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[bookmark: _Toc218684512]Chapter 1 Introduction
[bookmark: _Toc218684513]1.1 Background and Context
In an increasingly globalized and competitive world, diversity within teams has become a critical factor influencing organizational performance. In particular, consumer service organizations like ALDI UK are recognizing the importance of diversity in enhancing team performance, improving customer experiences, and driving overall business success. The growing recognition of diversity’s impact on productivity and innovation in diverse team settings has led to increased attention on how organizations can leverage diversity for operational efficiency (Van Knippenberg and Mell, 2016; Patrício and Franco, 2022).
ALDI UK, a leading discount supermarket chain, presents an interesting case for studying the effects of diversity in a retail context. As the company continues its expansion and hiring efforts, it becomes essential to understand how different dimensions of diversity—such as demographic, cognitive, and functional diversity—affect both employee job performance and organizational outcomes (Shore et al., 2017). Unlike project-based teams, which are often more flexible and dynamic, retail teams work in highly structured, standardized roles, where diversity may impact job performance in unique ways. This research aims to bridge the gap in understanding how diversity influences retail team dynamics and performance at ALDI UK.

[bookmark: _Toc218684514]1.2 Problem Statement and Rationale
Despite the growing body of research on team diversity, there remains a significant gap in understanding how diversity affects performance in standardized, operational settings like retail. Much of the existing research focuses on temporary, project-based teams, where the impact of diversity may be more pronounced due to the task-oriented nature of the work (Stahl and Maznevski, 2021). However, retail operations, which involve permanent teams executing routine tasks under tight time constraints, require a different approach to diversity management.
At ALDI UK, limited data is available on the specific impact of various diversity dimensions, such as cognitive and functional diversity, on employee performance. While gender diversity is often reported through publicly available data, other aspects, such as ethnic, age, and functional diversity, are either underreported or difficult to assess from secondary sources (Guillaume et al., 2017). This study seeks to fill this gap by examining the relationship between diversity and performance in a retail environment, using ALDI UK as a case study. By doing so, the research will provide valuable insights into how diversity in a retail workforce impacts both employee outcomes and organizational success.

[bookmark: _Toc218684515]1.3 Research Aim, Objectives, and Questions
Research Aim:
The primary aim of this research is to explore how different dimensions of team diversity at ALDI UK influence employee job performance and organizational outcomes.
Research Objectives:
1. To examine the impact of gender, cognitive, and functional diversity on employee job performance at ALDI UK.
2. To investigate the mediating and moderating mechanisms that link diversity to performance outcomes, such as trust, communication quality, and organizational climate.
3. To compare ALDI UK’s diversity practices and performance metrics with the wider UK retail sector to identify sector-specific patterns.
4. To highlight the limitations in ALDI’s diversity data and propose strategies for improving diversity measurement and reporting.
Research Questions:
1. How do different dimensions of team diversity (gender, cognitive, and functional) affect employee job performance at ALDI UK?
2. What are the mediating factors (e.g., trust, communication quality) that influence the relationship between diversity and employee performance?
3. How do ALDI UK’s diversity practices and performance metrics compare with those of other UK retailers?
4. What are the limitations in ALDI UK’s diversity data, and how can the company improve its diversity reporting and measurement?

[bookmark: _Toc218684516]1.4 Scope, Key Concepts, and Definitions
This study focuses on ALDI UK and its workforce, examining secondary data from corporate reports and publicly available documents related to diversity and performance metrics from 2018 to 2024. The key concepts and definitions central to this research include:
· Team Diversity: The presence of differences among team members in terms of demographic characteristics (e.g., gender, ethnicity, age) and cognitive or functional attributes (e.g., problem-solving styles, professional expertise).
· Employee Job Performance: A measure of how effectively employees perform their job duties, including indicators such as productivity, customer service quality, and attendance.
· Diversity Dimensions: These refer to various types of diversity within teams, such as demographic (gender, ethnicity), cognitive (thinking styles, problem-solving), and functional (experience, expertise).
· Secondary Data: Data collected from publicly available sources, including ALDI’s corporate reports, Gender Pay Gap reports, and industry benchmark data, rather than direct surveys or interviews with employees.

[bookmark: _Toc218684517]1.5 Overview of Research Design
This research adopts a case study design focusing on ALDI UK, utilizing secondary data from publicly available corporate reports, industry reports, and academic literature. Given the challenges of obtaining primary data and the limitations of secondary data, this research aims to provide descriptive and trend-based insights into the diversity-performance relationship in retail operations. The study will use qualitative content analysis to evaluate the secondary data and identify key patterns in diversity metrics and performance outcomes.
The research will also involve comparative analysis of ALDI UK’s diversity and performance data against sector benchmarks from other UK retailers, offering a broader context for interpreting ALDI’s practices and outcomes. The design is chosen for its practicality and suitability in examining existing data within the constraints of time and resources.

[bookmark: _Toc218684518]1.6 Structure of the Dissertation
The structure of the dissertation is as follows:
Chapter 1: Introduction - This chapter is presented with an overview of the background, the problem statement, the research objectives, the scope of the research, and the research structure.
Chapter 2: Literature Review – A comprehensive review of the existing literature on team diversity, its dimensions, and its impact on organizational performance, particularly in retail settings.
Chapter 3: Research Methodology – A detailed explanation of the research design, data sources, and methods of data analysis, with a focus on secondary data collection and analysis techniques.
Chapter 4: Findings and Analysis – Presentation of the findings based on the analysis of secondary data from ALDI UK and other UK retail sector benchmarks, with an emphasis on the diversity-performance relationship.
Chapter 5: Conclusion and Recommendations – A summary of the key findings, conclusions drawn from the analysis, and recommendations for ALDI UK and the broader retail sector on improving diversity management practices.


[bookmark: _Toc218684519]Chapter 2: Literature Review
[bookmark: _Toc218684520]Introduction
Team diversity and project success has proven to be one of the most essential fields of research within organizational studies, especially due to the growing trend of globalization and changes in demographics, thereby resulting in increased diversity of the workforce (Van Knippenberg and Mell, 2016). In today’s UK consumer service organizations, customer interaction and project success become of utmost importance, thereby requiring a deep comprehension of how diverse teams can potentially impact project success (Shore et al., 2017). One important difference that concerns us in respect of team diversity is that between projects, where temporary task-oriented teams assemble to work on projects, and everyday retail operations, where permanent teams execute repetitive service tasks in predefined hierarchy structures. This literature review explores team diversity, theoretical foundations for it, its processes, implications for performance, with a focus on the differences between such contexts as relevant to the consumer service sector (Patrício & Franco, 2022).

[bookmark: _Toc218684521]Theoretical Foundations of Team Diversity and Performance
Team diversity conceptualizations have advanced significantly, shifting away from mere demographics and incorporating other dimensions of differences that exist within a team (Patrício and Franco, 2022). Van Knippenberg and Mell (2016) define compositional diversity as 'the composition of characteristics within teams,' bearing on emergent diversity, 'psychological and behavioural patterns that emerge as a consequence of interactions within teams.' It is essential that one appreciates this differentiation, as it helps explain why and how diversity has implications and consequences, and that its influence is contingent, as asserted by Ali et al., (2022).
Recent meta-analytical studies have attempted to harmonize these divergent findings and shed light on why diversity research has been characterized by inconsistencies. Wallrich et al. (2024) recently performed a meta-analytic study of 615 articles and reported on why, despite theoretical arguments that highlight its value, research has yielded mixed results on the relationship between diversity and performance (Wallrich et al., 2024). Based on these studies, this relationship is found to be extremely contingent, and these studies have cautioned that effects of diversity on performance can be extremely different based on diverse dimensions of diversity and dimensions of performance (Wallrich et al., 2024). The above discussions on this contingent relationship have been reinforced by studies made by Guillaume et al. 2017, stating that it is more valuable and meaningful to explore what is influencing studies on effects of diversity on workplaces rather than whether research on diversity is helpful or harmful (Guillaume et al., 2017).
Among the most relevant theoretical concepts that can be applied on project teams relating to issues of diversity and project outcome is that of cognitive diversity. According to Jones et al. (2020), a diverse range of backgrounds and views is more likely to develop means of brainstorming ways of addressing problems creatively and surmounting any obstacles that may be met. However, this may not always be possible, depending on project teams’ ability to integrate these differing views as proposed by Bodla et al. (2018). There may be a negative impact of social categorizations on project outcomes, based on the information processing hypothesis. Indeed, as proposed by Guillaume et al. (2017), diverse project teams may be able to process project information more effectively, and this may often translate into more optimal decision-making.

[bookmark: _Toc218684522]Application of Diversity Theory with Respect to the Retail Operating Environment
A critical analysis of the theoretical processes by which diversity affects performance is also important. Cognitive diversity theory suggests that diverse people enhance their ability to tackle complex tasks through their diverse backgrounds and perspectives (Jones et al., 2020). Although, as proposed by Bodla et al. (2018), the positive outcomes that could be achieved through diversity can only be reaped by teams with effective integration capacities. In retail operations, where tasks are mostly standardized and tackled under time constraints, the positive outcomes of cognitive diversity in project-based work could be differently noticeable. Guillaume et al. (2017) proposed that information processing of diverse workgroups is more effective, often anticipating ultimate decisions. However, information processing tasks in retail operations could be significantly different from tasks in projects, with more emphasis on prompt customer services.
This theoretical framework identifies various crucial processes that would help shape the analysis of this study: trust as a mediator of diversity and performance (Mata et al., 2021), the role of absorptive capacity in integrating diverse knowledge (Bodla et al., 2018), the moderating influence of communication quality (Valls et al., 2016), or inclusive climate as a boundary condition for beneficial outcomes of diversity (Shore et al., 2017). It is important to fill the significant theoretical gap that remains with respect to understanding the application of these theoretical processes in a retail operation context as opposed to a project-based context.

[bookmark: _Toc218684523]Determinants of Team Effectiveness
Being aware of the complexity of diversity within teams is necessary for project estimates as proposed by Naqvi et al. (2013). There are four most basic ways through which people can be different from each other, and these include gender, age, colour, and nationality. One of the ways through which this differentiation has been explained is "demographic diversity" as proposed by Neqvi et al. (2013). Results of studies that have focused on gender diversity disparity have proven varied as there are studies that have indicated that project teams can be very valuable provided that there is a supportive culture within an organizational framework that is open to diversity, as observed by Pinto et al. (2018). In regard to gender bias and selection of project managers, as illustrated by research completed by Pinto et al., (2018), biases can negate potential gains from having diverse leaders on projects.
Critically, the issue of measuring cognitive and functional diversity is complex, especially using secondary data from organizations. Though demographics are direct candidates that can be viewed and recorded easily, cognitive diversity that involves variance in knowledge structures, problem-solving styles, or mental models is not directly measurable by corporate information or official reports filed with the regulatory bodies of an organization. Functional diversity that involves variance in work experience or special knowledge can only be indirectly detected by viewing descriptions of corporate structures. This could have major implications for research related to diversity, especially in a retail setting where direct indicators would need to be replaced by indirect indicators of diversity through various proxies. 

