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ty6hyvinvoinnin kokemuksia. Inklusiivisessa johtajuudessa erilaiset ideat, ajatukset,
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Inclusive leadership leverages organizational diversity for success while simultaneously
fostering experiences of inclusion and well-being among employees. It considers and
utilizes various ideas, thoughts, experiences, and values for the benefit of the organization's
success. This study examines the inclusive leadership practices identified by employees
working in diverse organizations, as well as the perceptions these employees have of
inclusive leadership. The theoretical framework of the study is built around the concepts of
inclusive leadership.

The research was conducted as a qualitative study, utilizing a descriptive research
approach. The data collection consisted of interviews with nine employees from different
organizations. The interviews were semi-structured and conducted individually.

The study found that the participants identified various inclusive leadership practices in
their organizations, some of which were structural factors, while others emerged from
social interactions within the workplace. Structural factors included regular meetings
among staff members, diverse communication channels, the promotion of equality,
rewards, and leisure activities for staff. Social interaction-based factors mentioned by
participants included a supportive atmosphere, involvement in decision-making, and
feedback provided by supervisors.

Participants reflected on the advantages and disadvantages of inclusive leadership.
Advantages mentioned included improved employee well-being, organizational benefits,
and increased work motivation. On the other hand, disadvantages included diversity
washing, challenges related to different backgrounds, and inflexibility.
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1 Introduction

1.1 Research objectives and questions

Today's business environment is a rapidly changing and challenging place for both employee
and entrepreneur. The business environment faces numerous challenges due to digitalization
and changing market trends, among others (Tortorella et al., 2023; Frick et al., 2021; Rozman
et al., 2023).

Inclusive leadership can be seen as a solution in today's challenging operating environment
and it has been seen as an effective style oF leadership in certain settings (Bourke &
Dillion, 2018). Inclusive leadership has been seen to have numerous effects on employee
well-being and organizational success. Several studies have directly linked inclusive
leadership to job performance (Cao, Zhao & Zhao, 2023; Fujimoto & Uddin, 2022; Randel
et al., 2018). In addition to being seen to improve performance at work, inclusive
leadership has been shown to impact employee well-being in a number of ways. Inclusive
leadership has been shown to impact psychological well-being at work, including by
improving psychological empowerment (Fujumoto & Uddin, 2022) and psychological
strengthening (Randel et al., 2018), and by improving psychological safety at work (Mor
Barak, Luria & Brinhall, 2022, 847-848). Inclusive leadership has also been found to
improve work-related emotions (Ye, Wang & Guo, 2019).

This study explores the types of inclusive leadership practices that people working in
different organizations identify as being in use in their own organizations. The study also

aims to explore the ideas that inclusive leadership evokes in the employees interviewed.

This study aims to examine whether the perspectives shared by the interviewees are
consistent with findings from previous research. Existing literature provides only limited
insight into the challenges associated with inclusive leadership; therefore, particular
attention will be paid to whether the interviewees identify any such challenges. The research

will be conducted using a qualitative methodology, applying a descriptive research approach.



Data will be collected through interviews with nine employees working in different

organizational contexts.

The research questions guiding this study are:

Research Question 1: What types of inclusive leadership practices do interviewees

identify within their organization?

Research Question 2: What thoughts does inclusive leadership evoke among the

interviewees?

1.2 Background

In today's complex business environment, characterized by the rapid evolution of market
trends and the increasing digitalization of operations, organizations face numerous
challenges (Tortorella et al., 2023; Frick et al., 2021; Rozman et al., 2023). Organizations
are facing both challenges and opportunities during the digital industrial revolution
(Karimi & Khawaja, 2024). The necessity for a deep understanding of information is
paramount, as digital transformation, particularly through the adoption of artificial
intelligence (Al), reshapes traditional structures and employee roles within these
organizations (Frick et al., 2021; Rozman et al., 2023). These days, Al can handle a wide
range of office duties and services, for example customer service, financial product
selection, call center answering, and facial and voice recognition for security purposes
(Canals, 2019, 37-40). However, Al has been recognized to inhibit on-the-job learning by
making people more gloomy about the future rather than encouraging them to develop

their abilities (Li et al., 2023.).

As businesses grapple with these complexities, there is a growing recognition of the pivotal
role played by effective leadership in navigating the integration of Al and fostering a
conducive organizational culture (Rozman et al., 2023). The uses of Al tools in business

and their implications for management must be understood, and managers who



comprehend the company, can motivate employees to use these tools, and can successfully
supervise their deployment are necessary for the broad adoption of these technologies
(Canals, 2019, 62—63). Leaders must prioritize the creation of a supportive environment

that embraces Al solutions while enhancing employee productivity (RoZzman et al., 2023).

Moreover, alongside digital transformation, organizations must also address the increasing
diversity of their workforce and the importance of employee well-being (Roberson &
Perry, 2022; Cao, Zhao & Zhao, 2023; Mor Barak, Luria & Brinhall, 2022). Inclusive
leadership is seen as a key to operating in today's challenging environment as it has been
seen as an effective style of leadership in certain settings (Bourke & Dillion, 2018).
Inclusive management practices not only harness the benefits of a diverse workforce for
organizational success but also contribute to enhancing employee well-being, notably
through the promotion of psychological safety in the workplace (Roberson & Perry, 2022;
Mor Barak, Luria & Brinhall, 2022). Karimi & Khawaja (2024) state, that inclusive
leadership is establishing a cultural environment and appreciating diversity and
individuals, which is crucial in the current globalized and swiftly changing business

environment.

1.3 research limitations

This Master’s thesis examines what types of inclusive leadership practices the interviewees
identify within their organization. It also explores the interviewees’ thoughts and perceptions
regarding inclusive leadership. The study adopts a qualitative research approach, which
inherently introduces certain limitations, as qualitative research is always influenced by the

researcher’s own values and prior knowledge (Salo, 2015, p. 172).

In order to ensure the trustworthiness of the study, it is important to reflect on its limitations.
This research focuses on inclusive leadership, a topic that may be unfamiliar to some
participants. As the concept of inclusive leadership is not yet well-established or widely
recognized, the interview questions were designed to align with key themes of inclusive
leadership. This approach was intended to help participants reflect specifically on issues

related to inclusive leadership, even if they were not previously familiar with the term.



However, because the interview questions were thematically guided, it is important to
acknowledge that the themes of inclusive leadership may have been more prominent in the
interviews than they might have been in an unguided conversation. This must be taken into

consideration when interpreting the findings.

The study involved nine working-age individuals employed in various organizations. It is
important to note that nine participants constitute a relatively small sample size, and

therefore, the findings cannot be generalized to a broader population.
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2 Inclusive leadership

This chapter explains what inclusive leadership is, what kind of inclusive leadership
models have been created and how inclusive leadership can be implemented in the

organization.

2.1 definition of inclusive leadership

Mor Barak, Luria & Brinhall (2022, 847—-848) define inclusive leadership as leadership
that utilizes the diversity of the workforce while offering employees” experiences of
inclusion. Karimi & Khawaja (2024) define inclusive leadership as leadership that value
contribution of others. Roberson & Perry (2022) describe inclusive leadership as creating
environments where different ideas, perspectives, experiences and values are used to

improve individual, team and organizational results.

Inclusive leadership requires a certain kind of mindset and behavior from the leader so that
the employee feels to be an inclusive group member and feels that one’s work contribution
is valuable and appreciated (Roberson & Perry, 2022). Since inclusive management
increases employee well-being and employee well-being is a key factor in organizational
success, organizations should pay a lot of attention to inclusive management practices, for
example through interventions (Cao, Zhao & Zhao, 2023, 2324-2325). In order to adapt an
inclusive management style, there are training programs that allow managers to implement
an inclusive management style and improve employee well-being (Cao, Zhao & Zhao,

2023).

2.2 Models for inclusive leadership

There are a significant number of different definitions of inclusive management. Although
ideas related to Inclusion have been studied to some extent, their integration into use has
been less of a research topic. However, some scholars have created frameworks that make

it easier to approach inclusive management on a practical level.
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Shore et al. (2018) built a framework based on Freedman (2014) containing six themes for
a more effective implementation. The first theme of the framework is the feeling of safety,
which includes both psychological and physical safety. The feeling of safety can be
experienced either on behalf of an individual or a group related to one's identity, and it is
especially related to the safety of expressing one's opinion. Another theme in the
framework is participation in a work group, which means an employee's feeling of
belonging to a group and gaining access to the organization's resources and information.
The third theme is being valued and respected and means that the employee is treated
with respect and dignity. The fourth theme is influence on decision-making, which
emphasizes the employee's feeling that one’s own ideas and thoughts are taken into
account in decision-making. The fifth theme of the Framework is authenticity, which
emphasizes openness and the bold presentation of different identities. The sixth and final
theme in the framework is the recognition, respect and promeotion of diversity, which is
reflected in fair action at the level of leaders' actions and words. This participation in the
work group and influence on decision-making are thought to be the most traditional

aspects of inclusive management.

