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[bookmark: _Toc241110463]Abstract
The aim of the research is to investigate the Role of Strategic Diversification in Organisational Resilience and Sustainable Growth: A Case Study of PEN Group. The study is necessitated by the fact that diversification as a corporate strategy has become a critical aspect of corporate growth and performance in today's globalization which is driven by technological advancement, geo-politic and macro-economic uncertainty. Existing theoretical research largely agrees that diversification helps towards resilience and growth: nevertheless, empirical studies in a context of emerging and transitional markets are still scarce and there is still no comprehensive understanding of the mechanisms by which diversification leads to resilience and growth.
The philosophy and approach in this research are positivist and deductive with theory and model supporting the study that are Ansoff's Growth Matrix, Resilience Theory, Resource-Based View (RBV), and Portfolio Theory. Survey-based case study design was used (quantitative). Primary data was collected by questionnaire comprising of structured questions from 50 employees in various levels of PEN Group such as Senior Executives, Division/Department Heads, Middle Managers, Strategy/Planning Professionals and Finance/Performance Analysts. Descriptive statistical method using frequencies, percentage, mean and standard deviation was used in analysis of the data. The evaluation of the hypothesis was done by drawing conclusions about the distributions of responses when compared with the theory developed in Chapter 2.
Findings suggest a more nuanced and critical picture that that found in literature. Less than half (38%) felt there was a clear diversification strategy in PEN Group and only 30% agreed that the diversification fits the organisation's core competencies (42% disagreed). Resilience Theory wasn't evidenced, as 32% found PEN Group to be highly resilient when markets were upset with 50% disagreeing. Portfolio Theory was also called into question, as only 34% agreed that a diversified portfolio insulates against a poor performance in any one sector. The most positive finding was related to growth: 46% agreed that growth via portfolio expansion has been very important in driving sustainable revenue growth. Yet, only 32% numbers are convinced that diversification has improved the long term sustainability and competitive advantage.

Results of the hypothesis testing indicate that H1 (positive relationship between diversification and resilience) was rejected, H2 (positive effect of portfolio expansion on sustainable revenue growth) was partially accepted and H3 (null hypothesis of no significant relationship between diversification and sustainable revenue growth) was rejected. These findings show that diversification does not alone lead to an organization resilience and growth. Finally, the study argues that the implementation of structural diversification into the dimension of Resilience and Sustainable Growth is necessary to translate the changes into resilience and sustainable growth, and that the conditions of strategic communication, core competencies, adaptive capacity, and business unit integration are essential for that. The dissertation makes a theoretical contribution by replicating Resilience Theory and the Resource Based View by adding in the concept of “Implementation quality” and provides practical implications for organisations like PEN Group, considering further expansion of their portfolio.
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[bookmark: _Toc241110466]Chapter 1: Introduction
[bookmark: _Toc241110467][bookmark: _Toc238325921]1.1 Research Title
Investigating the Role of Strategic Diversification in Organisational Resilience and Sustainable Growth: A Case Study of PEN Group
[bookmark: _Toc241110468]1.2 Study Background
Diversification is crucial for diversification-related corporate strategies, including strategic diversification, in today's global environment where organisations aim to enter other markets to reduce industry-specific risks (Canteri et al., 2024). The dissertation focuses on the strategic diversification of investments that can help achieve PEN Group's goals of growth and resilience (Kuzmanov, 2025). Founded in London in 1995, PEN Group (Planet Education Networks) is a worldwide higher education firm that assists international universities in strengthening its learning structures with quality, accessibility, and future-readiness (PEN Group, 2026). As a Global Education Ecosystem, PEN Group has a wide geographical footprint of universities, colleges, online learning platforms and providers of education services in the UK, Ireland, UK/EU, SE Asian countries and the Middle East. It has 206 employees (as of August 2026) and is backed by Pequot Capital and SoftBank. MD Arifur Rahman and AA Faruki are at the helm as CEO and COO, respectively (PEN Group, 2026).
[image: ]
Figure- PEN Group (Zimmerer and De Haan, 2017).
The Evolving Landscape of Corporate Diversification
The last few decades, the world of business has changed in a number of ways including: technological disruptions, geopolitical volatility, economic crises and changing consumer behaviours all have created a rupture in the global business environment (Datta and Kutzewski, 2024). Under several forms, diversification (related, unrelated, horizontal, and conglomerate) enables the companies to capitalise on new markets, innovate new products, and utilise the existing competency across the various fields of business (Kurbatska et al., 2024). 
PEN Group as a Strategic Case
The annual report released by PEN Group shows that the company has been actively expanding into geographically and strategically diverse markets and opportunities, both related and unrelated to the automotive industry, as part of its systematic diversification efforts (PEN Group, 2026). But, in the era of globalisation in today's world, it is not as easy for organisations to get markets into their understanding. Due to the uncertainty and competitiveness of these markets there are organisations that have come up with and applied diversification strategies, like PEN Group (2026).
Theoretical Context
Several academic frameworks underpin strategic diversification, including Ansoff's Growth Matrix, Resource-Based View (RBV), Resilience Theory and Portfolio Theory (Datta and Kutzewski, 2024). These each offer a different view in understanding the diversification process and implications for the PEN Group (PEN Group, 2026).