Proxies for cognitive diversity include educational backgrounds, cross-functional team efforts, or training program diversity, while functional diversity is measured by role diversity and departmentalization.
Cultural diversity, especially considered within a multinational framework and as observed, in a multicultural market such as the UK, is a source of opportunities as well as threats. Stahl and Maznevski (2021), through a retrospective study of research on multicultural work groups, have attested that culture diversity can positively impact group performances by raising innovation and diversity of perspectives, though this is contingent on efficient teamwork and supportive organizational settings. Building on this, Stephan (2022) has explored cross-cultural innovation and entrepreneurs and has attempted to demonstrate that culture diversity can function as a source of innovation provided certain organizational settings are developed that facilitate cross-cultural learning and development of integrated knowledge.
Attention should be drawn towards the other aspect of time, concerning diversity's outcome as well, as ‘time frame has a significant effect on project team dynamics’ (Bakker et al., 2013). Studies of temporary project teams indicate that ‘the value of diversity may be more pronounced during some project phases,’ and that ‘the earlier project phases could be characterized by problems of co-ordination, decreasing as teams develop a common understanding’ (Bakker et al., 2013).

[bookmark: _Toc218684524]Mechanisms Linking Diversity to Project Performance
It is assumed that for achieving positive outcomes, diversity has to overcome challenges that often exist due to heterogeneity. Meta-analyses conducted by Breuer et al. (2016) focused on virtual teams and led them to a conclusion that trust was of more value within these settings, especially when projects entailed more diverse teams due to issues associated with more complex coordination and communication.
Communicating effectively in diverse teams is one of the biggest challenges, particularly when members are from various cultures. Tenzer et al. (2013) studied ‘how language hurdles condition trust-building’ in multinational teams. ‘Trust is a fundamental part of all productive and personal contacts, and loss of trust is an obstructing factor’ for effective collaboration and knowledge acquisition, and ‘language hurdles may worsen this challenge.’ Bahrain et al. (2023) listed certain workplace collaboration issues: 
When it comes to operational retail staff involved in regular customer interactions and teamwork, the importance of communication quality could very well exceed that in project-based teamwork, given the need for prompt exchange of information for service delivery. It would be ‘less helpful’ or ‘less productive’ to ‘hear varied opinions’ on ‘a topic’ without contact.
According to Mata et al. (2021), the capacity of individuals, communities, and organisations to discover, interpret, and use new knowledge is crucial to diversity and its impacts. Named after the concept of 'absorptive capacity'. Bodla et al. (2018) explain that multiple knowledge sources may improve an organization's information absorption, which aids diverse organisations. Bodla et al. (2018) stressed the importance of diversity in absorbing and exchanging diverse innovation within cross-national work groups and creating an innovation-rich organisational environment, despite acknowledging the influence of organisational environments and culture. This helps inform the analytical framework by pointing out that the performance benefits of diversity not only depend on compositional heterogeneity but also on the presence of organizational infrastructure that supports knowledge integration, which is important when studying retail firms using secondary data since evidence of knowledge management practices or cross-function work efforts can be used as indicators of absorptive capacities.
Expert leadership qualities mediate and moderate diversity and organisational performance, according to Ali et al. (2022). Ali et al. claim that leadership skills and diversity beliefs affect the association between diversity beliefs and organisational effectiveness. Based on this research, it can be assumed that diverse leaders can reduce conflict and help incorporate diverse perspectives (Homan and Greer, 2013). Researchers focused on considerate leadership, and they verified that having a leader who demonstrates consideration towards diverse employees’ perspectives can have a positive effect on organizational diversity (Homan and Greer, 2013). This study aims to explore the leadership moderator through the analysis of statements that are related to leadership diversity, management training, as well as governance structure via company reports.


[bookmark: _Toc218684525]Innovation and Cultural Diversity
There has been research concerning innovations and cultural diversity, as this is a highly strategic issue when it comes to competitive settings. In this regard, research was carried out by Jones et al. (2020), intending to uncover innovations that are driven by cultural diversity, addressing some practices that can assist teams in taking advantage of their culture for innovation purposes and through creative problem-solving. According to this research, cultural diversity can be considered positive for innovation teams, provided that some organizational settings and manager contexts are attained (Jones et al., 2020). However, these studies on innovation are more concerned with project-based or entrepreneurial units of work, leaving concerns about their generalizability in respect of more incremental or service-based innovative processes that could occur in operative retail contexts. Moreover, this conclusion is based on a whole-topic consideration of innovation, cross-cultural issues, and entrepreneurs, as explained by Stephan (2022).
The methods of interaction between teams have been noticed to have a significantly influential role in shaping the type of impact that is created as a result of cultural diversity on projects and tasks given to teams. Yousef (2024) has made a comparison of virtual and physical teamwork on culturally diverse global projects and noticed that the type of impact of diversity is significantly different based on interaction methods used by teams. Based on a participants’ count of 65, it was observed that virtual teams are more strongly affected than face-to-face teams regarding the application of cultural diversity for project success (Yousef, 2024). Of late, organizations have become more focused on hybrid work methods, and thus comprehension of diversity impact based on interaction methods has become more critical than before. These differences of modes of interactions add complexity to the understanding of the effects of diversity even in retail companies, where the sales staff work person-to-person, while other activities are likely to be online.
Communication quality is identified as an essential ingredient that facilitates diverse teams in transforming different views into innovative solutions. Valls et al. (2016) explored the relationship between educational diversity and teamwork, discovering that team members’ communication quality and innovation climates significantly mediate this relationship, and that educational diversity, symbolizing different knowledge structures and cognitive styles, is positively related to improved teamwork performances provided that these teams have high-quality communication and are situated within supportive innovation climates (Valls et al., 2016). This finding is directly applicable to the analytical framework by pointing out that the quality of communication is a quantitative moderator that could be established through employee surveys, investment in communication technology, or information about corporate culture as mentioned in company disclosures. It can be noted that organizations need to develop and build their communication quality alongside other efforts of implementing diversity and inclusion.

[bookmark: _Toc218684526]Inclusion and Diversity Management
Although diversity is concerned with compositional heterogeneity, inclusion is more about creating a context that encourages diverse members of an organization or a group to feel appreciated and empowered enough to participate fully or share their views (Shore et al., 2017). Shore et al. (2017) have proposed an elaborate model of inclusive settings, asserting that inclusion can be achieved through belongingness and uniqueness, and people can feel they belong to a team as well as be appreciated for what they are and what they can offer (Chung et al., 2020). This study declares that inclusion climate is an important concept that should be used in the framework analysis, but measuring inclusion through secondary data is difficult since it is necessary to use proxies such as diversity policy comprehensiveness, presence of Employee Resource Groups, or inclusion-based organizational initiatives reported in corporate reports.
There is empirical evidence that supports its value as a moderator of diversity outcomes. Nishii (2013) concluded that having a supportive climate of inclusion can significantly help gender-diverse teams, as an inclusive environment can help diverse groups mitigate potential process loss due to diversity. Downey et al. (2015) showed that diversity practices and inclusion can work together towards increasing trust and employee engagement, indicating that efforts towards diversity need to be complemented by efforts towards inclusion to get maximum benefit of diversity efforts. Perhaps in consumer service organizations, where there is a need for seamless teamwork for effective service delivery, such potentially deleterious effects could be more important, and climate for inclusion or diversity management practices could become crucial for their success. Chung et al. (2020) have successfully identified a scale for work group inclusion, providing organizations with effective means of managing inclusion of diverse teams.
There is, however, growing literature on the dark side of diversity, as it is understood that diversity may pose challenges as well as opportunities (Hutchins and Dimowski, forthcoming). Liu et al. (2023), for instance, conducted research on the negative effects of diversity on the workforce and reported that diversity may pose problems of communication, interpersonal conflict, and low cohesion if managed improperly, and that diversity can be effectively compensated by inclusive HRM and employee learning behaviour (Liu et al., 2023). Just as diversity poses potential problems, its effects can be more serious within consumer service organizations as they require perfect teamwork for providing quality services.
Team conflict profiles, especially for diverse teams, require particular attention because, as indicated earlier, they pose potential threats to project success and need certain skills for their efficient management. According to a study by Behfar et al., research on conflict within small groups has shown that task conflict, that is, conflict about job content, can have a positive effect on decision-making, as it forces critical comparison of alternatives, whereas process conflict, that is, conflict about job methods, is always detrimental and negatively affects task performance (Behfar et al., 2011). These dimensions of conflict provide insight into the framework by indicating that performance measures should make a distinction between efficiency (potentially undermined by process conflict) and innovation (potentially enhanced by beneficial task conflict)—although it is unclear that secondary data would adequately indicate the type of conflict.

[bookmark: _Toc218684527]Organizational and Leadership Factors
Organizational context significantly impacts the way diversity may influence project outcomes. Okatta et al. (2024) undertook a meta-analysis of the effect of diversity and inclusion initiatives on organizational performances, and leaders' commitment and accountability have been identified as essential for success. However, they point out that numerous research gaps appear with respect to the effects of diversity on projects or professional services, one of the important research gaps that this research seeks to fill by conducting research on diversity in a retail setting. The above research gap was reflected by Kasih and Ruslaini (2024), as they studied about the impact of diversity and inclusion efforts on performances of organizations, and they have highlighted that there is a demand for a comprehensive strategy that can effectively incorporate diversity and organizational plans and goals.
There are interrelationships between project methodologies and diversity on project teams that can impact project success. Studies by Joslin and Müller (2015) explored relationships between project success and methodologies, and it was determined that methodologies differ in success based on compatibility with projects and organizations. There is an indication that teams that are diverse need methodologies that can adapt to different ways of working and communicating, as suggested by research by Joslin and Müller (2015). In so far as the retail business operations that are characterized by standardized processes in contrast with flexible methodologies in projects, it is taken that the influence of diversity could potentially be dependent on work flexibility among other factors.
Cross-boundary teaming is a phenomenon that poses its own set of challenges and opportunities for diverse teams. Edmondson and Harvey (2018) explored cross-boundary teaming for innovation, synthesizing studies on teams and knowledge within organizations. They demonstrate that teaming across boundaries that are organizational, functional, or cross-cultural poses challenges of co-ordination but can tap into larger networks of knowledge that can be used for innovation (Edmondson and Harvey, 2018). Cross boundary teaming is relevant for consumer service companies with diversified markets. It would be more challenging for companies that require rapid response and standardized service delivery with respect to a project requiring collaboration.