Also Veli Korkmaz et al. (2022) have created a framework of inclusive leadership that
gives an overview of the themes related to inclusive leadership. They conceptualized the
results of researchers who studied inclusive leadership and created a model that describes
inclusive leadership with the help of empirically supported relationships. They found
fostering employee's uniqueness, strengthening belongingness within a team, showing
appreciation and supporting organizational efforts to be important themes for inclusive

management.

Fostering employee's uniqueness is related to supporting the employee's individuality and
strengthening diversity in the workplace. Strengthening belonging within the team is
related to the human need to belong, which is based on the optimal distinctiveness theory.
This team-level phenomenon is related to both the relationship between the leader and the
team and within the team, and it can be strengthened by ensuring fairness within the team.
Showing appreciation refers to how a manager acknowledges an employee's efforts and

contributions. This recognition can take the form of noticing efforts, confirming
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contributions, or praising achievements and can be related to either an individual's or a
team's performance. Supporting organizational efforts, on the other hand, is related to
the manager's relationship with the organization. The way a manager views organizational
change and inclusive management is important in terms of achieving goals. The theory
supports the idea that inclusive management is not only about recognizing the individual's
uniqueness and increasing belonging, but also involves many other factors. (Veli Korkmaz

etal., 2022)
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Figure 1. Model for inclusive leadership created by Veli Korkmaz et al. (2022)

One inclusive leadership model has also been created by Booker and Williams (2022), who
have developed a framework that integrates the themes of creating belongingness, valuing
uniqueness, and social justice. The model is supported by traits and competencies of the
individual's behavior. Creating belongingness creates psychological safety and thus
reduces feelings of exclusion. Valuing uniqueness is an important trait for a manager,
which means that the manager takes care of the employee's individual needs because of
moral duty. The leader has to learn the unique characteristics of the employees to facilitate
belongingness. The third theme associated with inclusive management is embracing social
justice, which the manager can tackle as he sees fit and create new practices that reduce

social inequality. Booker and Williams (2022) suggest that the practice of inclusive
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management practiced by all three managers brings cultural intelligence, utilization of
different perspectives and psychological safety to the employee. An inclusive culture in an
organization requires humility, adaptability, curiosity, self-awareness and commitment

from both the manager and the employees.
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Figure 2. Model for inclusive leadership created by Booker and Williams (2022)

23 Implementing inclusive leadership in practice

In the practical implementation of inclusive leadership within organizational contexts,
various approaches are employed. Mor Barak, Luria, and Brinhall (2022) highlight that
inclusive management models are often operationalized through specific practices.
Similarly, Roberson and Perry (2022) advocate for a multifaceted implementation of
inclusive leadership. Furthermore, researchers have examined specific themes within

inclusive management practices.

Roberson and Perry (2022), for instance, identify equality and team membership as pivotal

themes for inclusive leadership and performance enhancement. The concept of equality, as
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underscored by Roberson and Perry (2022), entails a manager's capacity to acknowledge
team diversity and consider diverse perspectives. Effective leadership in this regard
involves leveraging a variety of skills and fostering environments conducive to employee
participation and empowerment. Also Karimi & Khawaja (2024) state, that inclusive
leadership is creating an environment where individuals from different backgrounds or
characteristics are respected.

Moreover, team membership, as emphasized by Roberson and Perry (2022), necessitates
leadership approaches that prioritize collaboration and employee involvement while
minimizing status differentials. Cultivating a sense of belonging within teams is essential
for fostering interpersonal relationships, trust, and knowledge sharing among team

members.

Inclusive management practices contribute to the enhancement of group social identity
(Randel et al., 2018). Managers are urged to adopt inclusive approaches that support all
employees irrespective of their social identities (Shore & Chung, 2022). Randel et al.
(2018) further stress the importance of recognizing both the team's collective identity and

individual uniqueness when fostering inclusivity within teams.

Roberson and Perry (2022) propose various methods for fostering equality and team
membership, including recruitment, motivation, recognition, and the promotion of
selfexpression. They emphasize the manager's role in facilitating personal interactions and
providing platforms for open communication. Additionally, Randel et al. (2018) highlight
the significance of leaders demonstrating humility and genuine commitment to diversity,
which fosters acceptance, empathy, and appreciation among team members. An important
factor in implementing inclusive leadership is also creating an appreciative and respectful
atmosphere where employees feel safe to express their own thoughts (Karimi & Khawaha,

2024).

Furthermore, Randel et al. (2018) argue that a leader's cognitive abilities influence the
implementation of inclusive leadership by enhancing their capacity to observe behaviors,
draw multidimensional conclusions, and make decisions that enhance group well-being

and performance. Inclusive management practices, whether direct or indirect, contribute to
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creating an inclusive work climate that enhances employee performance and engagement
(Brimhall, 2019).

Individual personality traits of leaders, as well as their past experiences with inclusive
leadership, influence the implementation of inclusive management (Randel et al., 2018).
Some managers may exhibit resistance to inclusive management, perceiving it as
disruptive to established norms and group identity (Randel et al., 2018). Shore and Chung
(2022) caution against the detrimental "leader exclusion" style of leadership, which

undermines diversity and isolates group members.

Moreover, the effectiveness of implementing inclusive leadership is influenced not only by
managerial characteristics but also by organizational structures. Cao, Zhao, and Zhao
(2023) emphasize the importance of aligning organizational structures with inclusive
leadership practices, as organic structures strengthen the relationship between CEOs' and
department managers' inclusive leadership. Shore et al. (2018) posit that inclusive

organizational cultures permeate practices and processes at all levels of the organization.

Cao, Zhao, and Zhao's (2023) research underscores the cascading effect of inclusive
leadership from CEOs to lower organizational levels, enhancing overall employee
wellbeing. Middle managers also play a crucial role in implementing inclusive
management, necessitating attention to their interaction skills (Cao, Zhao & Zhao, 2023).
While numerous definitions of inclusive leadership have been explored at the work group
level, less attention has been directed towards the broader organizational-level
implementation of inclusive management practices and policies (Mor Barak, Luria &

Brinhall, 2022).

Overall, the practical implementation of inclusive leadership involves multifaceted
approaches aimed at fostering equality, team membership, and organizational inclusivity,

with attention to both individual and structural factors within the organization.
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2.4 Impacts of inclusive leadership

The benefits of inclusive management appear advantageous for both the employee and the
manager. When a manager implements inclusive management, employees experience
several positive feelings towards work and thus perform better in their work (Ye, Wang &
Guo, 2019). Inclusive management has several positive effects on employees and the
success of the organization. Cao, Zhao & Zhao (2023) identified inclusive management as
promoting employee investment in work and increasing work group performance. The
connection of improved work performance with an inclusive leader has also been
identified in other studies (Cao, Zhao & Zhao, 2023; Fujimoto & Uddin, 2022; Randel et
al., 2018). The improvement in work and work group performance may also be partially

explained by a better working community atmosphere (Roberson & Perry, 2022).

Inclusive management has also been seen to improve psychological well-being at work.
Inclusive leadership has been linked to psychological empowerment at work (Fujimoto &
Uddin, 2022) and psychological strengthening (Randel et al., 2018). Inclusive management
has also been seen to improve psychological safety at work (Mor Barak, Luria & Brinhall,
2022, 847-848; Roberson & Perry, 2022). The connection between inclusive management
and psychological safety has also been observed by Javed et. al. (2019 B), who found that

psychological safety also indirectly promotes innovative behavior (Javed et al., 2019).

