." 

 

(Case of Zoltán2): Zoltán's client requested an invoice amendment on the day of 

the transfer. An immediate decision was needed because Company A calculated 

the transfer amount on the given day. 

"We have administrative matters that require both routine tasks and quick decisions. In 

this case, there was a cancellation; then it had to be resolved there because the source 

was also urgent." 

 

Lajos 

 

 (Case of Lajos1): Company A's system has an interface where customers can 

report errors, ask questions, give suggestions, and make requests regarding 

individual functions. During the strategy development, Lajos thinks through 
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implementing these proposals with his team, considering what percentage of 

customers would benefit from this implementation. 

"I always say that I'm not the smart one, but I read these ideas and suggestions, and 

then we organize them and think about them. But you have to see that a good idea might 

work well in a specific school, but we have to implement it in 3,500 schools. It might be 

confusing for others. So I always read every development proposal - usually with the 

team - and then we discuss and design whether it is good, how it would work in the 

entire institutional network, and then we prepare such a short description for the 

developers that it is worth including this and that function. Or is it worth changing this 

and that? So, it's a very exciting and creative part of our job." 

 

(Case of Lajos2): Lajos considers it very important to understand the customer's 

user goals. 

"I always tell my colleagues that when customers ask a question, we should understand 

the essence of the question, what the user wants, and describe to him that yes, here is 

this, and this is the solution, but otherwise think about the fact that the function, such 

and such things can be done this way and that way, that this is for this and that. It 

would be ideal if a software guided the user's hand. It is not possible to do this with a 

software of a similar level to our system, but I think that, for example, those trainings, 

workshops, conferences, where we meet the teachers and their users in person and talk 

to them, are very, very important. Because on the one hand, we also learn, so I also 

learn a lot when, say, a little more informally during a conference break or before, I 

talk to the institutions afterwards. On the other hand, it's really good that different 

special problems can be discussed in a larger forum and explained to them." 

 

Ákos 

(Case of Ákos1): Ákos' organization previously received an invitation for IT 

outsourcing, which Ákos refused based on a joint decision with TMT. 

"... we don't believe in temporary staffing; our goal is not to make x% of the daily fees 

per day but to be outstanding in the Hungarian market, which we believe we can 

achieve by building teams." 
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Anett 

 

(Case of Anett1): At Company B, the team and human relations at the 

organizational level are very good. The team members often organize joint beer 

drinking and parties outside of working hours. During one of these friendly-college 

gatherings, the idea was born to make a proposal to replace the Slack messaging 

application with Teams. 

"This developed in such a way that the development team came up with this for 

themselves. After partying together, they shared the idea with the others and went on to 

the upper floors. This meant that they told the business manager what they thought the 

advantages and disadvantages were, what it would cost, and that's how the decision 

was made to replace it." 

 

8.5 Ambidexterity  

 

Bernát 

 

(Case of Bernát1): According to Bernát, he makes quite strange decisions in HR. 

For him, the primary consideration is not whether the wage demand of the given 

person fits into the wage structure but how many orders the organization has and 

must fulfill them. 

"If we can generate even more profit with the person's appearance, then the question is 

not whether he fits into the company's wage structure, but whether we can generate 

even more profit." 

 

(Case of Bernát2): Company A's TMT meets regularly for brainstorming. Within 

the framework of such brainstorming, they collect the future development 

directions regarding projects and IT matters that internal support operations. 

"These brainstorming sessions usually last 2-3 hours. Based on the topic, these ideas 

can be divided into two large groups: a) project-related questions; b) IT matters 

supporting internal operations. In the case of type A) brainstorming, we take out an 

Excel sheet and write down what we think and what development should be 

implemented. We collect these in larger sets. There are forty-six such sets on our 
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current list, which is roughly one hundred million forints. And do we discuss with our 

colleagues what the particular strategic directions are, whether we will do the given 

function or not? In the case of type B brainstorming, we discuss the IT issues that 

support internal operations and support the operation of the organization. For example, 

creating documentation about how we do our own developments?" 

 

(Case of Bernát3): In Company A, the question arose about which ATM device to 

use in the future. To make the decision, Bernát had to consider professional and 

financial aspects as a manager. In this case, professional and non-financial issues 

were given greater emphasis in its decision-making mechanism. 

“It was an important financial and professional decision as to which one the guys 

would support. There was a device that was very cheap, but no one supported it. 