[bookmark: _Toc218684528]Virtual Teams and Technology-Mediated Diversity
Virtual and technology-enabled work has extended this complexity to managing diversity. Gilson et al. (2015) conducted a decade’s worth of research on virtual teams, distilling them down into ten themes and opportunities. There is a clear theme emerging that virtual work increases or exacerbates tensions and benefits of diversity, and that communication, technology, and trust are especially influential issues for virtual teams (Gilson et al., 2015). Breuer et al. (2016) conducted a meta-analytic study that showed trust plays a far more prominent role within virtual teams, and that this indicates that relationship between diversity and Team Performance is non-linear and different for virtual and collocated teams. In retail companies with face-to-face services provided by their front-line employees while their support roles could be virtual, it is more complex to comprehend the effects of work modes on diversity in such organizations.
Technology can be both an enabler and a constraint on diverse teams. Although technology enhances communication, thereby facilitating teamwork irrespective of geographical and time differences, technology can impair the quality of communication that is essential for diverse teams’ mutual understanding (Tenzer et al., 2013). This is a relationship that leadership should understand as it dictates the communication practices that must be adopted in order to meet their collaboration needs (Yousef, 2024). It is especially important for retail businesses since their communication is also technology mediated.

[bookmark: _Toc218684529]Industry-Specific Factors for Consumer Services
Although research on diversity is vast, consumer services remain a less-explored area in comparison to other domains such as manufacturing, technology, or general organizations (Patrício & Franco, 2022). This is a significant research gap since consumer services embody their own properties, which could potentially affect the organizational implications of diversity distinct from other circumstances such as projects or manufacturing. Their key role in consumer services’ operations means that person-to-person skills such as flexibility are crucial for guarantying organizational success (Shore et al., 2017). Success in an organization is significantly reliant on collaboration or communication, which could be positively or negatively impacted by diversity (Bahrain et al., 2023). Additionally, their daily tasks in retailing do not necessarily involve critical or innovative activities like those of certain projects studied for their influence on research related to diversity.
Educational settings offer some useful findings that could be applied, albeit indirectly, into a professional environment. Urionabarrenetxea et al. (2021) have undertaken research on an integrated model of diversity and team performance on management students, and they have shed some light on elements that occur within this environment and educational settings that may influence project tasks within teams. Nonetheless, they recognize that their application, having come from an educational setting, has certain limitations when applied into a different environment (Urionabarrenetxea et al., 2021). Consumer service organizations are faced with unique forces relative to consumer satisfaction and efficiency that could potentially impact the role of diversity on team performance, given the time-constrained direct observation of team performance by consumers in operational team settings, as contrasted with that of commissioned work or educational team settings, where tasks are more deliberate and not subject to observation by stakeholders.

[bookmark: _Toc218684530]Towards an Integrated Analytical Framework: Synthesis for Empirical Application
These findings provide four key takeaways for research on diversity in operational retailing:
· Diversity effects differ for various dimensions, performance objectives, and context. It is important to be discerning about diversity measures and performance indicators, with simultaneous attention to the role of context.
· Trust, absorptive capacity, communication quality, and climate for inclusiveness mediate both diversity and performance. Proxy variables in the use of secondary data support the framework’s theoretical development.
· Commitment of leadership, inclusive human resource management, communication structure, or organizational climate determine whether diversity is beneficial or problematic, keeping in mind the elements of retail coordination in terms of timing.
Project-based diversity versus operational diversity is distinct: the involved projects are temporary and innovative, whereas retail operations occur in permanent, standardized, and client-facing environments. This implies that techniques for ensuring diversity in projects cannot necessarily be generalized for application in operations. Measurement of data in secondary research is constrained such that while demographically based diversity can be observed, cognitive-based diversity is assumed using indicators. It is difficult to track team performance.
[bookmark: _Toc218684531]Research Gaps and Future Directions
Some crucial research gaps still exist with respect to teamwork and diversity, particularly in consumer services. Firstly, it is observed that almost all research is about more general environments than retailing, without emphasis on real retail environments, in which front-line work, procedural tasks, time constraints, or permanent team arrangements could potentially influence different processes of diversity.
Second, diversity research tends to employ team or organization-level variables, but for retailing, it is important to adopt indicators that are related to operational efficiency, client satisfaction, service, or turnover for better understanding of the influence of diversity on such domains.
Third, the relationship between diversity and performance is not clearly understood in a context or a project-related setting relative to an operational setting. Findings from the meta-analytic research provide trends, though research is required concerning context settings for boundary conditions for specified industries (Okatta et al., 2024; Guillaume et al., 2017; Wallrich et al., 2024).
Fourth, the need for more consideration of interaction effects for diversity dimensions is arising. Instead of individual diversity type variables, researchers study team compositions with various combinations of cognitive, demographic, and functional diversity (Van Knippenberg & Mell, 2016; Bakker et al., 2013).
Finally, the theory-measurement divide in diversity research is still not adequately tackled. Notions such as cognitive diversity, absorptive capacity, or inclusion climate are rigorously developed but difficult to operationalize, including using secondary data. Research must connect their work on theory with observable factors while being mindful of measurement constraints.


[bookmark: _Toc218684532]Chapter 3: Research Methodology
[bookmark: _Toc218684533]3.1 Introduction
This chapter outlines the methodology and procedures involved in the evaluation of how diversity metrics in the consumer services teams in the UK will affect the results of projects, in the context of ALDI UK. In the retail sector, due to the constraints in gaining primary corporate data, a secondary data methodology will be implemented to source the relevant corporate data through literature. Considering the challenges of accessing primary data of corporates within the 12-week timeframe of the dissertation and the complexities of accessing private information of employees, this study adopts a secondary data study methodology. This helps ensure that diversity-performance correlation analysis is carried out using announcements by organizations, despite the limitations of construct measurement using secondary data.
This chapter describes the philosophical foundation, methodology, data sources and methods of data collection, analysis procedure, and issues of validity, reliability, and ethics that must be taken into account for conducting research using secondary data. This chapter is critical in that it considers, as a critical issue, the difference between theoretical concepts that emerge from the literature review process and the possibility of their measurement using secondary data.

The scale and manner of reportage in the study fit the intentions of examining the relationship between diversity dimensions and performance indicators in the corporate sector, providing recommendations on how to manage diversity in teams in the complex consumer services sector. The chapter further outlines the philosophical grounding, conceptualization of the methodology, sources, and procedures of gathering data, implementation of the methodology, and addressing validity, reliability, and ethics in the use of secondary data.

[bookmark: _Toc218684534]3.2 Research Philosophy and Approach
This research takes a critical realist philosophical approach, acknowledging the existence of objective facts about organizations in terms of diversity data and performance, but also understanding that any knowledge of these objective facts is filtered by reporting practices, methodologies of measurement, and decision-making related to what is disclosed. Critical realism is appropriate for this research because it accepts the existence of stratified reality with layers that include what is real (the diversity-performance relationship), what is actual (things that happen in the organization), and what is empirical (that which is knowable through what is revealed by the firm). This philosophical approach goes one step past naive realism’s acceptance of direct access to objective truth while still accepting the need for systematic empirical research independent of constructivist approaches.

This critical realist perspective is aware that company disclosures are necessarily imperfect representations of organizational reality. Therefore, it is important for the analysis of the secondary data that the information documented is viewed with philosophical nuance, taken together through a triangulation process that is also mindful of the fact that empirical indicators are necessarily imperfect proxies for theoretical constructs that are not capable of direct measurement through the company disclosures. This philosophical position is clearly cognizant of the issues of measurement validity presented in the literature review with respect to cognitive diversity, inclusion climate, or team performance.

The pragmatic aspect of research philosophy accepts that methodologies must comply with research questions and resource availability, as opposed to being driven by research philosophical dictates. The dissertation research realities of limited time, limited access to company data, and research ethics related to sensitive company data about employees make it imperative that research ideals be adapted pragmatically to what is research-ably possible within certain constraints to still provide effective research insights. The pragmatism of research methodology is that the use of secondary data research methodology is not inferior to primary data collection methodology but is correctly suited to the research objectives of studying the relationship between diversity and company performance in a retail setting with little research data having yet been gathered.

The approach to the research encompasses a large degree of description and explication. The description part of the issue is based on the recording of the diversity structure and the performance of ALDI, while the explication section aims to find the mechanisms that relate diversity to the performance of the organization through the application of the framework designed in the literature review, involving the functions of trust and absorbing capacity illustrated by Mata et al. and Shore et al., 2021.

Through this combined descriptor-explanatory methodology, the study will be able to both describe the current diversity management practice at ALDI and provide theoretically informed explanations for the impacts of diversity on performance results in the consumer services sector in a way that is well informed by the contingent and organic view of diversity effects that is highlighted in the focus and results of the meta-analysis carried out by Wallrich et al., 2024.

[bookmark: _Toc218684535]3.3 Research Design
The current project utilizes a case study research design in its focus on ALDI UK as a revelatory case in the consumer services sector in the UK. The choice of a case study design is rooted in its suitability in developing a deep and contextual understanding of complex phenomena in organization studies, in keeping with the theme of the literature review that accentuates the importance of contextual diversity effects. ALDI UK is an appropriate case to be selected because it has the attributes of a large discount supermarket chain functioning in a competitive consumer services sector, a multicultural work environment typical of the diversity in the UK, a flat organizational structure and a results-driven work ethos that might affect the project outcome diversity impacts, and a commitment to diversity and inclusion programs making available a rich source of documentary information.

The design for the collection of the secondary data in the current study is very suitable in the light of several practical and ethical realities. Firstly, gaining access to the internal project and employee data of a large retail company such as ALDI for a university-level project in a short period of 12 weeks would be immensely difficult and time-consuming with no guaranteed results. Secondly, the collection of data in the current study avoids the numerous ethical issues involved in gaining access to the confidential employee and project data of an organization such as ALDI due to competitive issues.

Thirdly, conducting an analysis of the secondary data allows the trends in the diversity strategies and performances to be analysed across several years because it is impossible to accomplish through the gathering of the primary data through the methods of the project, such as conducting interviews and surveys. Finally, the sheer amount of publicly available corporate data offers a robust source to provide the answers to the observations made in the project.