The connection of inclusive management with innovativeness has also been observed by
other researchers. Among others, Mor Barak, Luria & Brinhall (2022, 847-848) and
Roberson and Perry (2022) found that inclusive management affects innovation at work.
Randel et al. al. (2018) found that a strong group identity and psychological reinforcement
formed through inclusive leadership indirectly increase creativity and performance at
work. Ye, Wang and Guo (2019) also found that inclusive leadership has indirect effects on
employee performance. They found that inclusive leadership influences team innovation
through team voice. Also Karimi & Khawaja (2024) state, that inclusive leadership leads
employees to become more innovative, more engaged, and to perform better. Hewlett,
Marshall & Sherbin (2013) also describe inclusive leadership to unlock innovation and

drive to market growth.
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Inclusive management may also lead to better commitment to work and lower turnover in
the workplace. Inclusive management has been found to have an effect on the employee
becoming more committed to work (Mor Barak, Luria & Brinhall, 2022, 847-848).
Brimhall (2019, 43-44) also recognized that inclusive management led to similar benefits,
of which commitment to work and emotional commitment appeared particularly strong.
Inclusive leadership can also affect employees' well-being and work performance
indirectly. The indirect effect means that an employee's strong sense of inclusiveness can
lead to a strong group identity and psychological reinforcement, which in turn promotes

creativity, work performance and reduces turnover (Randel et al., 2018).

Inclusive leadership has also been linked to other positive work-related effects, such as the
ability to learn from mistakes (Mor Barak, Luria & Brinhall, 2022, 847-848). Ye, Wang &
Guo (2019) found in their research that inclusive management is even most effective when

it is also accompanied by performance-related pressures.

Inclusive leadership offers benefits to both the employee and the employer, because when
the employee feels better emotionally at work, at the same time there are also favorable

features for the employer, such as innovation and work commitment (Mor Barak, Luria &

Brinhall 2022, 847-848).

2.5 Challenges for inclusive leadership

While there are many benefits to inclusive leadership, there are also some limitations that
need to be taken into account. One limitation is the cultural bias of the leadership style.
Veli Korkmaz et al. (2022), who have extensively investigated inclusive management,
developed a model in collaboration with researchers specializing in inclusive leadership.
This model delineates the thematic components inherent in inclusive leadership. However,
Korkmaz et al. (2022) caution that their model predominantly draws from Western studies,
potentially shaping the trajectory of inclusive leadership theory. They highlight the
potential cultural biases inherent in this approach, noting that concepts of inclusivity may

vary across different cultural contexts. For instance, Eastern cultures often prioritize
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hierarchical structures, which may influence interpretations of inclusive leadership
differently. Consequently, Korkmaz et al. (2022) advocate for critical reflection on the

applicability of their model across diverse cultural landscapes.

Similarly, Shore et al. (2018) underscore the significance of considering the national and
cultural contexts within the prevailing research on inclusive leadership. They critique the
current state of research for its predominantly unilateral focus, which may inadvertently
exacerbate cultural conflicts within multinational organizations. This lack of cultural
sensitivity can undermine the effectiveness of inclusive leadership practices, leading to
incongruities in implementation. Shore et al. (2018) advocate for international research
endeavors to deepen understanding and facilitate the more nuanced implementation of

inclusive leadership practices across diverse cultural settings.

Another thing that needs to be taken into account is the usage of inclusive leadership
during uncertain times. Frick et al. (2021) noticed, that the process of various changes in
the business environment makes some employees wanting stable leader instead of
empowering leader. Frick et al. (2021) emphasize, that managers and senior executives in
particular need to reconsider and adjust their leadership approach in light of the digital
transformation and artificial intelligence. Canals (2019, 62-63) says, that even though Al is
already changing the face of business, strong leaders are still necessary in many crucial
fields. Inclusive leadership should thus be implemented in a way that suit for nowadays

uncertainty.

Nishii (2013) emphasizes the importance of careful implementation when it comes to
inclusive leadership practices. She argues that simply introducing diversity initiatives aimed
at improving the status of historically disadvantaged groups does not necessarily promote
genuine inclusion. According to Nishii (2013), if diversity practices are perceived as
benefiting only specific minority groups, they may lead to resentment or backlash among

those who do not directly benefit from them.

Another challenge related to inclusive leadership is that, although employers can benefit

from a diverse workforce, the impact of diversity can be difficult to quantify—particularly
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when attempting to measure how diversity influences an organization's ability to innovation

(Hewlett, Marshall, & Serbin, 2013).

3 Research design and methodology

In this chapter, I will introduce the research design and the methodology used in this thesis.
The study was conducted using a qualitative research method. The aim of the study was to
explore what types of inclusive leadership practices the interviewees identify within their
organization. In addition, the study sought to examine what thoughts does inclusive

leadership evoke among the interviewees?

3.1 Research context

This study is situated within a context that aims to deepen the understanding of how inclusive
leadership is manifested in practice and what kinds of impacts it is perceived to have on
organizational functioning. The broader context of the research concerns questions of

diversity and inclusion in today’s business environment.

In organizations nowadays, it is increasingly common for the workforce to be composed of
individuals from diverse backgrounds. As a result, inclusive leadership has emerged as a key
leadership approach in efforts to find an effective balance between workforce diversity and

the challenges of the modern working world.

The research was conducted in Finland. The interviewees were working-age individuals
employed in various types of organizations. The study did not focus on any specific industry
or sector; instead, it included participants from a range of organizational settings. What
unified the participants was their willingness to engage in a discussion about leadership
culture within their organization and its perceived effects. This diverse research context
allowed for a broader examination of how inclusive leadership is experienced and expressed,

as the study was not limited to a single field or sector.
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This study explores the forms of inclusive leadership that employees recognize within their
own organizations. Also, the study examines the benefits and challenges that the
interviewees associate with inclusive leadership. The empirical data consists of

semistructured interviews with nine individuals working in different organizations.

3.2 Research design

The study was conducted using a qualitative research method, investigating the
experiences of nine individuals working in different organizations regarding the types of
inclusive leadership practices they recognize within their own organization. Also, the study
examined the thoughts and perceptions that inclusive leadership evokes in the

interviewees.

The study was conducted by interviewing all nine participants. The interviewees were
selected for the study out of self-interest, as they contacted me via a Linkedin update,

where I solicited interviewees for my study.

I used inductive content analysis for the thesis. The primary aim of qualitative content
analysis is to build a structured understanding of the phenomenon under study by
identifying and organizing the key themes that describe it (Elo & Kyngis 2008, 108). I
wanted to focus my research on describing the elements that make up the topic. A

descriptive method of analysis was best suited to this need (Elliot & Timulak 2005, 149.)

Qualitative research, and in this case qualitative content analysis, can never be completely
objective, as the interpretation is always influenced by the researcher's own predictions and

perceptions (Salo 2015, 172).
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33 The data collection

Data was collected by interviewing nine people working in different organizations through
individual interviews. Sampling is not only about deciding who to interview, but also about
deciding where to start looking for interviewees (Flick, 2007). I decided to start looking for
interviewees on LinkedIn. Interviewees were selected by registering as interested
interviewees through a LinkedIn update, where I asked interested people to participate to
my thesis about inclusive leadership. This is non-probability sampling. This type of
sampling is well suited to qualitative research, as it is typical in qualitative research that
sampling is done in a deliberate way in order to study the data as closely as possible (Flick,

2007).

I conducted the interviews via video calls through Teams and transcribed the interviews.
The interviews were semi-structured individual interviews. A semi-structured interview
means that I had prepared the interview questions in advance, but [ was also able to ask
additional questions if the interviewee began discussing an issue that was relevant to the
research. Semi-structured interviews are particularly useful in situations where it is
beneficial for the interviewer to ask clarifying questions (Eriksson & Kovalainen, 2008).
The same questions were asked to all interviewees, but due to the semi-structured nature of
the interviews, I posed additional questions depending on the responses of the
interviewees. The interview began with a brief introduction to the concept of inclusive
leadership, after which I moved on to the questions. The first section of questions
addressed research question 1, while the second section focused on research question 2. All

interview questions can be found in Appendix 1.

All interviewees are from Finland, and all nine interviews were conducted in Finnish. The
interviews were carried out remotely via Teams, meaning that the participants were located
across different areas in Finland. Both men and women participated in the study. As gender
was not a significant factor for the outcomes of the study, I did not intentionally balance
the number of male and female participants; thus, the study included varying numbers of

men and women. All participants were working aged.
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I ensured the secure handling of all data and informed the interviewees at the beginning of
the interview that all information would be treated anonymously. For some of the
interviewees' responses, I made modifications during transcription and changed
identifiable workplace or location information to the placeholder 'x'. These modifications

are also visible in the results section.