Therefore, there was no question that we would not choose it." 

 

(Case of Bernát4): Bernát does not consider himself a good leader. In his view, it 

was a good time, a good time. Professional preparation is the most important for 

him, and he sees his leadership strength in this. 

"...I would never dare argue with the most prepared negotiator. If someone is prepared, 

thinks logically and behaves rationally, I think that it is challenging for anyone to 

oppose him. If the negotiator is not sufficiently prepared to negotiate with you and if 

you are the most prepared, then he has no chance. And that's all it comes down to." 

 

(Case of Bernát5): Bernát only considered professional aspects when selecting his 

TMT team. 

"There are born leaders, although I think that if a born leader is not prepared, he will 

drop out and from then on he will never be good. Being a born leader is a fantastic 

thing, a talent for those who have it, but if you don't have the preparation and 

knowledge necessary to understand the market, you won't be able to lead your team 

well. (…) In the beginning, this is good, but then…” 
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Lajos 

 

(Case of Lajos1): Lajos is a big fan of brainstorming. He considers it important 

that all his colleagues can express their opinion, even the wildest. 

"Maybe we won't be able to use that idea now, but somewhere else. Last week, for 

example, a completely new solution was born from the solution of one problem, which 

we were able to utilize in other areas. It also happened recently that during the oral 

analysis of the problem, we shed light on new fundamental problems, which was very 

useful. So we proactively prevented the further spread of the problem or the appearance 

of new problems.” 

 

Norbert  

 

(Case of Norbert1): Norbert's strategic plans include, on the one hand, focusing on 

operations-related activities. On the other hand, expansion abroad, staff growth, 

and developing of new services with added value increase competitiveness. 

"Our company has four competencies: development, testing, business intelligence and 

consulting. We definitely want to keep and refine these. One of our long-term plans is to 

increase the number of employees. On the other hand, my growth plans also include 

foreign countries and increasing added value. By foreign target market, I mean the 

West, especially the German-speaking market. We did a survey to find out which 

markets are the best. Scandinavia and Benelux are still good, but we have a reference in 

the German market, because we have a big customer there, with whom we have been 

working for ten years. So this direction is the logical one. However, the Germans are 

much more conservative than the other two regions, the Nordics or the Benelux, which 

are much more open to cooperation. Added value means that we have started new 

services that we have yet to deal with so far. Because based on market needs, we saw 

that it would be beneficial to start developing software robots and factory automation." 

 

(Case of Norbert2): Company B has an open-door policy. The organization 

operates on an agile basis. Accordingly, the self-organization of the teams is 

expected. The outsourced workforce is provided with a special working hour for 
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daily learning and common ideas outside of the project, which is included in the 

contracts. 

"We are an agile organization; we constantly cooperate. It is very important for us that 

everyone gives their opinion and idea. Everyone is involved here, whether I mean the 

teams or the company community. 

 

Levente 

 

(Case of Levente1): During a joint beer drinking, Levente and his colleagues came 

up with the idea that many people would like to acquire new knowledge and learn 

new technologies within the organization. Before the appearance of COVID-19, 

there were regular trainings within the organization, which were not carried out 

after the closures. During the beer drinking, it became clear that this was a 

problem among the employees. That is why Levente, a developer and a Scrum 

Master colleague, started to develop solutions, listing pro and con arguments. 

"...the three of us wrote a one-page document, gathered the advantages and 

disadvantages, why we want it, why it's good for the company, why it's good for the 

people, why it's not good for the company, why it's not good for the people, and then we 

knocked on the door to our business manager. The business manager decided within his 

own authority whether our proposed idea could work. But this is common with us, if we 

collect the arguments - and obviously, we go there with an idea if we have arguments - 

then it usually goes through. I don't really remember an idea that was rejected...So we 

discuss everything within the company. I think joint bar storming is very important." 