Case Selection Rationale
Industry Representativeness: ALDI is an established discount retailer in the UK with a high-volume, efficiency-oriented, and price-competitive industry. This setting is relevant for studying diversity in operational scenarios, in addition to fulfilling research gaps in consumer services literature (Patrício & Franco, 2022).

Workforce Diversity: Additionally, with 1,000+ stores and 40,000+ employees, the organization's workforce is represented demographically in the UK, allowing for effective analysis of the relationship between demographics and business outcomes.

Organizational Characteristics: ALDI’S flat, results-oriented organization with respect to efficiency/standardization is clearly a unique setting for diversity practices. This allows ascertaining the relevance of project-based diversity research results for retail business.

Data Availability: Being a large employer that is regulated with CSR reporting, ALDI provides more data for the analysis of secondary data in comparison to small retail businesses, but still less information than primary data.

Diversity Management Commitment: Concerns about public commitments to diversity, employee resource groups, and related programs suggest that diversity management is organizationally visible, implying that the association between diversity and performance is more likely to be shaped by internally oriented practices.

Boundary Conditions and Limitations
Boundary conditions A drawback of the single-case design is that it does not generalize well to other companies besides ALDI UK. It is still possible to generalize theoretically by investigating if the patterns found in ALDI are consistent with the established mechanisms of trust, communication, or inclusion. 

Secondary Data Rationale
There is Practical Feasibility It is impractical to access internal data at ALDI for a 12-week dissertation; therefore, using secondary data is effective for analysis. Ethical Considerations Primary data about employees would pose concerns about confidentiality and risk of competition. Secondary data, which is public, does not pose such issues. Temporal Breadth Data from 2018-2024 allows longitudinal study to monitor trends of diversity and performance, dealing with issues of longitudinal diversity effects (Bakker et al., 2013). 

Construct Validity: A major constraint is constructing validity. We tackle this by defining constructs clearly and defining what their proxies should be (Section 3.5).

The case study structure involving the collection of secondary data allows for a comprehensive investigation of the diversity-performance relationships present within ALDI UK, taking into consideration the shortcomings of making assumptions based solely on publicly reported information. The structure allows for a comparison to be made across various periods and against sector averages, thus aiding in the description and explanatory investigation of the diversity mechanisms outlined in the theoretical framework. The structure accepts the fact that the results will be specific to ALDI UK and the retail consumer services sector.

[bookmark: _Toc218684536]3.4 Data Sources and Data Collection
For the purpose of this study, a number of secondary sources will be explored to gain an in-depth insight into diversity and performance in ALDI UK. The sources include ALDI UK company reports, namely the annual report, Corporate Social Responsibility report, Environmental, Social and Governance report, and people and workplace culture reports, spanning the years 2018 to 2024.

Apart from the forgoing sources, the diversity and inclusion policies in ALDI across the global and the UK perspective will be investigated to gain insight into the strategic focus and commitment of the company to diversity management.

Industry reports relating to the retail sector in the UK form the second important source of information, and this information is contained in publications by the Office for National Statistics, Statista, and the British Retail Consortium, in the form of employee demographics and employment in the retail sector, retail performance and consumer trends, and sectoral benchmarking statistics respectively, in addition to the publication of sectoral analyses by market research companies focusing on ALDI’s market standing and performance in comparison to its rivals in the retail sector.

"Academic literature related to the context of ALDI, in the form of published case studies, analyses performed in business schools, and published studies concerning the discount retail sector, offers additional insight into the practices and sector dynamics of an organization." Documents such as the gender pay gap report, submitted by organizations in the UK employing more than 250 people, provide standardized information to facilitate comparison across the organization and across a period of time.

The process of gathering data includes systematic identification and recording procedures. The database search will be conducted through the following terms: "ALDI UK diversity," "ALDI UK work force," "ALDI UK annual report," and "UK discount retail diversity." The inclusion criteria include documents published within the period of 2018 and 2024, documents that refer to ALDI UK and not the global operations of ALDI, and documents that include data regarding the work force, diversity strategies, and the performance of the organization. The results will include published documents only, and the search will be conducted in the following sources: academic databases, corporate websites, and publication repositories in the respective industries.

Exclusion criteria will remove news sources with little substantive data available, documents with a focus on the ALDI supply chain and/or product diversity instead of diversity in the ALDI workforce and documents from sources that fail verification and proper citation. All documents will be catalogued systematically in a document inventory table in a spreadsheet listing title of document, publication date, type of document, important themes, important data points, and where the documents are stored. Electronic copies of the documents will be stored in a designated folder in OneDrive with correct file naming to be easily accessed and referred to later in the process of data analysis.

[bookmark: _Toc218684537]3.5 Operationalisation of Key Constructs
It is the translation of theoretical constructs of the literature review into indicators that could be traced in the data of other studies. It tackles the important issue of distinguishing theoretical constructs from indicators.
Diversity Dimensions
Demographic Diversity (Directly Measurable)
Gender Diversity: Representation of females/males at various levels of organization; gender wage gap ratio data; representation of leadership roles. These variables measure compositional gender diversity (Van Knippenberg & Mell, 2016).
Ethnic/National Diversity: Percentage distribution by ethnic group where divulged; indicators of national diversity; descriptions of multicultural workforce. Weakness: Temporally incomplete data through voluntary reporting in the UK.
Age Diversity: Generation breakdowns; average age of employees if data is available. Limitation: Less often shared than gender information.
Employment Status Diversity: Ratios of full-time to part-time employment; shares of permanent, temporary contracts. Reflects flexibility of employment

Cognitive & Functional Diversity (Only Proxy Indicators)
Critical Acknowledgment: Cognitive diversity (thinking styles, approaches to problem-solving) and functional diversity (experience, expertise) cannot be determined by using secondary data. It is not possible for companies to record cognitive styles or functional profiles.
Cognitive Diversity Proxies:
· Educational diversity and training program variety
· YouthPact offers
· Cross-functional team arrangements & Job rotation schemes
· Innovation efforts

International Experience Programs
Validity Limitations: These indicators can effectively predict practices in an organization that could be linked to cognitive diversity, but not cognitive heterogeneity. Employees with similar backgrounds can possess different cognitive processing styles, and vice versa.
Functional Diversity Proxies:
· Organizational structure descriptions
· Cross-Functional Collaboration Efforts
· Recruitment practices that value diverse backgrounds

Validity Limitations: Provides group-level data, not team-level data on functional composition. Reveals plans for diversity, not accomplishments.



Performance Dimensions
Critical Acknowledgment: Optimally, research studying team diversity should employ team-level indicators of performance. Secondary data research is limited to using indicators that are organization-level, serving as a very poor substitute.
· Operational Performance Indicators
· Sales per Employee
· Store operational efficiency measures
· Inventory management performance
· Operating efficiency enhancements

Validity Limitation: It is averaged over various roles (e.g., urban vs. rural stores), hindering team-level analysis. It is technology, location, and systems independent, not dependent on team effectiveness.
· Employee-Related Performance Indicators
· Employee turnover rates (Voluntary/involuntary if distinguished)
· Absenteeism
· Employee engagement survey data were provided.
· Promotion rates

Validity Limitation: While turnover is a compilation of various purposes (retirement, promotion, dissatisfaction), findings could be influenced by social desirability bias or framing.

Customer-Related Performance Indicators
· Customer Satisfaction Scores
· Net Promoter Score/Loyalty Metrics
· Market Share Performance
· Customer complaint data where available

Validity Limitation: Deals with multiple stores with varying staff. Customer Satisfaction is driven by pricing, geo-location, and product quality, not purely by staff diversity.

Financial Performance Indicators
· Revenue growth rates
· Profit margins were provided.
· Market Competitiveness Indicators

Validity Limitation: Indicates strategic choices, markets, capital investment—primarily unaffected by team diversity. Offers insight instead of direct measurement of diversity effects.

Mediating & Moderating Mechanisms
Trust (Mata et al., 2021);
· Data from staff surveys on trust where available
· Retention patterns
· Conflict resolution processes that are disclosed

Validity Limitation: Trust is an attitude that is not directly observable using aggregate data. Surveys can indicate social desirability, while there are multiple factors for patient retention that do not include trust.

Communication Quality (Valls et al., 2016) 
· Communication infrastructure investment 
· Multilingual support programs
· Communication technology adoption

Validity Limitation: Having infrastructure does not necessarily mean good communication. It means enablement, not effectiveness. 

Inclusion Climate: Shore et al. (2017) 
· Diversity policy comprehensiveness 
· Employee resource group representation 
· Inclusion training scope Inclusion-related awards 
Validity Limitation: Indicates organization's intentions and structures, not lived experience of inclusion. Employees can feel left out of inclusion despite inclusive policies. 

Absorptive Capacity (Bodla et al., 2018)
· Descriptions of knowledge management systems
· Cross-functional collaboration efforts 
· Despite the controversies that surrounded it 
· Innovation program descriptions
Validity Limitation: Does not record effectiveness of knowledge integration, but systems/training used. 

Summary of Operationalization Strategy
· This operationalization makes the following distinctions: Directly Measurable Constructs: Demographic diversity (focusing on gender) & aggregate org. perf. indicators with high construct validity 
· Validity-limited proxy indicators: Cognitive or functional diversity proxies, teamwork performance indicators using organizational data, indicators of mediating mechanisms—imply construct presence but do not measure it directly 
· Inferential indicators: Inclusion climate, Absorptive capacity, Trust inferred from multiple imperfect indicators that need triangulation

[bookmark: _Toc218684538]3.6 Data Analysis Strategy
The process of data analysis involves the application of structured qualitative content analysis and comparative trend analysis to ensure the interpretation of the collected data in relation to the research question within the context of the organization based on a philosophical posture of post-positivism because:
The content analyses of corporate documents will be performed through a theory-driven coding system that will be developed based on the results of the literature review. The elements to be coded within the documents include diversity initiatives and policies, composition and demographic trends of the working population, corporate culture and climate measures, performance metrics in a variety of dimensions, mediational elements such as trust and quality of communications, and difficult and achievement measures of diversity management initiatives. The coding process will include a systematic review of the documents to identify relevant excerpts for the elements listed and will involve the recording of detailed data points and descriptions into predetermined conceptual categories.

The comparative analysis based on various dimensions will form a basis for the evaluation of trends and connections in diversity metrics and performance indicators in the period spanning 2018 to 2024. The comparison based on the timeline will provide an identification of changes in diversity metrics and performance indicators, while the comparison based on benchmarks will provide a significance test of ALDI in terms of diversity and performance in the retail sector in the United Kingdom.

The analytic process recognizes the fact that it is not a test of a statistical hypothesis but a systematic process of interpreting the available data according to certain theoretical frameworks. The identification of patterns will be based upon a focus on the coherent themes across the various data sources, and the mechanisms will be approached with the fact in mind that the presence of a relationship is in no way a proof of causality.