34 Data analysis methods

The interview questions were formulated with the help of the model by Veli Korkmaz et al.
(2022), which categorizes inclusive leadership methods into four styles: fostering
employees uniqueness, showing appreciation, strengthening belongingness within a team

and supporting organisational efforts.

Research question 1: What types of inclusive leadership practices do interviewees
identify within their organization?
Research question 2: What thoughts does inclusive leadership evoke among the

interviewees?

Since inclusive leadership is a topic that the interviewees may not be familiar with, I
guided them to respond to the theme using questions that I formulated based on the model
by Veli Korkmaz et al. (2022). I analyzed the interviewees' responses without directly
comparing them to the model by Veli Korkmaz et al. (2022), but instead, I conducted a

data-driven content analysis based on the responses

I decided to conduct the data analysis following the process-oriented model of Tuomi &
Sarajérvi (2018, 122-126). While analyzing the data, I kept the research questions in mind
and began identifying emerging themes within the material. I read through the data
multiple times at different times, after which I created a summary by removing
unnecessary, irrelevant information in relation to the research questions. Recommendation
to read the data multiple times at different times is recommended by many researchers (Elo

& Kyngis, 2008, p.109; Flick, 2007).
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After creating the summary, I simplified the expressions and began grouping similar
expressions together. I started to conceptualize the emerging themes and observed that the
simplified expressions formed certain compatible themes, such as "staff meetings" in
relation to research question 1. Once I had grouped the expressions thematically, I
developed broader concepts from the themes, which I then categorized into superordinate

categories. Superordinate categories I managed to divide into broader main categories.

Since the study employed a data-driven content analysis, my aim was to identify meanings
and connecting elements within the data, which Patton (2002, p. 453) describes as central

to data-driven content analysis.



Table 1. The Data Analysis Process of Research Question 1

Main category

Superordinate category

Subcategory

Organizational structural

elements

Regular  meetings
organizational members

among

Team meeting, Project kick-off
meetings

Communication channels

Digital communication channels,
opportunity to have face-to-face
discussions with the supervisor,
concern submission form, annual
surveys

Promoting equality

Recruitment advertisements,
consideration of religions, equality
officer, consideration of different
cultures, consideration of different
challenges, language policy

Recognition and reward
practices

Leisure-time celebrations, instant
rewards, performance-based rewards

Employee leisure events

Team leisure-time celebrations, unit
leisure-time celebrations

Belonging in a team

Team name, feeling of belonging

Factors emerging in social
interaction

Inclusive climate

"Glad you came to speak," everyone's
thoughts are taken into account, it's
important to be able to talk about issues

as well

Feedback from the supervisor

Regular feedback from the supervisor,
highlighting strengths by the
supervisor, public feedback from the
supervisor when positive, one-on-one
time with the supervisor, including
critical feedback

24
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Involvement in decisionmaking | The supervisor involves employees in
decision-making, workgroups

3.5 Realibility and validity

Qualitative research can be evaluated in various ways. One way of evaluating qualitative
research is evaluating it at three stages: planning, conducting, and reporting of the study
(Flick, 2007). For the quality and reliability of qualitative research, it is essential that the
research process is described as transparently as possible and that the study is conducted in
a systematic manner (Flick, 2007; Eskola & Suoranta, 1998, p. 209). I have documented all

phases of the research and stored them in secure locations.

The quality of a study can also be examined through reliability, which refers to the
replicability of the research (Kirk & Miller, 1986, p. 19). As this study has been conducted
carefully and in accordance with scientific practices, it could be replicated with similar
results. However, it is important to recognize that qualitative research is always influenced
by the researcher’s prior knowledge and interpretations, and therefore cannot be fully
replicated in an identical manner by another researcher. Consequently, reliability and validity
are not necessarily the most appropriate criteria for evaluating qualitative research (Hirsjérvi,

Remes & Sajavaara, 2009, p. 232).

Qualitative research can also be evaluated using the criteria of the Critical Appraisal Skills

Programme, which assesses the quality of qualitative research through ten key questions.
These criteria consider, for example, the recruitment strategy and whether there is an indepth
description of the analysis process (Critical Appraisal Skills Programme, 2024, pp. 2— 6).
The interviewees were recruited through an open LinkedIn post, and all participants took
part voluntarily due to their interest in the research topic. The analysis process is described

in detail from beginning to end, and samples of the analysis can be found in the appendices.
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3.6 Ethical solutions

When designing and conducting research, various ethical considerations must be taken into
account. Above all, my research process has been guided by a commitment to ethical
integrity (Tuomi & Sarajirvi, 2018, p. 149). One essential aspect of ethical reflection
concerns the choice of research topic. It is important to consider whether the topic has been
researched too extensively or, conversely, too little. Additionally, the potential contribution
of the study to the existing body of knowledge should be evaluated (Flick, 2007). When
selecting a topic, it is also crucial to ensure that the research does not reflect the researcher’s
personal ideological or political stance too strongly (Tuomi & Sarajéarvi, 2018). I chose this
topic because, while it has been studied to some extent, it still remains relatively

underexplored.

From an ethical standpoint, it is also essential to consider the research participants. This is
particularly important when the study involves individuals in vulnerable positions, in which
case the necessity and justification of the research must be carefully evaluated (Flick, 2007).
This study does not focus on individuals in vulnerable positions, and the selection of

interviewees was based on their own voluntary interest in participating in the research.

From an ethical perspective, it is important that the research question is clearly defined
and that participants understand what the study is investigating. When the research question
is clear and participants are aware of the type of information expected from them, they are
less likely to become over-researched (Flick, 2007). I clearly informed the participants in
advance about the purpose of the study and did not alter the research question during the
research process in a way that would have resulted in participants being studied on a topic

they were not aware of.

During the interview phase, I ensured that the interview situation adhered to sound ethical
principles. It is important to recognize the boundaries of the interviewee in such settings
(Flick, 2007). Although the interviews were semi-structured, I did not press the participants
for excessive information but respected their boundaries regarding how much they wished

to share about each topic.



27

Maintaining confidentiality and anonymity during data analysis is one of the most
important ethical considerations in conducting research (Flick, 2007). Throughout the entire
research process, I adhered strictly to confidentiality. I kept the participants’ responses secure
and ensured their anonymity. Some responses included references to, for example, specific
locations or workplaces, but during the analysis phase, I removed all identifiable information
of this kind. At no point were the participants referred to by their real names; instead,
immediately after the interviews, I began referring to them using letters, naming interviewees

from A to 1.

I used the DeepL Translator program to assist in translating certain sections of the text. Every
sentence translated with the program was reviewed by me, and I approved each translation

as accurate.

4  Results

I will analyze the results in two sections according to the research questions. I asked the
interviewees seven questions that I formed with the help of Veli Korkmaz et al. (2022) model.

The interview questions are as follows:

1. In what ways does your organization take different perspectives into account? How
do leaders encourage open communication and listen to diverse viewpoints?
(Fostering employees' uniqueness)

2. How does your organization address different values and cultural differences? How
do leaders acknowledge, for example, the presence of various religions within the
organization? (Fostering employees' uniqueness)

3. How does your organization demonstrate appreciation and respect toward
employees? (Showing appreciation)

4. How does your organization work to strengthen the sense of belonging within
teams and other diverse groups? (Strengthening belongingness)

5. How are potential organizational changes communicated within your organization?

(Supporting organizational efforts)
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6. How do you perceive inclusive leadership, that is, the consideration of diversity, as
a resource that impacts you as an employee?
7. Do you think there are any drawbacks or weaknesses associated with the practices

of inclusive leadership?

4.1 What types of inclusive leadership practices do interviewees identify

within their organization?

Two main categories clearly emerged from the interviewees' responses: organizational

structural elements and factors emerging in social interaction in the workplace.

Table 2. Key Findings of the Research Question 1

What types of inclusive leadership practices do How is the impact manifested?
interviewees identify within their organization?

Organizational structural elements Regular meetings; communication channels;
promoting equality; recognition; leisure events;
belonging in a team

Factors emerging in social interaction Inclusive climate; feedback from the supervisor;
involvement in decision-making

4.1.1 Organizational structural elements

The following superordinate categories emerged from the organizational structural
elements: regular meetings among the organizational members, communication channels,

promoting equality, rewards, employee leisure activities, and belonging in a team.