 

Kristóf 

 

(Case of Kristóf1): According to Kristóf's view, the people on his own board strive 

for innovation. They started moving towards agile development directions, using 

new software. Kristóf managed to get a Udemy subscription for the company and 

his colleagues to learn. At the same time, in his view, company management blocks 

innovation because it cannot surprise many things in advance due to 

organizational characteristics. For example, they suggested replacing Skype with 

Teams. Unsuccessfully. 
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"So I think that we clearly have the innovation and the intention, but above all the 

intention, because unfortunately quite a lot of things are blocked by the company 

management. And I feel that there are quite a few topics in which we cannot make much 

progress due to circumstances. For example, even if we wanted Teams to be the 

corporate (…) communication platform, it was not possible because the corporate 

group uses Skype and this cannot be changed. We tried in vain not to have slack at our 

own company, because we don't like it so that it could be something else. In vain, I 

worked out solutions and cost estimates and everything. No, because we are used to this 

now, we stay with the old one, that's fine because the business sees that it still works. So 

I think my board would be innovative, but unfortunately, our horns are usually 

crushed." 

 

Gábor 

 

(Case of Gábor1): In the case of Company D, no weekly or monthly brainstorming 

is recorded in the calendar. At the same time, within the organization, it is 

expected, and there is a great openness to hold meetings for ideas in a self-

organized manner. The organization provides a different working time frame for 

this [1 hour per day - outsourcing is also adjusted to this] and chat rooms and idea 

boxes in the office. 

"Our entire organization is very open to new ideas and the wildest ideas. The teams 

start to talk about specific topics in a self-organized way. This is the core of the whole 

thing (...) and it goes on "wow, good, then you have to invite the others to this". They 

involve those who are interested in the topic and think about it together, make 

decisions, and make suggestions." 

 

8.6 Decision - search 

 

Bernát 

 

(Case of Bernát1): Previously, Company A had to decide whether to go against the 

competition or to acquire it: 
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 "We chose the version so that [our company] would spread and be even more 

recognized and loved, and the so-called product universe that I want to build would be 

connected to it one more time. That's what the story is about." 

  

(Case of Bernát2): Bernát uses a specific information-gathering strategy for his 

decision-making mechanism. He does not prefer many meetings. Instead there is 

an agreement within the company that Bernát must be on all emails in which his 

colleagues [second and third level] communicate. 

"...that's how I have an idea about matters, and I don't have to ask a lot. And if there is 

still uncertainty, I ask questions to colleagues, to which I expect quick answers. This 

means 4-500 emails per day. My colleagues are shocked, but I indeed read every letter. 

If a letter is very long, I write back that I have not read it because it is too long; please 

make it shorter." 

 

 Proof of this: (Zoltán1’s reflection): Company A starts a public procurement, 

in which Zoltán represents the organization. In connection with this, he informs 

Bernát in the following way: 

"We communicate a lot in writing, so it is expected of Bernát in the company 

operation to be always on the outgoing letters. So I will briefly describe to 

Bernát what happened in relation to public procurement. If you are overworked 

all day that day, you might answer at one in the night, because that is when you 

are close to the machine. And personally, I might not get to it until two days 

later because you have meetings. In many cases, I can reach you electronically 

much faster than in person.” 

 

(Case of Bernát3): Within Bernát's organization, they developed a module for 

their own system. The development cost several million forints, plus they had to 

buy a product. In connection with the development, new people were also hired. 

And after the development was completed, they started selling the module. Their 

experience showed that the market could not pay HUF 2,000 per month. 

"... then I said we were going for free. ... The fact that we would have received twenty 

million forints annually from two thousand forints and the several millions would never 

have been repaid is one thing, but the question here is whether we should give it away 
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for free. And we decided to go free because it was another position of market 

acquisition.” 

 

(Case of Bernát4): Company A has an APM (application performance monitoring) 

software for infrastructural elements, which they voted for last year. In the 

meantime, however, the operating price increased significantly, greatly increasing 

the operating cost annually. At that time, based on Bernát's request, the experts 

examined what could be changed instead. 

"... I don't even know what they are. The experts had a suggestion…the guys told me 

what they wanted. I don't get involved in this, I was interested in how much it will cost 

me and which one is worth more for us in the medium term in terms of operation." 

 

(Case of Bernát5): Bernát has repeatedly experienced that his young colleagues 

would urge him to gain experience. In his view, what kind of professional 

experiences someone has had fundamentally influences their current decisions. 

"I always tell my young colleagues that you can't buy experience; it takes time. The 

events of the past, based on professional experience and experiences, have a maximum 

influence on the decisions and directions of the present. A striking example is that one 

woman carries a child in nine months, but nine women do not carry a child in one 

month. There are no miracles in IT either. Anyone who thinks so is wrong." 