[bookmark: _Toc218684539]3.7 Validity, Reliability and Limitations of the Method
For the quality of the research in the secondary data analysis to be guaranteed, validity and reliability in the methodology need to be considered. Triangulation methods based on the combination of data from corporate reports, trade publications, and regulatory documents enhance the validity through the comparison of the findings from the sources. The combination of findings from the sources enhances the validity of the findings based on the observations made in the sources.

Nonetheless, important shortcomings should be acknowledged too. The reporting in publicly available secondary data tends to be biased due to the voluntary reporting of favourable images by the involved organizations. The process of aggregating the collected data tends to provide a summary report based on the organization, instead of the project and teams, making it difficult to investigate the performance in relation to diversity in teams. Observational causality will be difficult to establish in the results of the secondary data collected for the study.
[bookmark: _Toc218684540]3.8 Ethical Considerations
This study strictly abides by the prevailing ethics in conducting studies in business and management, in addition to the University ethics and the ethics of the British Academy of Management. The collection of publicly available secondary data eliminates a number of ethical issues associated with conducting studies in organizations. The sources of information applied in the study are publicly available documents that the organizations have published voluntarily and are accessible to the public.

Citation and referencing will be done properly, giving credit to the source where necessary. Data will be managed according to university guidelines, where all documents collected will be stored in password-protected university OneDrive accounts. Objectivity and integrity will be achieved by reporting results that emerge based on the data collected, even if it proves contradictory to the expected results. The study will be free from any form of commercial ties and interests that might undermine objectivity. The necessary protocols to be followed in ethics will be those prepared by the university.


[bookmark: _Toc218684541]Chapter 4: Findings and Analysis
[bookmark: _Toc218684542]4.1 Overview of ALDI UK and its Workforce
ALDI UK, a discount supermarket chain owned by a German company, has completely turned around the face of the UK grocery market by adopting such a radical strategy. From 890+ stores at the end of 2020, their stores increased through 2024 to 1,020+, and an outlook of 1,060 by September 2025 is expected. These are clear indications of a long-term commitment with a planned £800m outlay in 2024 and a record £1.6 billion in 2025 due to a surge in demands for low-cost shopping.
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Figure 1: UK Grocery Market Share over Christmas
(Source: Data collected from Ada Insight)

With each expansion of its store chain, ALDI also offered more job positions. The number of people in employment in mid-2020 was approximately 35,000, which increased to 40,000 by 2023 and about 45,000 for the forecast years from 2024 to 2025. The massive recruitment drive in 2024 is expected to fill about 5,500 additional positions. ALDI remains a significant employer within the UK retail industry due to the numerous stores, delivery points, and headquarters.

During the assessment time, ALDI enhanced its market and did so well despite the tough economic state. Market data from Kantar lists the corresponding market share increase from a figure of about 8.0 percent in July 2020 to 9.3 percent in September 2022, peaking at 11.1 percent in mid-2025, with market shares in 2024 set between 10.6 percent and 10.9 percent. This is despite tough economic times linked with the COVID-19 pandemic, Brexit, and the current cost-of-living crisis facing British shoppers. The statistics showing the growth in sales reveal that the revenue generated by ALDI increased by 4.8 percent in the 12 weeks up to August 10, 2025, and reported double-digit growth in 2022 time periods.
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Figure 2: Grocery Market Share
(Source: Kantar Website)

ALDI is a lean company, and its business philosophy is lean. Its organizational structure is lean and agile, with quick product turnover, and its product assortment is also lean, with a focus on a narrow offering of goods. ALDI also does not have specialized workforce members, and the staff are agile, covering a wide range of tasks, making the organization unique from typical projects involving scientific research. Diversity data from contemporary sources gives both valuable information and information gaps. The most robust comes from Gender Pay Gap Reports, which UK companies with more 250 employees must now publish as a matter of law each year, from the start of the 2019-20 period. Glassdoor compiles data from about 16,000 reviews, putting ALDI at a rated 3.5 out of 5, with about 57-58% recommending the company as an employment choice. Customer satisfaction ratings position ALDI near the top bargain retailers from 2020 to 2024, with a popularity rating from YouGov at about 78% in mid-2024.

[bookmark: _Toc218684543]4.2 Team Diversity Dimensions at ALDI UK
The analysis of diversity within teams at ALDI UK is rendered challenging by data availability, where data is mostly limited to gender diversity, reported through Gender Pay Gap reporting, while the rest are not well-documented or recorded by secondary sources. The data limitation problem is compounded by the nature of diversity analysis based on publicly accessible corporate data, especially by companies like ALDI UK, where there are limited reporting requirements beyond the statutory aspect.

Demographic Diversity: Gender Composition
Gender composition data, the level of diversity most thoroughly recorded, informs workforce patterns and representation according to hierarchical levels as indicated by Gender Pay Gap Service reports. Analysis of the data demonstrates the rate of women’s median hourly pay to men’s to have been changeable throughout the period covered by this review: pay was 93p for every £1 for men in reporting year 2019/20 (published 2020), rising to 94p in 2020/21, dropping to 91p in 2021/22 but rising to 92p for 2022/23, finally reaching 95p in 2023/24. Mean pay was 9.8% in 2020/21 but improved to 7.46% (7.5% as published in gov.uk) by 2023/24, showing positive change but not equality having been attained.
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Figure 3: Gender Pays Structure
(Source: ALDI UK website)

The pay quartile distribution shows strong patterns of occupational segregation. In the year 2019/20, the quartile with the highest pay contained 33% females and the lowest pay quartile contained 53% females. Notably, this figure has remained remarkably consistent across the reporting years considered. In the year 2020/21, the quartile with the highest pay contained 33% females and the lowest pay quartile contained 55% females. In the year 2021/22, the quartile with the highest pay contained 33% females and the lowest pay quartile contained 53% females. The steady level of the highest quartile percentage across more than one year with the same figure for females at 33% with little change relative to pay equality improvements is particularly informative.
The quartile of female staff in lower pay (always 53-55% of female staff) though comprising only 33% of the third quartile group can be seen as a reflection of the overall retail industry trend where female staff tend to be mainly found in customer-facing posts, whereas leadership and distribution centre jobs are male-dominated. Thus, such a form of occupational division ensures that wage gaps persist despite equal hourly rates for similar jobs, since female staff are mainly found in lower-paying job categories.
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Figure 4: Pay Qualities
(Source: ALDI website)

Patterns of bonus pay also indicate other aspects of gender gaps. In 2020/21, the median bonus pay of females was 26.8% lower compared with that of males, with 14% of females compared with 15% of males receiving bonus pay. However, there was unusual convergence shown by the 2021/22 figures, with a median bonus pay gap of 0%, with only 14% of females and 15% of males receiving bonus pay. However, there was a considerable divergence shown by the 2023/24 figures, with 12% of females and 8% of males receiving bonus pay, with a median bonus pay of 11.58% lower among females compared with males, with a mean bonus pay gap of 25.76%.

This set of awards for the 2023/24 cycle contains a seeming contradiction, in that more women were awarded bonuses proportionately than men, though by vastly smaller sums. This is likely due to a compositional shift, where bonuses may be expanded to cover lower organizational levels at which women are more highly concentrated, while higher-level performance bonuses remain disproportionately concentrated in management-level positions where men are overrepresented. The fluctuation in the measures of the bonus gap over a series of years (between 0% and a median of 26.8% difference) indicates possible shifts in reward program design.

Demographic Diversity: Other Dimensions
Ethnicity, age, nationality, and other dimensions of diversity are still under documented and lacking in accessible secondary sources of ALDI UK information. Neither Gender Pay Gap reports, requiring the publication of ethnicity information, nor diversity reports or other CSR and ESG reports offering ethnic composition, age, and nationality diversity information are accessible in publicly available sources during the time of this review.
[image: A red circles with white text

AI-generated content may be incorrect.]
Figure 5: Mean and Median Bonus of Gender Pay
(Source: ALDI website)

This is because the lack of publicly available data on diversity, other than gender, indicates that the UK private sector has limited requirements to disclose data on the composition of the workforce. Despite the need to disclose the pay gap between the genders by larger employers as required by law, the reporting of the pay gap for ethnicities is voluntary, while the disclosure of diversity data is mainly required by publicly traded companies or those that have voluntarily agreed to the more open reporting standards. As a subsidiary of the German-based ALDI Süd, ALDI UK has limited law requirements for the disclosure of its diversity data, other than the disclosure required by law for the gender pay gap.

The absence of data on ethnic diversity is especially problematic because, with the increasingly multicultural employee base in the UK and its retail industry's reputation for employing a diverse workforce mirroring the communities they serve, systematic observations on such aspects remain mere hypotheses. Urban-based ALDI store employment is expected to be more ethnically diversified than rural ones because of locally disparate labour market structures, although such can never be systematically proved or quantitatively measured from current secondary sources. Similarly, age diversity and functional diversity with regard to operational fields can never be properly ascertained.

Functional and Role-Related Diversity
Functional diversity analysis also faces challenges in the absence of adequate data. This is because corporate information on the distribution of the workforce on a functional basis is not provided. The breakdown of ALDI' s operational areas includes its stores, regional distribution centres, and corporate support services, although the exact distribution on these areas is not provided. This includes the nature of jobs and distribution of expertise in these areas.

Connecting Patterns with Theoretical Frameworks These patterns relate to the composition-emergence framework postulated by Van Knippenberg and Mell (2016) concerning the presence of compositional and emergent diversity. However, since data is only limited to composition, only that aspect shall particularly be analysed. Gender-related pay quartile proportions pertain to composition since it is measurable while those related to emergent aspects of psychology and behaviour stemming from interaction are completely unmeasurable. This metric constraint has profoundly important implications for understanding diversity-performance links. The literature review demonstrated that compositional diversity lacks sole causal bearing on outcomes; instead, team processes, communications, trust-building, and inclusive climate shape compositional-performance links. There is sufficient existing ALDI data to determine links between gender composition and pay outcomes; however, little information exists related to theory-driven associations between mediated diversity-performance links, associated teamwork, or inclusion experiences.

[bookmark: _Toc218684544]4.3 Employee Job Performance Indicators at ALDI UK
Evaluation of the performance of ALDI UK employees through the use of secondary data is limited, as the metrics provided are at an organization level and not at the level of the personnel and involve numerous elements beyond the issue of workforce diversity. However, analysis of these metrics can enable the identification of trends.