Among the organizational structural factors related to inclusive leadership, interviewees
repeatedly mentioned regular meetings with the organizational members. The

interviewees highlighted team meetings as a way to express their own ideas.
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Interviewee A: “Well, the first thing that came to mind is that it’s like a
weekly team meeting, where everyone naturally has the opportunity to
express their own ideas, and also discuss matters related to their own work, if

there are any thoughts or ideas.”

Interviewee E: "Well, in my team, we have team meetings. They’re in person,
but there’s also an option to attend remotely. You can really discuss freely
there, and each team member also has a confidential development

conversation with their supervisor once or twice a year."

Interviewee G: "We do it in a way where each of us has 10 minutes to talk
about what’s going on, what’s most important for the other team members.
So, it’s also a way for everyone to get an equal chance to speak and have a

platform."

The interviewees also identified communication channels as a general tool for inclusive
leadership. They emphasized the importance of digital communication channels for
expressing their own ideas. Additionally, mentions were made regarding the opportunity to

schedule time for discussions with a supervisor.

Interviewee A: "It’s like email, for example. If I think about our unit manager,
you don’t really see them much, or interact with them otherwise. But from the
very beginning, I’ve felt that I can easily send a message, not only to my

team leaders but also to the manager."

Interviewee C: "In our various forums, we get our thoughts and ideas out

there."

Interviewee E: "We actually use a lot of different communication channels,
and one of the biggest is probably XX. It’s like XX’s internal Facebook,
where we post updates, announcements, sales results, and so on. Quite often,
everyone writes posts there, and anyone can comment and share their

opinions. And in the end, you can always reach out directly by sending a
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Teams message or something similar, so practically, you can get in touch
with anyone, even the CEQ, if you have a groundbreaking idea. They're

definitely reachable."

Interviewee G: "And then especially for us, those open responses, both the
positives and the negatives. Everyone can leave their comments about

anything. It’s really an equal channel for everyone."

The interviewees also mentioned various ways of promoting equality within their
organizations. According to the interviewees, efforts to strengthen equality have been

implemented for example through clubs created for minority groups.

Interviewee B: "The first thing that comes to mind is that company X has a
group called 'X True Colors,' which was created for sexual minorities. It’s a
community specifically for them, and they have active operations, at least in
Finland, but I understood that the group also operates globally. This group

also has what you could call sponsors from the company’s leadership level."

The interviewees also mentioned that efforts to promote equality have been made by
paying attention to the wording of recruitment advertisements and being mindful of the

language used in the workplace.

Interviewee B: "Although recruitment advertisements never require a specific
nationality or anything like that, there might be language requirements and,
of course, educational requirements. But I’ve personally experienced that
these recruitment ads are such that they don’t exclude any population

groups."

Interviewee D: "In my team, we speak a total of five languages in addition to

Finnish, including Estonian, Russian, and Spanish.”
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Interviewee G: "Just at the beginning of this year, our language policy was
changed more towards an 'English first' approach, so that all staff events and
the like would be in English. This way, everything would be equal for

everyone, so that everyone can understand and follow the staff events."

The interviewees also mentioned that the promotion of equality is reflected in how
different religions are acknowledged within the organization. There were references to
Islam and the Ramadan celebration. Additionally, the consideration of different cultures
was evident in the interviewees' responses. For example, the option to make Good Friday a

flexible holiday was mentioned, allowing employees to choose how to utilize their day off.

Interviewee D: “Well, let's take Ramadan as an example. For some reason,
that's the easiest to mention. So, everyone who usually works as a X is

reassigned, for instance, to the position X during that time.”

Interviewee D: “We have arranged separate rooms so that during specific
prayer times or similar moments, it's a safe space, and individuals can be

there privately as long as they need to perform such practices.”

Interviewee I: “Well, in a large company like ours, for example, during
Ramadan, we have our own events. We organize various activities, such as

providing information and celebrations specifically related to Ramadan.”

Interviewee F: “We changed Good Friday from a fixed holiday. It was
changed to a flexible day off, where the idea is that if you have a religious
holiday, like Eid, or if you want to use it for Easter or any other holiday, you
can take the day off whenever you need it. The idea behind this was to allow
people to use the holiday for their religious celebration if it wasn't otherwise

recognized.”

According to the interviewees, efforts to promote equality in organizations have also been

implemented by appointing responsible individuals who train staff to raise awareness.
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Interviewee E: “In my own office, there is also a person who promotes
equality issues, so to speak, for the benefit of both our customers and our

staff.”

Interviewee G: “More like, they train the staft, for example, by holding these

afternoon sessions where a speaker comes to talk about these topics.”

The interviewees mentioned that in their organizations, efforts to improve equality also

include addressing individual s challenges.

Interviewee F: They have created a screen where you can click on an option,
and if you're ordering a cappuccino, the person in the video shows how to

order it, and you can order it in sign language.

Interviewees” responses also highlighted the importance of recognition and reward

practices. They mentioned various leisure events and personal financial rewards.

Interviewee B: We have afterwork events for the entire organization, where
there's food and drinks, and people can hang out with colleagues after the
workday. It's not something any company is required to organize, but it still

comes from the leadership, as they want to offer it.”

Interviewee D: “From the employer's side, we have a so-called quick reward
model, which means that depending on the individual's performance, we
decide to reward a specific person. It could be something small, like a 20euro
gift card or a product, or we might give them a company card and say, 'Go
buy something for yourself for 20 euros, whatever you want.' It's for small

successes like these."

Interviewee E: "Events open to all employees in the organization, leisure
events like that, not just Christmas parties but also other quite relaxed things.
And in those, since this company has many units in different locations,

there's the opportunity to meet."
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Interviewee G: "Annual performance bonuses."

Interviewee I: "Well, a monetary reward is of course good”

One of the themes that emerged from the interviewees' responses was participation in
decision-making. The interviewees mentioned that they could take part in decision-making,

for example, by participating in management team meetings.

Interviewee D: "People who are interested are always invited to the
management team meetings - - so they can participate, ask questions, and

maybe respond to some opinion questions."

Interviewee H: "Well, at XX in general, there’s quite a strong or important
idea of consensus - - that, for example, the supervisor doesn’t make
decisions alone. Usually in these meetings, the vibe is that we come to a

decision together, and that everyone has to be on board with it."

Interviewee H: "Yeah, I’ve noticed in myself that I’m more motivated when
others and the whole work community are included in the decision-making

process. I think that’s really important."

The interviewees mentioned team unity in their comments. There were particularly many

mentions of improving team unity through leisure events.

Interviewee B: “Maybe things like organizing something at the company

level that creates a sense of community.”

Interviewee C: ”There are all kinds of programs, and then we have something
at the level of our entire organization for different sectors, for example, for
our XX sector, we have an XX inspiration day every year where the entire

XX team from all over Finland gets together, and it's kind of a team-building
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weekend where we try to create a good vibe and a positive attitude towards

work.”

Interviewee H: ”Well, if you think about it, with all the big events that have
happened, you get this feeling that OK, we're doing good work, we're working
together toward a common goal, and I think that has definitely improved unity.
It's really nice that it's actually important to be able to talk to people in a relaxed

environment.”

Interviewee I: ”Of course, seeing each other face to face is very important,
and building relationships outside the work environment, where it's a little
more relaxed. You can talk about other things, and it's also important to build

relationships outside the work environment, to have an event where you can

do that.”

In terms of team unity, it was also mentioned that it is important to belong in a team and

that the team has its own name.

Interviewee A: “Well, of course, the first thing is that the team has a name,
which is a unifying factor, so that you can talk about the team using a specific

name in different contexts, and that creates a sense of togetherness.”

Interviewee G: “As a newer member, it's definitely like your own close
community, and then how you create it or where it comes from, well, of
course it depends on the person in charge and the kind of atmosphere they

create.”

4.1.2  Factors emerging in social interaction

The interviewees' comments also highlighted factors related to inclusive leadership, which
are built on social interaction within the organization and are not directly related to structural
factors. When analyzing the results, I formed a second main category, factors built on social

interaction in the workplace. From this main category, I formed the superordinate category
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permissive atmosphere, feedback from supervisors, participation in decision-making, and

staff interaction culture.

The interviewees' responses also highlighted factors related to inclusive leadership, which
are built on social interaction within the organization and are not directly related to structural
factors. When analyzing the results, I formed a second main category, factors emerging in
social interaction. From this main category, I formed the superordinate categories: inclusive

climate, feedback from the supervisor, and participation in decision-making.