 

(Case of Bernát6): Based on Bernát's request, he is on all correspondence with his 

colleagues [second and third level]. There were times when his colleagues 

mistakenly leaked a particular piece of information. Bernát sees nothing wrong 

with this. In his opinion, it is part of life. 

"No one is perfect, and no one is infallible. Only those who work make mistakes. I 

always tell my colleagues when they make a mistake that there is such a thing. That's 

why I have to be on every letter because if they make a mistake, there is an opportunity 

to intervene. So communication, you can intervene right away. A day or two later, I 

read the letter at night. Then I can intervene - sorry, it wasn't like that, sorry, the letter 

went out incorrectly, and that's it. If I'm not on it, but you have to intervene when a 

letter comes back after eight weeks, then you can't get involved in a process so easily 

anymore, and it's much more risky and expensive." 
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(Case of Bernát7): Bernát created a specific operating and decision-making 

mechanism within the company, which I call an operating model. In his view, this 

is neither a standard nor the most efficient solution but a tailor-made operating 

model. 

"At the lower levels, I can really understand that it is much more difficult to make 

decisions below me, that many people make their decisions out of fear because they are 

afraid that I will intervene in the decision afterward. But fortunately, some colleagues 

understand where the limit is and who will go as far as the limit in their own decisions 

until they think they can go safely. If not, they will ask you.” 

 

Proof of this:  Reflection of Lajos: 

"There are no boundaries set in stone, but I think I know what I can decide on 

and what I can't. If I'm not sure that I can decide on this, I'd rather ask than 

make a decision. So I think I'm confident that I'm not making a decision that I 

couldn't make.'' 

 

(Case of Bernát8): When Bernát comes home after work between eight and 

midnight, he reads his letters and writes the answers. He works 10-10 hours every 

Saturday and every Sunday. 

"I don't expect anyone to read my letters after working hours or on weekends. But 

I can be involved in the processes if the letters contain all the information I need to 

know and make a decision about. If all the information is not there, then I ask if I feel 

something is wrong, that's all." 

 

(Case of Bernát9): At the time of the interview, the budget for one of Company A's 

projects was completed. Bernát gave a higher amount when determining the 

pricing strategy than Mihály (the other company owner). However, Bernát insisted 

on his developed price strategy, thanks to which Company A realized a more 

significant profit. 

"You have to foresee these things in advance (...) and for this you have to be able to 

price well, and in order to price well, you have to consciously build what you want to do 

from the very beginning. You can't let the market influence your worldview. I told them I 
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would sell the product for that much, but they couldn't say they would buy it for half that 

much. If you are tough in the beginning, then from then on, they will never ask you why 

you were tough in the beginning." 

 

Lajos 

 

(Lajos' case 1): Concerning users, Lajos considers it very important to pay 

attention to customers since a significant number of their users need an IT degree 

or in-depth knowledge. Therefore, when new functions and program parts are 

released, it considers it necessary that their users receive help. The form of this is 

the expansion of the knowledge library and video library, but at the same time, 

they do not respond to comments or messages on the Facebook page. The 

exception was the period of COVID. 

"...our principle is that we do not communicate via Facebook, or more precisely, we 

only make statements, so we post news that we consider important in our Facebook 

group, but we do not, for example, respond to comments or write. There was a period 

when the digital work schedule came in, and we suspended it, and I said that now if the 

parents ask us something via Facebook, we will answer them. But otherwise, no, so we 

are not actively involved in these processes,” 

 

(Case of Lajos2): In the case of Lajos, the objective, rational solution, the long-

term decision mechanism, and the product universe also arise 

"During a decision, the short-term effects are obvious; rather the question is how the 

system will develop in the future, what effect it will have on the Product universe. 

Therefore, flexibility, further development, and robustness are very important to me." 

 

(Case of Lajos3): Lajos' team had to vote for technology within the organization. 

The choice was a defining decision for the organization for several years. 

"I had an opinion based on my own professional experience and - true to my custom - I 

asked the opinions of my colleagues and took them into account. Then I read the topic 

quite thoroughly. Both what I thought about the topic and what my colleagues said." 
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(Case of Lajos4): During TMT decision-making processes, Lajos always pays 

attention and reminds his fellow managers to keep the long-term effects of the 

developments in mind when developing strategic decisions and development paths 

affecting the System. 