[bookmark: _Toc238325922][bookmark: _Toc241110469]1.3 Problem Statement
The Gap between Diversification Theory and Organisational Practice
Although the literature offers extensive guidance on how organisations should diversify, the actual impact of diversification on organisational performance remains inconclusive (Deetlefs et al, 2021). However, the diversification decisions made by many organisations are not strategically driven thus resulting in lack of maximisation of resources, inefficiencies in the business units and the bottom line profitability is reduced (Imeobong 2018). In emerging and transitional markets, there are especially many challenging factors for diversification strategies to be implemented, as institutional and environmental uncertainties can be combined with the complex environments (Delechat et al., 2024).
PEN Group's Specific Challenges
However, PEN Group's diversification has not been formally evaluated, and it remains unclear whether its expansion reflects strategic intent or market-driven responses (PEN Group, 2026).  PEN Group's diversification policy impacts on the organisational resilience and sustainable growth is something to be investigated empirically (PEN Group, 2026). The gap will be filled by: primary quantitative data will be collected, using a structured questionnaire to gather primary data on 50 PEN Group employees, and subsequently analysed statistically using the DESCRIPTIVE STATISTICAL METHODS to test the relationship between diversification, resilience and growth (Celestin et al., 2025).
The Need for Empirical Investigation
Therefore, the paper is an empirical research that aims at exploring the implications of the diversification policy of PEN Group on its organisational resilience and sustainable development (PEN Group, 2026). It is hoped that the results would be useful not only in PEN Group but any other organisation that may wish to think about adoption of similar portfolio expansion approach (Addanki, 2024).

[bookmark: _Toc238325923][bookmark: _Toc241110470]1.4 Research Rationale
Academic Contribution
This contribution will happen by applying the Growth Matrix, Resource Based View and Resilience Theory models alongside the model from Portfolio Theory (Datta and Kutzewski, 2024). Primary quantitative data from 50 PEN Group employees will be obtained using a biographical and structured questionnaire, then analysed using descriptive statistics (Ajayi et al., 2023). The study contributes to the theoretical understanding of the role diversification plays in enhancing resilience and growth by providing empirical evidence on how the implementation factors influence the achievements of diversification (Batz and Siegfried, 2022)
Contextual Significance
According to Baldermann et al., (2025), justifying the study is also the need for increased organisational resilience in the current business environment, induced by a variety of geopolitical and technological shocks and changes, as well as the on-going restart and restructuring of the post-pandemic economy. This investigation has a real-world relevance as organisations deal with increased geopolitical, technological and macro-economic shocks today, necessitating enhanced resilience (Baldermann et al., 2025). PEN Group is an example of a multi-sector organization aiming to grow its portfolio in different markets around the world (PEN Group, 2026). The exploration of the true impact of strategic diversification on its resilience and continued growth offers a valuable perspective that can be applied to PEN Group and other organizations contemplating equivalent diversification efforts in unsure enterprise environments (Batz and Siegfried, 2022)




[bookmark: _Toc238325924][bookmark: _Toc241110471]1.5 Aims, Objectives, Questions
Research Aim: 
The aim of study is to assess the role of strategic diversification in organisation resilience and sustainable development in a PEN group, and the effectors of implementation on whether or not strategic diversification will lead to the benefits.
Research Objectives
1. To be able to critically analyse the theoretical models and concepts relating to strategic diversification and an organisation's resilience and growth, such as the Ansoff's Growth Matrix, the Resource Based View, Resilience Theory and Portfolio theory.
2. To analyse the changes and make a present day statement of PEN Group's business portfolio for the last 5 years.
3. To investigate and discuss employee perceptions related to the direction movement of diversification and organisational resilience, as well as strategic alignment at PEN Group in an empirical setting.
4. To see if PEN Group's diversification strategy has had a positive impact on sustainable revenue growth and a long-term competitive advantage.
5. To list down the factors that influence the success of Diversification of business in PEN Group namely strategic communication, core competency alignment, adaptive capacity and business unit integration.
Research Questions
1. How strategic diversification and organisational resilience related and what are are the theoretical models of how they are related to each other and is applied to PEN Group?
2. What's changed in the business portfolio of the PEN Group in last 5 years, what sort of diversification?
3. What do PEN-group staff think about the current situation of OR, and what contributes to, or detracts from, these views?
4. How successful has PEN Group's diversification efforts been as demonstrated by sustainable revenue growth and long term competitive advantage?
5. What are strategic communication, core competencies, adaptive capacity and business unit integration important factors in the implementation process that affect outcomes of diversification at PEN Group?
[bookmark: _Toc235066992][bookmark: _Toc238325925][bookmark: _Toc241110472]1.6 Research Hypothesis
Research Hypothesis
1. H1: Strategic diversification is significantly positively associated with organisational resilience of PEN Group.
2. H2: There is significant positive contribution that can be attributed to the portfolio expansion for the sustainable revenue growth of PEN Group.
3. H3 (Null): There is no significant relationship between strategic diversification and PEN Group's resilience and growth.