Productivity and Operations Performance Metrics
Public information is missing to provide direct measures of productivity at the employee or team level within ALDI UK. Data benchmarking sales per employee, transaction productivity, labour ratio, and operational productivity are not available. This is because ALDI operates on a private platform, and productivity rates can be determined only on the basis of market share, expansion, and financial investments.

Performance can be gauged by organisational data. Sales in the overall industry are up 4.8 percent over the latest 12 weeks through Aug 10, 2025, Kantar estimates. Industry profiles indicate past double-digit sales increases in 2022, with varying annual/half-year data depending on the source. Moreover, market share is now some 3 percentage points higher than in July 2020 at 8.0% and by mid-2025 reached over 11%.

ALDI’s expansion strategy expects scale efficiencies; the average number of stores increased from 890 in 2020 to 1,060 in September 2025, capturing market share. Openings of new stores without compromising service standards or market base are indicative of effective processes and structures in place.

Customer satisfaction factors are represented by customer satisfaction indices, in part a function of store staff. YouGov's mid-2024 popularity level is 78%, ALDI a leading discount store chain (2020-2024). Aggregated figures are difficult to disaggregate by store staff satisfaction versus value, quality, ambient conditions, or location.

Indicators of Employee Engagement & Sentiment
There is no publicly accessible internal engagement data for ALDI. Employee engagement and workplace culture metrics are not provided for evaluation of success from an internal perspective.
Glassdoor shows a rating of approximately 3.5 out of 5 based on some 16,000 reviews. The percentage of those who would or would not recommend ALDI to a friend is around 57-58% and 42-43%, respectively. The method involves imperfection with regard to potential biases, missing data (since less than 40% of ALDI employee labour contributes to Glassdoor ratings), and a possible unfitting time to write a review.

Employee Turnover and Organizational Effectiveness
ALDI UK refuses to provide any information regarding employee turnover, retention, tenure, or separation. Sector norms (CIPD 2023-24) indicate an average employee turnover of 34%, while companies with more than 1,000 employees have an employee turnover range of 13-14%. In 2024, ALDI plans around 5,500 new jobs to drive growth (400+ store openings could increase the workforce by a few hundred to over a thousand depending upon the kind of stores). Absence figures are unknown, although the average number of sick days taken by employees per year is 7.8 according to the CIPD, although industry averages differ. Comparing the Different Periods Although faced with exterior pressures, data indicates a positive performance from 2020 to 2025. Market share increased by 3.1 percentage points from 8.0% to 11.1%, while expenditure increased from a planned investment of £0.8b in 2024 to £1.6b in 2025. Customer sentiment and Glassdoor ratings did not falter, even with accelerated growth. Pandemic impacts, labour market restrictions, inflation, and cost-of-living pressures shaped the retail industry in 2020–2024. Resilience, as demonstrated by the available data, cannot prove if it arises from the quality/diversity of the labour workforce, operational strengths, business model advantages, or market positioning. Perhaps it is a combination of all the mentioned factors.


[bookmark: _Toc218684545]4.4 Linking Diversity to Employee Job Performance
There are empirical connections between observed diversity and performance, but care is required in their interpretation, taking account of theoretical foundation and serious data limitations. Lack of data on team-level diversity, little publicly available data on performance, and unadjusted variables lead only to provisional, not causal, inferences on diversity-performance.

Temporal Alignment: Gender Pay Equity and Performance
There have been some encouraging trends about the lowering of the pay gap with advances in performance; nonetheless, it is essential to continue with prudence in order to avoid any potential negative consequences. As of the 2019/20 fiscal year, the median hourly salary for women was 93 pence for one pound, but by the 2023/24 fiscal year, it had increased to 95 pence. The difference in the mean hourly salary between men and women decreased from 9.8% in the fiscal year 2020/21 to 7.46% in the fiscal year 2023/24. Over the course of this time period, the market share increased from 8.0 percent to 11.1%, the number of shops increased from 890 to at least 1,020, and sales were good. 

By contrast, these occurrences do, in fact, relate or correspond to one another. In this case it is not always required to proof cause and effect relationship. There are additional aspects that need to be taken into consideration, such as the characteristics and conditions of discount formats in relation to the constraints imposed by the cost of living, the efficiency of supply chains and formats, competitive issues, consumer behaviour and value pricing, and the numerous advantages that have been associated with discount formats. In a similar vein, the resolution of pay gaps may be the consequence of forces in the labour market (such as tightness, increases in the minimum wage, and competition in retail wage levels), and it is not always the outcome of diversity initiatives.

Persistence of Occupational Segregation Despite Growth
In particular, the proportion of women who were present in the highest pay quartile maintained the same at 33% from 2019-20 through 2023-24, and the percentage of women who held leadership roles remained the same at 33% during this time period. The performance of the organisation improved despite the fact that there was no change in the diversity of the leadership. 

There is a wide variety of perspectives from which one might comprehend this problem. There is a concern that the efficiency approach that ALDI is using is taking into account the gender composition of the workforce. On the one hand, this is concerned. This could particularly be due to the increased number of females being observed working in low-paying job categories as frontline workers compared to the increased number of males being observed working in higher-paying job categories as managers. One school of thought, on the other hand, maintains that the gender breakdown of those in positions of authority is of little significance in this particular setting. This is because the job in retail is extremely standardised, which means that diversity within the leadership has less of an impact on the work than projects and innovation do. This is the reason this is the case.

Bonus Pay Inequities and Performance Evaluation
An extra layer of complexity is introduced if bonus patterns are included. Women got 11.58% less median bonus pay and 25.76% less mean bonus pay compared to males for the 2023/24 fiscal year, despite the fact that their performance has been on par with that of men. In the event that bonus compensation is a reflection of performance, it is quite probable that there is an imbalance in the recognition or computation of bonuses. Each year, the bonus pay gap varied, going from a 0% bonus gap in 2021/22 to a 26.8% bonus gap in 2020/21. This variation is most likely a result of changes in incentive schemes or eligibility, rather than disparities in contributions based on gender. In the fiscal year 2023/24, there was an increase in the number of women who earned bonus pay, despite the fact that it was distributed at a lower level. This is most likely due to the fact that women were eligible for higher-level bonus pay at lower levels, whereas senior males were granted high-level bonus pay.

Critical Overall Gaps Hindering Testing of Mechanism
Trust, communication, absorptive capacity, and inclusive environment are the factors identified in the studies that have been conducted on mediation for the association between diversity and performance and other factors. Nevertheless, none of these characteristics can be measured in a straightforward manner for ALDI UK. Employee surveys, efficient communication, knowledge management systems, and feelings of belongingness or treatment fairness are not there, which is the reason this is the case. Given the knowledge available now, it is no longer possible to determine the relationship between diversity and performance, as both are mediated by all the antecedent variables mentioned above.

Organizational Level of Analysis
As a result of the consolidation of data among around 1,020 locations and 45,000 workers, the dynamics of team diversity are concealed. It is likely that there will be a significant amount of variance at the store level owing to local labour markets, demography, competition, and shop management. As a result, store-level data are necessary in order to identify the nature of diversity-performance relationships and relate store diversity composition to store performance.

Alternative Explanations for Performance
When it comes to the success of ALDI, there are many more aspects that contribute than just the diversity of its personnel. The effectiveness of the discount model, the product variety, the price, investments in the supply chain and technology, and market penetration are all variables that fall under this category. Management is responsible for determining these parameters, and they do not necessarily take into account the diversity of the workforce.

Interpreting the Absence of Observable Diversity-Performance Relationships
The likelihood of these impacts being lower is higher in standardised retail contexts, where the importance of process integrity is greater than that of cooperation. As opposed to a lack of impact, it is possible that its absence is due to limits in the quality of the data. Because of governance flaws, it is possible that ALDI has a diversity management role that is not fully developed and has potential that has not been fully realised. To summarise, according to the existing state of affairs, there is a limited quantity of research that demonstrates substantial connections between diversity and the performance of teams. However, this does not constitute proof that such connections do not present themselves. If the data from the team were improved, then more useful patterns would be available.

[bookmark: _Toc218684546]4.5 Organisational and Leadership Factors at ALDI UK
Systemic analysis of diversity efforts within organizations, overall leadership actions on diversity and inclusion, and people management practices at ALDI UK is challenged by substantial and impractical data limitations. While publicly listed corporations provide transparency in terms of sustainability reports, diversity statements, corporate social responsibilities, and overall ESG reporting, as required in public disclosable information, being a private subsidiary of its German-based parent, ALDI Süd, makes ALDI UK's disclosure extremely limited, only encompassing statutory legal obligations.

Documented Diversity and Inclusion Initiatives
Secondary sources find that there is limited diversity and inclusion activity formally delivered at ALDI UK. The company fulfils the compulsory reporting requirements of the UK equality law regarding the Gender Pay Gap, though there is limited reporting of voluntary diversity data beyond the requirements of the equality law. When reporting to the public, there is no inclusion of specific information regarding the delivery strategies, resource application, and outcome measurement of the activities, though there is the standard reporting of equality policy.

Some diversity initiatives are mentioned in passing within job seeker recruitment and employer marketing. Apprenticeships for younger candidates and graduate management training programs for recent university graduates may offer diversity entry points, though ALDI reporting is lacking on demographics, completion rates, and outcomes for individuals enrolled in these programs. The employee document set acknowledges organisational support for diverse workplace professionals, though employee resource groups, diversity councils, affinity groups, employee mentor programs for underrepresented groups, and organisational-level diversity-related committee structures are absent.

The absence of documentation on public diversity initiatives does not necessarily imply the absence of efforts within the organisation. Some diversity training and development activities, leadership development activities that are supportive of the workforce, and policies related to diversity may be undertaken without the need for public reporting, particularly within private organizations where transparency is minimal. Uncertain projects in available literature can neither be recognised, described nor studied. Therefore, such projects should be excised from the evaluation process.

Leadership Communication and Accountability Frameworks
Diversity and inclusion communication for the executive-level leadership of ALDI UK regarding diversity and inclusion appears to be limited. Press releases and statements by the corporation include information on the expansion of operations, performance of the business and the market, competitive pricing structures, and store-opening schedules to entice customers. These communication objectives of ALDI do not include diversity or people management. Organisational positioning by ALDI lies on the basis of efficient business operations and value for customers.

Diversity in executive and board representation, by gender, ethnicity, age, and other demographics of important decision-makers, is not reported in publicly available literature. This is not practised by ALDI UK, as it is not done by publicly quoted companies. In carrying out literature reviews, Ali et al. (2022) assumed leadership representation diversity and its influences on organisational diversity because of limited datasets.

On the other hand, externally, the linkage of accountability practices pertaining to diversity outcomes with performance appraisal of leadership, compensation packages of executives, promotion decision-making, and corresponding career consequences is unclear. There is no data available regarding whether the most senior officers of the organisation are held accountable or rewarded for performance pertaining to diversity management.