The interviewees' responses mentioned a inclusive climate. According to the interviewees,
this inclusive climate manifested itself in open communication and the opportunity to discuss
matters with their supervisor if they wished. The interviewees mentioned how the

organizations also allowed different ideas.

Interviewee F: ”We really emphasize that kind of thing, so as to have open
lines of communication, and I would say that as soon as I joined this team,
my supervisor said that I could always come to him and that I could always
book time with him, especially now with Teams, since none of us really have
an office where we can just look at the calendar and see when someone is
free, so you can always book a meeting and talk about anything. -- And then,
of course, when you book a meeting, the atmosphere is such that it's nice to
see each other and talk, and whatever's on your mind, you're welcome to

share.”

Interviewee H: “Personally, I haven't felt that I couldn't go directly to our CEO.
Or at least in our team, I feel that I could easily go directly to our boss to share

my ideas, and I believe that he would listen.”

Interviewee A: “Everyone has the opportunity to express their own thoughts
and also discuss issues related to their own work. I haven't felt that, even
though I haven't been working here for many years, that no one would be

interested in what I have to say.”
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According to some interviewees, the inclusive climate was also evident in the fact that free
time and well-being at work were valued in the workplace.
Interviewee B: ”-- like a really human approach to working life, that
sometimes the working days can be long, but still, the main message from the
managers is that work isn't the only thing in life, that you need to have
enough free time, that you can't stretch out the working days, so I think it's
important that the general message in the organization is really positive about

well-being at work.”

The interviewees emphasized the importance of a feedback from the supervisor. There

were also mentions of public feedback from supervisors.

Interviewee D: “And then, absolutely essential for every supervisor is to give
feedback, both verbal and written, and feedback is always given in such a

way that other team members can hear it too, especially if it is positive
feedback.”

Interviewee H: “Well, yes, of course, if my immediate supervisor gives me
feedback, it makes me feel that my work is being noticed and appreciated, both

the good and the bad.”

Interviewee G: “And then, of course, at the level of the entire organization, it
matters what the CEO says at a spring seminar or at the end of the year in some
kind of joint communication channel. He often thanks everyone for the past
year and things like that, and that has great value. that you feel OK that we're

doing something right, if you've been satisfied and given good feedback.”

Interviewee I: “But I think the most important thing is that it comes from
peers and management, that the recognition is public and that it comes from
there. It's not necessarily about the money. Perhaps the most important thing

is that the recognition is given and that it is visible.”
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The interviewees also emphasized the importance of a culture of interaction. The

importance of team spirit was particularly highlighted.

Interviewee G: “-- but as a new, it's definitely your own local community and
then how it's created or where it comes from, so of course it's partly down to

the person in charge the atmosphere they create.”

4.2 What thoughts does inclusive leadership evoke among the interviewees?

The second research question is, what thoughts does inclusive leadership evoke among the
interviewees. Two main categories clearly emerged from the interviewees' responses:

Positive thoughts and critical thoughts.

Table 3. Key Findings of the Research Question 2

What thoughts does inclusive leadership How is the impact manifested?
evoke among the interviewees?

Positive thoughts Work well-being; Benefiting from
inclusivity (organization and employee);

Work motivation

Critical thoughts Diversity washing; Challenges arising
from diverse backgrounds; inflexibility

4.2.1 Positive thoughts

When discussing the positive effects of inclusive leadership, the interviewees mentioned
factors related to well-being at work. They mentioned how inclusive leadership practices
improve job satisfaction and affect how good and welcome people feel at work, and that

there is no need to fear making mistakes or expressing one's own thoughts.
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Interviewee A: “If you take into account the different types of employees and
their different skills and characteristics, then yes, I feel more secure and
welcome.”

Interviewee B: “You dare to bring up your own ideas more boldly. And you
don't feel afraid to say, "No, I don't want to suggest that, because it's stupid."

It's just stupid, but you feel more like even stupid ideas are welcome.”

Interviewee F: “I believe that it really does have a big impact on how
comfortable you feel at work. I feel that if everyone were the same, it would

affect you or give you the impression that you have to fit into that box.”

One interviewee also mentioned how, in their opinion, inclusive leadership tools would

affect well-being if they were used perfectly.

Interviewee E: “Well, if everything went perfectly, we would probably be
even more prosperous, all of us -- but unfortunately, that's not quite the case

2

yet.

When discussing well-being at work, the interviewees also mentioned how the use of

inclusive leadership tools improves their courage to be themselves at work.

Interviewee F: “Yes, I get that feeling that it’s OK, maybe I don't have to go
to my grave with the fact that I have dyslexia, but that I can actually say, hey,

it took me a little longer to read this paper.”

The interviewees mentioned that inclusive leadership tools also had an impact on their
motivation. The responses indicated that job satisfaction increased work motivation. The
responses also showed how a certain type of representation in the organization can increase

motivation to work.

Interviewee D: “Yes, it has a significant impact, it affects my motivation to
work and the fact that I feel that the work is meaningful to me and that I enjoy
my job.”
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Interviewee F: “The fact that you see representations of who you are is a
really big deal. It helps you so much, even if it's obvious that our manager is
a woman, just the fact that she's a woman. I'm like, hey, yeah, OK, great. It's
just on a male-female axis, but when you think about all the different
differences people have, just seeing someone somewhere who is similar to

you feels good.”

In addition, the interviewees mentioned that they feel inclusive leadership practices
improve the performance of the organization's employees. That is seen as benefitting from

inclusivity.

Interviewee F:” -- The company's results will definitely be affected by the fact
that people have different jobs, and I believe that this makes work more
enjoyable for people. And it's true that people who enjoy their work perform

better.”

Interviewee D: “We have our own data and information showing that people
with a foreign background perform significantly better in certain areas. And
I'm talking about employees who perform significantly better than those with
a Finnish background. They are better people, and that is perhaps a hidden
resource at the moment, the kind of people they are and how certain cultural
differences can be better utilized in the future to improve the results of

individual units and, through that, the results of the entire chain.”

4.2.2 Critical thoughts

The interviewees responded that the use of inclusive leadership practices also had some

negative effects and critical thoughts.

The interviewees' responses revealed some reflection on whether the use of inclusive

leadership practices has an impact on diversity washing. For example, the interviewees
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wondered whether the use of inclusive leadership could lead to recruitment decisions

favoring people who represent a certain population group.

Interviewee A: “Making a choice, for example in recruitment, based on the fact
that someone belongs to a minority group. If you want to present a more ethical
image to stakeholders, for example, by selecting someone based on their
membership of a particular group rather than on their actual skills, then that is

perhaps what might happen.”

Interviewee B: “It feels like we're doing a bit of greenwashing, like in
sustainability marketing, and the same thing is happening with inclusivity,
where companies use advertising images that feature minorities who definitely

don't even work there.”

The interviewees' responses to the challenges of inclusive leadership also highlighted the
challenges arising by different backgrounds. The interviewees considered how people
from certain backgrounds may find it difficult to work together, for example due to a difficult

history.

Interviewee F: “If there are major cultural differences, then yes, I think there
will definitely be difficulties, and then if there are really big cultural

differences, then maybe it will be difficult to click on a personal level.”

Interviewee D: “-- like, for example, in Sweden, where everything is done in
terms of politics and stuft so that everyone is just accepted and hopefully gets
along, and then there have been some really shocking things happening there,
so it may be that there is so much tension between certain cultures in terms of
history or other factors that even though these two people have never met, even
if they are coworkers, they come from cultures that represent something like,
if we go back in time, conflict and war and other similar things, so there may

be a kind of difficulty between them.”
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Interviewee C: “Well, if they're different and really far apart, and neither of
them is willing to acknowledge the other, and they're both really strong about
pushing their own values and way of thinking and their own thing. Like, from
their starting point, they don't accept that the other person is different and don't

engage in cooperation.”

The interviewees' responses also included mentions of how the use of inclusive leadership
may manifest itself in an organization as inflexibility. The interviewees commented on how
the use of inclusive leadership may affect decision-making by slowing it down. The
interviews also revealed thoughts on how listening to everyone's views may lead to no one's

views being taken into account.

Interviewee D: “It can perhaps be challenging in certain types of work tasks,
such as completing tasks, that if those values don't match, then especially in
group work where you need a multidisciplinary team, it can be like, if they
differ and are really far apart, and no one is willing to take the other into
account, because they are so strongly driven by their own values and way of
thinking. Like, they don't accept that the other person is different. And they
don't engage in cooperation. Also, at the employee level and as a whole, there

may be a kind of collision course in that regard.”