"For example, I told you at the management meeting yesterday that it is very important 

to take into account that we may have now come up with a solution that is quick, simple 

and easy to implement, but it may in the long run hinder the possibility of further 

development and because of this, in a few years we will suffer. So it is very important 

that we make long-term decisions and not short-term decisions and examine the long-

term effects of our decisions." 

 

(Case of Lajos6): A few weeks ago, Lajos had to select a partner company for a 

project that was about to start. 

"At that time, I research the company on the Internet, I look at the company, their 

website, their company information, how many people work, who are the people who 

work there. So I usually collect quite a lot of information from the Internet in order to 

be prepared in, say, who I work with in the case of such a partner company." 

 

(Case of Lajos7): Lajos Cég's vision of its System also includes a significant social 

role: 

"I have said many times that we can help, say, a student who is not good at math, whose 

father is a tractor driver, and whose mother is a weaver. No way. And if, say, there is no 

money to pay for a private tutor, then this child will stay caught up, drop out, and not 

have a sense of success. Yes, but if we can help him with different digital tools, even 

with online textbooks, e-learning, all kinds of playful quizzes and tasks, then there is the 

possibility that he can learn in a slightly more exciting way. The internet is full of 

information, it's just very, very difficult to organize it. And in the case of our system, for 

example, if I'm a ninth-grade student and I'm studying mathematics, then I have what 

they learn in mathematics in the ninth grade, and the various study materials can be 

provided to the student in a much more targeted and much more organized way." 
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Antal  

 

(Case of Antal1): A few years ago, Lajos had to decide to choose Angular, React, 

or other specializations among the front-end technologies on his board of directors. 

„I then asked my colleagues who preferred what. Everyone had to write down their 

opinion on what they would choose, why, what they say in favor of their decision, and 

what risk factors they see. I also read a lot of professional comparisons, mainly in 

English. I made my decision based on the results I received based on the votes and my 

research. So in the end, the decision was unanimous; even those who voted for the other 

one realized that this is a better choice for our company at the moment." 

 

(Case of Antal2): A new ticketing system was introduced a few weeks ago. Antal 

decided to choose the right system based on three criteria: 

"Here, there were mainly three aspects that I took into account. The preliminary is 

experience, so if I have already worked with that tool at my previous workplace or on 

previous projects, it is obvious that because I know it, it gives me an advantage, but it is 

not an exclusive advantage. So if someone comes with another device, I'm, of course, 

open to it. The second is the opinion of my colleagues, and the third is what I myself can 

collect from other places about it." 

 

(Case of Antal3): There are occasions when Company A uses the help of external 

experts to complement its own ideas. 

"We had an idea and an idea of what the system should be that we wanted to integrate 

into our systems, but we wanted more information. At that time, we asked an external 

company to find tools for us, and we also told them one or two that they should include 

in the analysis and compare the advantages and disadvantages from both a business 

and a professional point of view. And then we got this complex analysis.” 

 

David 

 

(Case of Dávid1): The software architect working in Dávid's project team and the 

backend developer could not agree on a technical issue related to a function. Based 

on the discussions, the two specialists did something but knew it was not perfect. 
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When they saw that they were not getting results, they approached Dávid to decide 

on the development direction. 

"Although I form my opinion quite quickly, I usually don't share it with my colleagues, 

but I ask the colleague what his opinion is, what are the advantages, what are the 

disadvantages, on what basis do you think this is a good solution and whether there 

might be something right? I don't like to make arbitrary decisions in technological 

decisions. I like to convince my colleagues that the solution we finally put together this 

way is the best solution and that everyone can identify with it. I think that decisions 

should not be imposed on colleagues, but rather try to convince them why this is a good 

solution and that if they insist on the other solution, I will try to point out the weak 

points of that solution without criticizing it in particular. So, doesn't it always start with 

yes? This is a very good solution, but I see the following dangers? And then I will tell 

you what dangers I see.” 

 

Adam 

 

(Case of Ádám1) Company D's customer previously sent the proof of completion, 

to which Company D also sent the related invoice. The client accepted the invoice, 

but on the day of the transfer, two minutes before the end of working hours, Ádám 

received a phone call from his client that the invoice was not filled in correctly, so 

they could not transfer. These can only be approved by Gábor, the CEO, based on 

the decision of top management in the organization. However, at the time of the 

event, Gábor was not in the office, nor was he available, and an immediate decision 

had to be made. 