Human Resource Management Practices
Apart from generic descriptions communicated during recruitment and employer branding, HRM processes such as recruitment, hiring, employee development, performance appraisal systems, promotion systems, and employee retention are not recorded. In job application forms, ALDI communicates a training system, salary packages, and opportunities for employee development, but there is no recorded implementation strategy, participation level, completion rate, demographic characteristics, or rigorous outcome measurement.

The diversity about the kind of payment systems used to address equity issues not considered in the living wages criteria, as well as participation in pay equality audits, and the reduction of unexplained variations in payment inequalities in the industry, is not provided. The persisting gender gaps in the basic payment and the remarkably high levels of gaps in rewards reported in the statutory gender pay gap suggest a mismatch with the external payment competitiveness rhetoric about equity outcomes.

Flexible work arrangements, part-time work, and work-life balance support are mentioned in recruitment literature as options available to employees; however, data regarding usage rates or the impact on retention and satisfaction levels within any demographic segment is not available.

Training and Development 
Diversity and inclusion training course content, formats, mandatory vs. optional attendance, training completion rates, participant satisfaction measures, and the effectiveness of changing related behaviour are factors that ALDI UK does not include. There is no public indication of whether the organisation provides unconscious bias training to recruitment managers or leadership development training to supervisors to be more inclusive, cross-cultural communication training, and any new variety of diversity training approaches discussed in the literature study. A lack of publicly available training data makes it impossible to determine whether ALDI makes a considerable effort to improve organisational effectiveness in managing diversity by investing in leadership development, as is a key point discussed within the literature review. 

Comparison with Sector Transparency Standards
ALDI’s limited disclosure requirements on diversity are vastly different when compared to other large retailers in the UK, and more so when focusing on publicly quoted companies. Tesco, Sainsbury’s, Marks & Spencer, and the John Lewis Partnership all now publish annual or biennial corporate reports on their commitment to diversity which include information not only on the workforce profile for a variety of demographic characteristics but also metrics for representation throughout the organisation, pay gap analysis that goes well beyond the minimum required publicly, and a comprehensive review of their ongoing commitment to action on diversity management initiatives. This allows all stakeholders to assess the commitment to, and performance in terms of, diversity management by the organisation. This is not the case for ALDI due to its limited transparency.

[bookmark: _Toc218684547]4.6 Comparison with Wider UK Retail Sector
To appropriately contextualize the issue of identifiable patterns of diversity and the performance of ALDI UK within the broader retail context and help build insight into how well discernible patterns might mark an organization uniquely, rather than being more typical of the sector, there is clearly a need for perspective that is not necessarily facilitated by direct comparison. There are many challenges involved in doing so.

Gender Pay Gap Benchmarking
ALDI’s gender pay gap is 5% (women earning 95p per £1), compared with the average of around 6-9% in 2023-24 reported by other retailers in the UK. ALDI’s gap is not an exception compared to others because it is also within the expected range.

Notwithstanding, large variations exist between the retail sectors. Upscale department stores and fashion retailers tend to record larger gaps (10-15%), whereas discount retailers tend to record 5-10% gaps. However, the grocery retail sector displays large variations—some retailers registering gaps below 4%, while others register gaps above 12%.

The fact that ALDI's quartile distribution for pay remains stable (33% females in the top quartile over several years) also confirms a certain level of occupational segregation, similar to the rest of the sector, where data shows that women make up 30% to 40% of top management positions within the retail sector, although they represent 55% to 60% of the retail workforce.

Performance Indicator Benchmarking
The increase in market share of ALDI from 8.0% to 11.1% from 2020 to 2025 was much higher than the rate of growth of the market, which indicates the better performance of this firm compared to the others. The traditional supermarkets experienced a decline in the market share, while the discount rivals experienced an increase in the market share. The re-positioning of the competitors in the marketplace indicates the Customer Satisfaction Positioning, with ALDI as one of the leaders in customer satisfaction in discount retailers in various trackers between 2020-2024, reflects competitive service. Nonetheless, relative customer satisfaction in various retail formats is difficult to compare because each tends to score differently depending on whether they are discount or full-service, based on distinct customer expectations.
Not expressly engaging in employee sentiment benchmarking on Glassdoor, ALDI’s 3.5 out of 5 ranking and 57-58% recommendation levels are comparative to the mid-market segment for food retailers in the UK. The range of the rankings starts from 3.0 to 3.2 for the budget segment, progressing to 3.8 to 4.2 for the upscale players, while the key more traditional players cluster between 3.3 and 3.7. 

Workforce Turnover Context
Lacking ALDI turnover data, comparison is impossible. On the basis of sector context derived from CIPD data, average sector turnover of 34% gives a point of comparison. ALDI's operating factors—large workforce, fixed retail presence, competitive rates of pay—imply low sector turnover positioning, although it is impossible to verify.

[bookmark: _Toc218684548]4.7 Synthesis of Findings 
Analysis of the secondary data with regard to diversity in the workforce and performance of ALDI UK indicates some basic limitations in establishing relationships with publicly available data when dealing with private retail companies.

Meeting the Research Aims
The first research question, focusing on relationships between dimensions of team diversity and job performance, is answered with very little empirical evidence because of limitations on the data. The one aspect of gender diversity, gender composition, shows a moderate improvement in pay equity (reducing the gap from 7% to 5% median) during a period of strong organizational performance (market share expansion from 8.0% to 11.1%, with continued expansion). The presence of occupational segregation (female percentage constant at 33% in highest pay quartile) coexisting with improvements in performance tempers straightforward conclusions about causal links from improved diversity to success.

Other dimensions of diversity, such as ethnicity, age, nationality, and functional diversity, have not been measured in available sources, substantially limiting diversity research generally. Lack of analysis of diversity composition and performance at the team level prohibits exploration of the theoretical processes by which diversity allegedly affects outcomes based on team processes.
There is insufficient evidence available about the role of organizational variables and leadership variables moderating diversity effects to be assessed meaningfully. The efforts put towards diversity management, leadership commitment, HRM, and diversity management initiatives are not recorded publicly to determine if ALDI embraces organizational variables that ensure diversity outcomes.

Empirical Evidence Quality Assessment
The empirical basis is, however, not strong because of several limitations. First, the data availability is constrained, and analysis is limited only to the reporting of the gender pay gap. Second, the performance metrics are aggregates and involve numerous factors, which cannot isolate the effects of diversity. Third, the lack of data at the team level hampers the testing of theories that fundamentally emphasize team processes. Fourth, the inability to account for factors that can be confounding variables hampers the assessment of causality of the performance-diversity association.

These factors make it necessary to interpret results in terms of descriptive trends at an individual institution level, as opposed to making broader conclusions. The results demonstrate a clear examination of ALDI’s sustained performance during a time of modest improvement in gender pay gaps and persistent gendered job segmentation. The extent to which diversity management is a source of their performance, neutral towards it, or an unrealized potential is unclear at this point.

Theoretical Framework Implications
These results make evident the large gaps between theoretical diversity conceptualizations and the potential for measurement by secondary data analysis. The Van Knippenberg and Mell (2016) conceptualization of diversity as compositional versus emergent diversity is exemplified here—whereas the latter (e.g., team processes, inclusion, and trust) is completely unrecoverable from statutory reporting, the former (gender pay quartiles) is possible to recover.
Shore et al.’s (2017) framework, Guillaume et al.’s (2017) need to focus on moderating variables, or Mata et al.’s (2021) theory of mediating trust all argue that there are processes that need direct levels of psychological and interpersonal data, which cannot be collected from corporate reports. This implies that diversity studies need primary data collection that facilitates measurement of variables, or theories need to focus more on organizational variables that could be indirectly assessed using secondary data.

Contributions and Future Directions
In respect of methodology, the study provides lessons about the feasibility and limitations of secondary diversity studies. It is shown that simple diversity can be measured through the mandated gender pay reporting, and trends can be traced. However, a number of theoretical questions about diversity and performance are not answerable with the information that is currently published.

This kind of occupational segregation in the face of organizational performance calls for serious consideration with regard to the implications between issues pertaining to equity and issues pertaining to efficiency. The fact that ALDI sustains its level of competitiveness with the same level of representation for females within its leadership contradicts the usual belief that competitiveness is necessarily the force behind improvements in diversity.

Conclusion Assessment 
Secondary data is only able to offer tentative conclusions about ALDI UK diversity-performance links. Gender pays equity has shown small amounts of improvement during the time when organizational performance has also improved, indicating a relationship, albeit not causation. Overall diversity analysis necessitates having data accessible beyond the point of secondary data, significantly inhibiting its potential during theoretical investigations of ALDI UK diversity impacts upon consumer services.
[bookmark: _Toc218684549]4.8 Testing Theoretical Proposition 
The following theoretical predictions can be assessed, although there is a lack of data:
	Proposition
	Prediction
	Evidence 
	Assessment 

	Diversity-Performance Association
	Increases in gender diversity are related to positive gains in the performance of the organization.
	Gender-pay gap reduced 7%→5% (2020-2024) coinciding with market share growth 8.0%→11.1%
	Partially supported - there is temporal correspondence, but causal relationship has not been established, or other explanation such as market positioning is equally valid

	Occupational Segregation as Moderator
	To achieve gains in performance, diversity is necessary both at various levels of a hierarchy as well as overall.
	Top quartile on female representation at 33% despite growth

	This result goes against the theory since there has been no change in leadership diversity yet there has been an improvement in performance. It is a possibility that the operational efficiency models don't necessarily depend on leadership diversity.

	Mediating Mechanisms Observability
	Indicators of trust, quality of communications, and inclusion climate ought to be trackable 
within organizational contexts
	No available proxy data for team-level psychological constructs
	Not testable - theoretical mechanisms are necessarily inferential; framework requires organizational-level indicators

	Sector Convergence 
	Patterns of diversity in the retailing industry should be grouped around the norms of the industry.
	ALDI gender gap (5%) within sector range (5-10%); quartile distribution matches competitors
	Supported - This suggests that institutional isomorphism exercises stronger influence over diversity patterns than strategic differentiation in libraries.



Critical Implication: 
Retail diversity-performance links could follow operational channels (role clarity, process compliance, service contact quality) and not innovation channels (creative fusion or knowledge integration) postulated in project team theory.