Interviewee G: “-- if you try to offer everything to everyone, sometimes it

can happen that no one gets anything.”

Interviewee H: “Well, maybe it's just that if the goal is always to take
everyone's opinion into account or listen to everyone, then it can be difficult to
ever reach a decision, and it just ends up being a distribution of everyone's

opinions. And then no one ever decides anything.”
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5 Discussion and conclusion

5.1 Discussion of research question one

This research question examined what types of inclusive leadership practices the
interviewees identify within their organization. I formed the results using data-driven content
analysis. In this section, I examine the results of the research question in relation to previous
studies.

Based on the interviewees' responses, I was able to form two clear main categories:
organizational structural factors and factors emerging in social interaction. Some of the
results are clearly related to factors that can be added to workplace structures. In this section,
I present both the results from the interviewees that can be implemented in workplace
structures and the factors that arise as a result of social interaction in the workplace. The
organizational structural factors were mentioned in particular in regular meetings between
members of the organization, employee leisure events, promoting equality, reward practice,

and participation in decision-making.

The interviewees' accounts contained several references to the importance they attach to
regular meetings among the organizational members, belonging in a team, and the
organization's common communication channels. These factors have been identified in the
literature as important factors in inclusive leadership. Shore et al. (2018) identify
participation in a work group as one component of inclusive leadership. Participation in a
work group means that employees feel they belong to a group and have access to information
within the organization. Veli Korkmaz et al. (2022) also identify meetings and
communication channels between organization personnel as part of inclusive leadership.
They write that belonging to a group is a fundamental human need that encompasses both

internal group relationships and the relationship between the employee and their supervisor.

Employee leisure events were also mentioned frequently in the interviews. The interviewees
said that leisure activities increased team spirit and created a more relaxed atmosphere
among members of the work community. Leisure activities organized by the workplace and

its relation to inclusive leadership has not been overlooked in studies yet. However, mentions
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of leisure activities were linked to group formation and team spirit, which Shore et al. (2018)

clearly identified as an important part of an inclusive work community in their literature.

The interviewees also mentioned promoting equality by taking into account minority
groups or those in a weaker position, for example. Shore et al. (2018) also recognize
strengthening equality as a part of inclusive leadership. They write about how fair words and
actions by leaders are important for inclusive leadership. Shore et al. (2018) also write that
authenticity is an important part of inclusive leadership, as it means representing multiple
identities. Veli Korkmaz et al. (2022) also recognize strengthening equality as part of
inclusive leadership. They emphasize that strengthening the personal characteristics of
individuals is important in the workplace. Booker and Williams (2022) also emphasize that
valuing uniqueness and taking into account the personal needs of employees are important
characteristics of a leader. Roberson and Perry (2022) also argue in favor of taking into

account the personal needs of the workplace community.

The interviewees also mentioned the importance of reward practices in their work. The
importance of rewards has also been noted in previous literature. Rewards were also
associated with a feeling that the supervisor values and respects the employee's work. Veli
Korkmaz et al. (2022) write that showing appreciation is important in inclusive leadership
when the supervisor recognizes the employee's work or rewards the employee for their
performance. Shore et al. (2018) and Roberson & Perry (2022) also discuss the importance
of respect and appreciation, emphasizing how important it is in inclusive leadership for

supervisors to respect and treat employees with appreciation.

Among the factors contributing to social interaction in the organization, interviewees
responded especially about a permissive atmosphere, participation in decision-making, and

feedback from supervisors were mentioned in particular.

The importance of a inclusive climate was mentioned several times in the interviews.
According to the interviewees, a permissive and inclusive atmosphere is a feeling that you
can and should express your own thoughts aloud. It was also described as a feeling that you
are always welcome to go and talk to your supervisor, for example. A permissive atmosphere

is also recognized as important in literature related to inclusive leadership. For example,
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Shore et al. (2018) describe the feeling of safety as meaning that individuals feel safe to

express their own thoughts without fear.

Participation in decision-making was also mentioned several times in the interviewees'
responses. There is not much information available on participation in decision-making in
previous literature, but Shore et al. (2018) mention that the opportunity to participate in
decision-making is a good form of inclusive leadership, as it increases employees' sense that

their ideas and thoughts are taken into account and are important.

The interviews also revealed several mentions of feedback from the supervisor. The
interviewees mentioned that highlighting strengths by supervisors, public feedback, and
oneon-one time with supervisors are important issues. Some of the feedback provided by
supervisors is mentioned in earlier literature on inclusive leadership. Providing feedback is
related to the showing appreciation model presented by Veli Korkmaz et al. (2022), in which

supervisors show their appreciation by, for example, praising performance.

5.2 Discussion of research question two

In the second research question, I examined what thoughts inclusive leadership evoke among
the interviewees. I wanted to find out what the idea of inclusive leadership evoked in the
interviewees based on the previous discussion. I formed two main categories from the

research question: positive thoughts and negative thoughts.

The main category of positive thoughts consisted of three subcategories: well-being at work,
benefits of inclusiveness, and work motivation. Ye, Wang & Guo (2019) state that inclusive

leadership leads to numerous positive effects for both employees and employers.

The interviewees mentioned frequently that inclusive leadership increases their own
wellbeing at work. They said that the use of inclusive leadership practices in the
organization contributes to a good working environment. They also mentioned that
employees' strengths are recognized and individuals are accepted for who they are. The

interviewees' responses are in line with Fujimoto & Uddin's (2022) study, which links
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inclusive leadership practices to psychological empowerment at work. Psychological
strengthening has also been seen as a result of the use of inclusive leadership practices

(Randel et al., 2018).

The interviewees mentioned that inclusive leadership practices contribute to an environment
where mistakes are not feared. Inclusive leadership has been linked to psychological safety
at work in previous research (Mor Barak, Luria & Brinhall, 2022, 847-848; Roberson &
Perry, 2022; Javed et. al., 2019 B). Inclusive leadership has also been directly linked to
employees learning more easily from their mistakes (Mor Barak, Luria & Brinhall, 2022,

847-848).

The interviewees said that using inclusive practices also leads to benefits for the
organization. They mentioned that different nationalities bring different skills and strengths
to the organization, which helps it achieve better results. Mor Barak, Luria & Brinhall (2022,
847-848) write that inclusive leadership means utilizing the diversity of the workforce while
employees feel included and the organization benefits. Roberson & Perry (2022) also
describe inclusive leadership as creating an environment where different backgrounds are
taken into account to generate favorable results for the organization. Ye, Wang & Guo (2019)
found in their research that inclusive management is even most effective when it is also

accompanied by performance-related pressures.

There were also mentions that when work is fun, the results are better. The link between
having fun and team spirit and inclusive leadership has also been recognized by Randel et
al. (2018), who write that inclusive leadership leads to a strong group identity and
psychological reinforcement, which improves creativity and performance at work.
Inclusive leadership has been found to benefit both employees and employers, as when
employees feel emotionally well at work, employers can enjoy their innovation and
commitment (Mor Barak, Luria & Brinhall 2022, 847-848). Ye, Wang and Guo (2019) also
write that inclusive leadership is profitable for organizations, as it manifests itself, for

example, in team innovation through team voice.

Cao, Zhao & Zhao (2023, 2324-2325) emphasize that because inclusive leadership

improves employee well-being, and employee well-being is an important factor in
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organizational success, it is important to invest in inclusive leadership practices, for

example through interventions.

The interviewees mentioned that inclusive leadership practices also had an impact on their
work motivation. The interviews responded that inclusive leadership practices increased
their motivation to work. In one interview, it was mentioned that, for example, proper
representation is very important for work motivation. Mor Barak, Luria & Brinhall (2022,

847-848) recognize inclusive leadership tools as leading to better commitment to work.

The main category of negative thoughts consisted of three superordinate categories:
diversity washing, challenges posed by different backgrounds, and inflexibility.

The interviewees mentioned the possibility of diversity washing as a negative aspect of
inclusive leadership. The interviewees wondered whether ensuring equality is also a
challenge for inclusive leadership. The interviewees' responses revealed, for example, that
the desire to present a more ethical image to stakeholders influences the organization's
recruitment decisions. The responses raised the question of whether people who do not
belong to the majority group can even be granted special conditions. This dilemma has also
been considered by Nishii (2013), who has written about the risk of inclusive leadership
practices increasing resentment and bitterness among staff. He emphasizes that when
diversity practices are targeted only at certain members of the organization, there is a risk of

diversity washing, as mentioned by the interviewees.