"The invoice and the TIG were issued like that, and then we had to figure out if it would 

be good like that or should we cancel it?" The point was that it had to be solved anyway 

because the source was also urgent for us. I agreed with other colleagues and 

exceptionally did not wait for Dávid. As it turned out later, he wanted it that way too." 

 

Ákos 

 

(Case of Ákos1): Within the framework of a workshop, Ákos and his team defined 

the main activity direction of the business branch and the customer base they 
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wanted to target. As a result, they decided to deal with product design, i.e., product 

design and their customer-related needs. The strategy was discussed in a workshop 

formed within its framework. 

"We want to work for educated large SMEs or multinational companies because these 

companies are more digitally mature. They understand why user research is important. 

They understand why prototyping is important. They don't need to be told this eighty-six 

times, and in the end, they take it out of the price, but they understand the importance of 

this because they also think in terms of strategy and look to the future, and want to 

minimize costs. It's no use telling an SME that you will spend two million forints with 

the prototype, but with that, we exclude that you will spend twenty unnecessarily during 

the development. He can't think about it because he sees him for the next month. (...) 

And he doesn't want to believe it and prefers to pull it out and then suck it up during 

development. But that's his problem. I can't do anything. I'm trying to convince him of 

that. With an MNC, this can happen much less often. That's why we prefer to work with 

them. That's why we love Telenor and RTL because they don't even ask if it's necessary 

but say yes, of course, we'll do it." 

 

(Case of Ákos2): Ákos highlighted concerning the decisions related to the project 

that they have projects that fall into the "no go" category. 

"In no-go cases, we pass the lead on to our partners for a certain sales commission. 

This is an important decision because the client is valuable, that is why we contract 

with them, but we absolutely outsource the task, and we do not deal with it." 

 

(Case of Ákos3): If Ákos' team decides to implement a project, it receives the "go" 

category. In such cases, it is usually not only Ákos' company that participates in 

the project tender, the first step of which is discussions with the client. 

 "We try to get the information about what you really need, because many times (..) even 

though they don't know what they need, it's usually not what they need, they just don't 

know that they don't need it, and we help them with that." 

 

(Case of Ákos4): From a strategic point of view, Ákos wanted to be part of a 

company's network of relationships. In order to implement long-term plans, he 

undertook the current project, which generated a loss. 
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"Strategically, we wanted to get in, and that's why we lowered the prices so that we 

could somehow get in. Practically, in this case, my business took on the project at its 

own cost, and we did not make a single penny of profit, and we will even make a loss. 

But we see strategically that this will backfire in the long term." 

 

(Case of Ákos5): Due to his position, Ákos usually participates in the 

organization's important events. In most cases, his team members inform him 

verbally about the content of these discussions. 

"I inform my colleagues verbally, as I am also present at every such joint event, that is, 

I am present at most of them. I usually discuss this verbally with them, that there is a 

joint event, we will discuss it, so listen, we won this way and that way, and this and that. 

I'm used to saying what's up." 

 

 

Júlia 

 

(Case of Júlia1): A few weeks ago, a new retention program was introduced at 

Company A. Júlia's primary focus when planning the strategic paths was whether 

or not the given decision is worth it, whether it is worth investing energy in, does 

the given decision have a payoff or not. In his view, these benefits cannot always be 

expressed in HUF but rather in the fact that the colleague feels better, works 

better, and is more motivated. 

"My main goal with this is to keep it, and in this regard, how can this be realized? On 

the one hand, I look at what I have to put into that system. How much energy, how much 

time, how much money? If this involves money specifically. And then, I have to see how 

it works in a pilot project. And when I see that it works, i.e., methodologically, 

structurally, and content-complex together, I start it. And then I calculate that, well, 

what can I expect from this? So, can I expect from this what I have set as a goal, i.e., 

turnover will not increase, colleagues will stay here, they will become more energetic 

and feel that we care about them, that they will do their job, that they will integrate into 

the organization, that the individual will be able to form cohesion with his colleagues 

and about work, he can practically become a part of the team, a spiral of the team. I 
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looked at these, and if the practice confirms this, it was a workable good decision over 

a semester or a year. " 

 

(Case of Júlia2): Júlia's search pattern is similar in all workplaces because, in her 

view, although people and teams are not the same, according to her experience, the 

unique methodologies work equally well. During his decisions, he relies on his 

research based on information gathering and decades of experience. 