[bookmark: _Toc218684550]4.9 Alternative Explanations and Conflicting Hypotheses
	Alternative 
	Hypothesis
	Rationale
	Assessment

	Reverse Causality
	Strong performance enables diversity investment, not vice versa
	Market expansion for ALDI (35,000 employees → 45,000 employees) provides job opportunities for diversity
	Credible, as a strong financial position enables the payment of competitive salaries, attracting a range of individuals, while improved gender gaps may be a result of a tight labour market and not necessarily a diversity strategy

	Institutional Compliance
	Diversity trends affected by regulation (Gender Pay Gap reporting requirement in 2017) rather than optimization
	The positive improvements occur within the mandatory period of reporting; there is no voluntary disclosure of diversity information beyond the legal obligations.
	Likely contributing factor: It is a visible metric that organizations react to. “The other areas of diversity that are not easily quantified

	Business Model Dominance
	Success in discount retail model dominates effects due to composition of the workforce
	Crisis of living costs: value-driven; price/efficiency value of ALDI: independent of diversity.
	Strong alternative: market positioning, efficiency in supply chain, format strength is likely more important than issues of diversity

	Measurement Artifact Hypothesis
	Organizational-level variability is camouflaged by aggregation
	1,020 stores in the UK are likely to show variation masked by consolidation reporting
	Likely; team-level associations between diversity and performance may be present but nullified by aggregate data



Synthesis: 
Explanations with equal or greater support relative to diversity-driven performance include synthesis. The claims are specific and require accounting for factors such as business model or environment.


[bookmark: _Toc218684551]Chapter 5: Conclusions and Recommendations
[bookmark: _Toc218684552]5.1 Summary of Key Findings
This study aimed to explore the relationship between team diversity and employee performance at ALDI UK, focusing on how various diversity dimensions—such as gender, cognitive, and functional diversity—impact organizational outcomes. The research objectives and questions guided the investigation into ALDI UK’s workforce diversity and its effects on performance.
There are three conclusive findings, irrespective of data limitations:

Finding 1: Limited Progress for Gender Equity Despite Segregation
The gender wage gap narrowed from 7% to 5% median (2020-2024), but the proportion of women in the top quartile of earners remained unchanged at 33%. The discrepancy suggests that there has been equalization of pay rates within each category of work, but there has been no change in the composition of occupations (Ali et al., 2022). The concentration of women in lower-paying frontline roles has continued despite the expansion of the organization that provides an opportunity to progress.

Finding 2: Performance-Diversity Temporal Alignment without Causal Proof
The growth of ALDI's market shares (8.0% to 11.1%) and better gender equity simultaneously occurred, indicating compatibility but not causation. Other theories related to discount formats being advantageous during cost-of-living crises, supply chains, pricing strategies, to name a few, are of equal explanatory power. Lack of change in leadership diversity defies model predictions related to representation within hierarchies.

Finding 3: Measurement-theory gap precludes mechanism testing.
Theories focusing on trust, quality communication, inclusion climate, and absorptive capacity fail to be operationalized on the basis of secondary data available to a corporation. Compositional diversity, which is defined through the concept of the Gender Pay Gap report, reveals the surface elements alone; it is not possible to observe the process of emergent diversity.
[bookmark: _Toc218684553]5.2 Theoretical Contributions
This research adds significant nuance to existing diversity-performance research, especially in the context of retail environments and employee-level outcomes. Previous studies have focused primarily on project-based or knowledge-intensive sectors, where diversity often impacts innovation and creativity in tangible ways. However, this study highlights that in retail settings—where tasks are standardized, and roles are more operational—diversity can still affect performance, albeit in more subtle ways.
1. Contextualizing Diversity in Retail:
The study emphasizes that the diversity-performance relationship is contingent on the context in which it is studied. While much of the existing literature focuses on the impact of diversity in project-based teams, this research provides insights into how diversity influences performance in a more operational, customer-facing environment like retail. The findings suggest that the impact of diversity in retail is moderated by factors such as team processes, communication, and organizational culture (Guillaume et al., 2017).
2. Compositional vs. Emergent Diversity:
The distinction between compositional diversity (e.g., gender, age) and emergent diversity (e.g., cognitive styles, team processes) is a key contribution of this study. The research found that compositional diversity, especially gender diversity, was relatively easier to measure through secondary data. However, emergent diversity, such as cognitive and functional diversity, proved difficult to assess in retail environments due to the lack of direct data on team processes. This highlights the need for further research that develops ways to measure and assess emergent diversity in operational settings (Van Knippenberg & Mell, 2016).
3. Impact of Mediators:
The study extends the theoretical understanding of how mediators such as trust, communication, and absorptive capacity influence the relationship between diversity and performance. These findings contribute to the broader literature by suggesting that the positive effects of diversity can be amplified when organizations create an environment that fosters open communication and trust among diverse team members (Mata et al., 2021).

[bookmark: _Toc218684554]5.3 Practical Recommendations for ALDI UK and UK Retail
Based on the research findings, several practical recommendations are made for ALDI UK and the wider UK retail sector to enhance their diversity management practices and improve team performance:
1. Team Composition and Deployment:
ALDI UK should strive to diversify its teams beyond gender diversity by focusing on cognitive and functional diversity as well. This can be achieved by actively promoting the recruitment of employees with varied educational backgrounds, skills, and experiences. The company should also consider cross-functional team arrangements and job rotation schemes to encourage knowledge-sharing and diverse problem-solving approaches (Bodla et al., 2018).
2. Inclusive HRM and D&I Practices:
ALDI UK should strengthen its diversity and inclusion (D&I) practices by ensuring that diversity is not only represented at the entry and mid-levels but also at senior and leadership positions. The company should also establish more inclusive human resource management (HRM) practices that encourage diverse talent retention, career progression, and mentorship programs. Additionally, expanding diversity data collection to include ethnicity, age, and functional diversity will help the company better understand its workforce composition and inform more targeted diversity interventions (Shore et al., 2017).
3. Leadership Development and Communication:
Leadership plays a pivotal role in driving the success of diversity initiatives. ALDI UK should invest in leadership development programs that emphasize inclusive leadership, cultural competence, and conflict management. Training leaders to communicate effectively with diverse teams and build trust within their teams will be essential in fostering an inclusive and high-performing work environment (Ali et al., 2022).
4. Managing Conflict and Enhancing Psychological Safety and Trust:
Retail organizations often face interpersonal conflict due to diverse backgrounds and perspectives. It is important for ALDI UK to establish a framework for conflict resolution and promote psychological safety within teams. This involves creating an environment where team members feel comfortable voicing their opinions, challenging ideas respectfully, and learning from mistakes. ALDI should also prioritize initiatives that enhance trust within teams, as trust has been identified as a key mediator in the diversity-performance relationship (Mata et al., 2021).

[bookmark: _Toc218684555]5.3.1 Constraints and Realistic Expectations
What ALDI Cannot Change:
1. Private ownership results in limited requirements for public disclosure, while the decision to report voluntarily rests with the leadership of the
2. Flat organizational structure provides limited upward mobility within hierarchy structures—ceiling for Store Manager
3. Truth about the retail job market—turnover, working on weekends/ evenings—particularly hurts caregivers
4. What Requires Long-Term Commitment:
5. Leadership pipeline diversity—the demographic make-up of senior levels does not change quickly. It may take 5 to 7 years to bring significant change.
6. Cultural transformation: an ‘inclusion climate’ can’t be achieved with ‘quick fixes’; it
What Offers Quick Wins:
1. Policy revisions—parental leave, flexible scheduling, anti-discrimination policy supportable within months
2. Training deployment – Manager capability building scalable – Rapidly
3. Measurement infrastructure—data systems implementable within fiscal year
Realistic Timeline: Observable progress in gender equity can be expected within 3 years; diversity in ethnicity can be improved based on voluntary adoption of measurements; functional or cognitive diversity can be enhanced based on investment in flexibility.

[bookmark: _Toc218684556]5.4 Limitations of the Study
While this study provides valuable insights into the relationship between diversity and performance at ALDI UK, several limitations should be acknowledged:
1. Secondary Data:
The reliance on secondary data, such as publicly available corporate reports and gender pay gap data, meant that the study was constrained by the information that was accessible. This limitation prevented a more in-depth analysis of other diversity dimensions, such as cognitive and functional diversity.
2. Restricted Indicators:
The study was limited by the indicators available for measuring diversity and performance. For example, while gender diversity data was readily available, other dimensions of diversity, such as ethnicity, were underreported. Additionally, performance indicators were aggregated at the organizational level, making it difficult to assess team-level performance or link it directly to diversity metrics.
3. Lack of Causal Proof:
Due to the nature of secondary data, the study could not establish causal relationships between diversity and performance. The findings are largely descriptive, highlighting trends and correlations rather than direct cause-and-effect relationships.
4. Limited Generalizability:
The case study of ALDI UK provides valuable insights into diversity in the retail sector, but the findings may not be generalizable to other organizations or industries. The specific context of ALDI’s business model, organizational structure, and diversity practices may limit the applicability of the results to other retail companies or sectors.

[bookmark: _Toc218684557]5.5 Suggestions for Future Research
Given the limitations of this study, several avenues for future research are suggested:
1. Primary Data with ALDI Employees (Surveys/Interviews):
Future research could involve primary data collection through surveys and interviews with ALDI employees to gain a more comprehensive understanding of how diversity impacts team dynamics and job performance at the individual and team levels. Primary data would also allow for a more nuanced exploration of mediating factors, such as trust, communication, and psychological safety.
2. Comparative Studies Across Retailers or Countries:
A comparative study across different retailers or countries could provide a broader understanding of how diversity influences performance in retail settings. This would be particularly useful in examining how cultural and regional differences impact the diversity-performance relationship in the retail sector.
3. Mixed-Methods Work Linking Objective KPIs with Employee Perceptions:
A mixed-methods approach that combines quantitative data (e.g., sales performance, turnover rates) with qualitative data (e.g., employee perceptions of diversity and inclusion) could provide a more holistic view of how diversity affects performance. This approach would allow researchers to connect objective performance indicators with subjective employee experiences, offering a richer understanding of the diversity-performance relationship.
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	Diversity impact on organizational performance: Moderating and mediating role of diversity beliefs and leadership expertise
	Organizational performance; diversity beliefs; leadership expertise; mediation/moderation
	PLOS ONE
	Examine direct and indirect effects of diversity on organizational performance.
Test the moderating role of diversity beliefs.
Investigate the mediating role of leadership expertise.
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	S.M.M.R. Naqvi; M. Ishtiaq; N. Kanwal; M.U. Butt; S. Nawaz
	Impact of gender diversity on team performance: The moderating role of organizational culture in telecom sector of Pakistan
	Gender diversity; organizational culture; telecom industry; team performance
	Asian Journal of Social Sciences and Humanities
	Examine the impact of gender diversity on team performance.
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