The interviewees also mentioned about challenges arising from different backgrounds.

For example, it was mentioned that different backgrounds may cause conflicts. Shore et al.
(2018) underscore the importance of national and cultural context for inclusive leadership.
There is still little information in the inclusive research literature about the challenges posed

by different backgrounds.

The interviewees also mentioned that one downside of inclusive leadership is that it can
make an organization seem inflexible. For example, some said that when you try to take
everyone into account, you might end up not taking anyone into account. The responses also
reflected on how inclusive leadership practices can sometimes seem to slow down and

complicate decision-making, and how it would sometimes be nice to just make a decision
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and move on. Frick et al. (2021) also recognize that in a rapidly changing business

environment, some employees want a stable leader rather than an empowering leader.

53 Conclusion and Recommendations

This study examined what types of inclusive leadership practices the interviewees identify
within their organization. The interviewees identified various structural and socially
interactive forms of inclusive leadership. Among the structural forms, the interviewees
particularly mentioned regular meetings, communication channels, promoting equality,
recognition, leisure events, and belonging to a team. Among the factors based on social
interaction, the interviewees particularly mentioned an inclusive climate, feedback from

supervisors, and involvement in decision-making.

Inclusive leadership has been studied to some extent. However, the term inclusive leadership
is not yet very familiar, and the word inclusive leadership is not commonly used. Because
the topic is not very familiar, it may not be possible to implement it effectively in an
organization. As the interviews revealed, many organizations had several models of inclusive
leadership in place, even though the interviewees did not necessarily recognize what
inclusive leadership meant before the interview. In order to implement inclusive leadership

more widely in organizations, it would be important to conduct more research on the topic.

Inclusive leadership should also be studied further because it has been found to yield good
results in today's fragmented business environment (Bourke & Dillion, 2018). In the previous
research it has been identified several times that inclusive leadership and improved work
performance are related (Cao, Zhao & Zhao, 2023; Fujimoto & Uddin, 2022; Randel et al.,
2018).Especially with the widespread use of artificial intelligence today, it is important for
organizations to have a good leadership model. The link between the increase in artificial

intelligence and inclusive leadership should be studied further.

This study also examined what thoughts inclusive leadership evoked in the interviewees.
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The topic elicited both positive and critical thoughts from the interviewees. Among the
positive thoughts, the interviewees particularly mentioned well-being at work, the benefits

of inclusiveness (for the organization and employees), and work motivation.

Critical thoughts included diversity washing, challenges arising from different backgrounds,
and inflexibility. Korkmaz et al. (2022) emphasize that their research on inclusive leadership
is largely based on Western studies, which influences the types of inclusive leadership
theories they have developed. They criticize the current state of research for its
predominantly one-sided perspective, which may unintentionally exacerbate cultural
conflicts in multinational organizations. This lack of cultural sensitivity can undermine the
effectiveness of inclusive leadership practices and lead to inconsistencies in their
implementation. Shore et al. (2018) advocate international research projects to deepen
understanding and facilitate a more diverse implementation of inclusive leadership practices
in different cultural contexts. (Shore et. al., 2018). Inclusive leadership should be studied

further also from the cultural perspective.

Also, although it is important to study the benefits of inclusive leadership and the cultural
perspective of inclusive leadership, further research is also needed to investigate how the
various challenges associated with inclusive leadership can be overcome. Since diversity is
also strongly linked to how people interact with each other, it is important for human resource
professionals to also consider issues related to communication, adaptation, and change

(Patrick & Kumar, 2012).
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Appendices.

Appendix 1. Interview guide in finnish

Kaikki tutkimuksessa saatu tieto tullaan késittelemaén tietoturvallisesti ja niin, ettei
vastaajan henkildllisyys paljastu.
Taustakysymykset:

1. minké kokoisessa organisaatiossa tyoskentelet?

2. kuinka kauan olet tyoskennellyt nykyisessa organisaatiossasi?

3. Toimitko jonkinlaisessa johtoasemassa organisaatiossa?

Haastattelukysymykset:
Tiedoksi: Kun kysyn organisaation johtajasta, voit puhua sen johtajan toiminnasta, mika
vaikuttaa eniten sinuun kyseisessd kysymyksessd. Voit siis puhua esimerkiksi joko ylimmén

johdon, keskijohdon tai esimiesten toteuttaman johdon niakokulmasta.

Inklusiivinen johtaminen

Inklusiivinen johtajuus tarkoittaa lyhyesti sanottuna johtajuutta, jossa hyodynnetiin
tyoyhteison monimuotoisuutta organisaation tulosten parantamiseksi (Mor Barak,
Luria & Brinhall, 2022, 847-848). Inklusiivisen johtajuuden kéaytinteet hyodyntéviit
monimuotoisen tydyhteison osaamista organisaation menestykseen samalla, kun
kaytinteet lisddvét tyontekijdn hyvinvointia mm. psykologisen turvallisuuden kautta

(Roberson & Perry, 2022; Mor Barak, Luria & Brinhall, 2022).

Milli tavoin organisaatiossasi pyritiin huomioimaan tydoyhteison moninaisuus:

1. Millé tavoin organisaatiossasi pyritidn huomioimaan erilaisia ajatuksia? Miten
johtajat rohkaisevat avointa viestintdd ja miten he kuuntelevat erilaisia
nidkemyksid?

2. Miten organisaatiossasi pyritddn huomioimaan erilaiset arvot ja kulttuuriset
eroavaisuudet? Miten johtajat huomioivat esimerkiksi eri uskontojen olemassaolon
organisaatiossa?

3. Miten organisaatiossasi pyritdén osoittamaan arvostusta ja kunnioitusta tyontekijaa

kohtaan?



4. Miten organisaatiossasi pyritdén vahvistamaan tiimin ja muiden erilaisten ryhmien
yhteenkuuluvuudentunnetta?
5. Minkélaisella asenteella organisaatiossasi suhtaudutaan mahdollisiin organisaation

muutoksiin?

Inklusiivinen johtajuus voi ndyttdytyd mm. psykologisena turvallisuutena, organisaatioon
sitoutuneisuutena, innovatiivisuuden lisddntymisena.
1. Miten koet inklusiivisen johtajuuden, eli moninaisuuden huomioimisen
voimavarana vaikuttavan itseesi tyontekijana?
2. Liittyyko inklusiivisen johtajuuden kdytantdihin mielestdsi joitakin haittoja tai
heikkouksia?

3. Haluatko kertoa vield jotain, mika tuli mieleen aikaisemmista kysymyksisti?



Appendix 2. Interview guide in english

All information obtained in the study will be handled securely and in such a way that the
respondent’s identity will not be revealed.
Background questions:

1. What is the size of the organization you work in?

2. How long have you worked in your current organization?

3. Do you hold some kind of managerial position in the organization?

Interview questions:
Note: When I ask about the leader of the organization, you may talk about the leadership
that affects you the most in the given context. For example, you may refer to the actions of

top management, middle management, or supervisors.

Inclusive leadership

Inclusive leadership, in short, refers to leadership that utilizes the diversity of the work
community to improve organizational outcomes (Mor Barak, Luria & Brinhall, 2022, pp.
847-848). Inclusive leadership practices make use of the competencies of a diverse
workforce for organizational success, while at the same time enhancing employee
wellbeing, for example through psychological safety (Roberson & Perry, 2022; Mor Barak,
Luria & Brinhall, 2022).

In what ways does your organization seek to take into account the diversity of the work
community:

1. In what ways does your organization seek to acknowledge different opinions? How
do leaders encourage open communication and how do they listen to different
perspectives?

2. How does your organization take into account different values and cultural
differences? For example, how do leaders recognize the presence of different
religions within the organization?

3. How does your organization demonstrate appreciation and respect toward
employees?

4. How does your organization seek to strengthen the sense of belonging within the

team and among different groups?



5. What kind of attitude does your organization have toward possible organizational

changes?

Effects of inclusive leadership on employees
Inclusive leadership may manifest itself, for example, as psychological safety,
organizational commitment, or increased innovativeness.
1. How do you perceive inclusive leadership—i.e., acknowledging diversity as a
resource—as affecting you as an employee?
2. In your opinion, are there any drawbacks or weaknesses related to inclusive
leadership practices?

3. Would you like to share anything else that came to mind from the previous
questions?
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