"I'm gathering information. The methodologies are similar no matter where you work. 

You can apply this in any organization, anywhere. However, it must always be tailored 

to the individual or company because people and teams are different. The needs are 

different. The ideas are different. The preferences are different. I'm not saying they're 

very different, but they're different. And for this, I need to know the needs, the common 

origins and common points, and where it is worth going. And the experience that a 

person gathers over decades: he knows things that have stuck in him from his previous 

professional life. You can use these as well, but basically, I always work with the given 

stock and the given experiences in the given place at the given time. It requires a lot of 

communication and a lot of togetherness, attunement, and connection so that I can then 

put together what is needed to be successful. The story is about many interactive 

relationships. So I can't do without it... In addition, I read and study portals and 

professional articles, especially from my former teachers." 

 

(Case of Júlia3): During her work, Júlia monitors domestic and foreign market 

changes. In the case of Germany, he considers this necessary so that he is aware of 

the fluctuation in other companies and the reality of the advertised position in the 

case of abroad. It has a dual purpose: 1) to protect colleagues if they want to go to 

the wrong place, 2) to gain global knowledge on issues related to their profession. 

"I have to follow these; otherwise, I don't know the trends. For example, one day, a 

colleague of mine told me that he was going to get up and go to X company. It was 

during that period that I saw that there was a high turnover at that particular 

company...Obviously, for a reason. On another such occasion, my colleague said that 

he would try abroad. I talked him out of it, because what he said and where he was 

going was a humbug, and he fell for it. So it's good to keep an eye on this because that 

way I can handle the entire labor market process as a unit." 
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Christopher 

 

(Case of Kristóf1): Kristóf asks for the opinions of some of his colleagues on issues 

that he is less familiar with. These questions are primarily technical questions. He 

decides alone on a technical issue if it is a question in which he himself is very 

comfortable. 

"I ask for the opinion of my colleagues whose word I take. Usually, this means two or 

three people. After that, the decision is always up to me. It's complicated when these two 

or three people say different things. In such cases, I organize a meeting where we can 

discuss with colleagues what would be the right direction. Of course, I also learn from 

this because you can learn a lot from the guys from the conversations." 

 

Norbert  

 

(Case of Norbert): Norbert's organization underwent a profound organizational 

development transformation. The essence of this was people-centeredness. During 

the organizational development, they first looked for how to give feedback to a 

person and how to structure it. An external consultant was used to implement the 

plans. 

"We worked with a training company, and they had a methodology for this, which they 

adapted for us. Colleagues were very satisfied with him." 

 

(Case of Norbert2): Norbert is a fan of quick decisions. He prefers a quick decision 

within the organization rather than having to wait for a longer time. 

"If we didn't think it through, we'll approach the decision and change it." 

 

Gábor 

 

(Case of Gábor1): The Gábors measure the satisfaction level of the organization's 

members every year. During the measurement, the organizational values are 

mapped. 
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"We have a very detailed satisfaction measurement, which we do with an external HR 

company. The survey also measures how well we, the organization's members, comply 

with the organizational values." 

 

(Case of Gábor2): Gábor is a fan of quick decisions. He doesn't like workflows to 

stop. It is better to make a quick decision that requires immediate action than to 

think about it for weeks, and the processes stop in between. 

"We are human; we make mistakes. But let's make mistakes rather than not work." 

 

Ágota 

 

(Case of Ágota1): When looking for new employees, Company C uses the services 

of headhunters in addition to the LinkedIn search. In addition, monitor your 

competitors. 

"There are competitors that we monitor, and if we see that the situation there is not so 

good, we use direct inquiries." 

 

Zoltán 

 

(Case of Zoltán1): Zoltán was participating in an open public procurement at the 

time of the interview. In order to submit a suitable offer, various conditions had to 

be met, which included the presence of x references and experts with specific 

competencies. 

"And then, of course, in the first round, I'll check what kind of experts we have; I'll ask 

the HR people if there are any. If there is none, then another company or separate 

independent experts must be involved. There was also a time when we brought in 

independent experts because we needed someone with a special certificate. At that 

point, I said that someone would have to be involved here, and obviously, this had to be 

discussed with Bernát. Obviously, in the first round, we try to involve an expert within 

the company group or from a company with which we have a relationship, know, etc. If 

not, then we will search through it at some level, but usually this issue is resolved in 

these circles." 