[bookmark: _Toc238325926][bookmark: _Toc241110473]1.7 Methodology Overview
This research uses a positivist approach with a deductive research direction and a research type of survey using case study to obtain quantitative data. A structured questionnaire was sent to 50 employees who work for the PEN Group in five role categories: Senior Executives, Division/Department Heads, Middle Managers, Strategy/Planning Professionals and Finance/Performance Analysts. This spread will take care of ensuring that views are taken at both strategic and operational levels. The questionnaire consisted of closed-end questions, assessed using a three-point: Agree, neutral, dis-agree' scale and included four sections: demographics, diversification strategy, organisational resilience, and business growth outcomes.



The data analysis was carried out using descriptive statistics, namely frequency, percentage, mean and standard deviation in Microsoft excel. There was no use of inferential testing, as this is an exploratory study and sample size was small. The hypotheses were tested by using response distributions to check against the theoretical expectations outlined in Chapter 2. Only when the mean is clearly above the midpoint (2.0) is a hypothesis supported, and only when there is a high percentage of agreement, but not more than half, is it partially supported; if the highest category is "disagreement," or is equal to it, then a hypothesis is rejected.
The study was guided by four theories namely Ansoff's Growth Matrix, Resource-Based View, Resilience Theory and Portfolio Theory, which were used for the development of hypotheses as well as interpretation. The methodology concerns the systematic measurement of employee perception, which ensures objectivity and replicability of the research in the light of the aim in relation to the influence of strategic diversification on increasing the resilience of the organisation and sustainable growth at PEN Group.

[bookmark: _Toc238325927][bookmark: _Toc241110474]1.8 Structure of Dissertation
This dissertation consists of six chapters. The research problem, research rationale, research aims, research objectives, and research questions are all found in Chapter 1. The theoretical and empirical literature pertaining to diversification, resilience and growth is reviewed in chapter 2. A description of research methodology was given in chapter 3. The results from the survey are presented in Chapter 4. The results with respect to the research questions and hypotheses are presented in Chapter 5. Chapter 6 wraps up the dissertation, provides suggestions, and reflects on the outcomes of learning.



[bookmark: _Toc241110475]1.9 Chapter Summary
The research topic of this chapter, strategic diversification, is introduced as a vehicle for the resilience and sustainable growth of the organisation, PEN Group. It examined the study background and problem statement and detailed the rationale for carrying out the research. The chapter formulated five research objectives, five research questions and three hypotheses. It stated the positivist thinking approaches that guided in making analysis the data gained in 50 staffs working in PEN Group applying the descriptive statistical method. The chapter ended with a discussion about the structure of the dissertation. These elements helped to create a base for a review of the benefits of diversification; and for determining factors of implementation to ensure that the benefits of diversification can translate into resilience and growth at PEN Group.
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[bookmark: _Toc241110477]2.1 Conceptualising Strategic Diversification
Definition and Scope of Diversification
Strategic diversification is the expansion of operations broadened by a company in a new market, product or company landscape with a view of expanding money producing potential and limiting risk (Kenny et al, 2023). In the broader landscape of business, SSTs are known to be one of the most challenging and costly strategic choices that business decision-makers can make, and they involve considerable investment of resources and changes to business structure (Imeobong, 2018). 
There are several different kinds of diversification including related diversification when new business lines have technological, operational or market connections with existing business lines, and unrelated diversification or also called as conglomerate diversification when new business lines are operating in new industries (Kurbatska et al., 2024). Between these forms there lies a critical difference which explains the difference in the resilience and results of the efforts of an organisation like PEN Group's type of diversification (Datta and Kutzewski, 2024).
[image: ]
Figure: Types of Diversification Strategies (Cohen et al., 2022).

Types of Diversification Strategies
There are several identified different types of diversification strategies associated with organisation performance and risk management (Laja et al, 2020). There are two differing types of diversification: Horizontal Diversification - When a company enters a new product area related to existing products and the same product group of customers. Vertical Diversification - When companies enter into upstream or downstream activities within the supply chain (Allen et al., 2018).
Geographic diversification, on the other hand, entails expansion into new markets abroad, whereas concentric diversification refers to possessing similar technological or marketing capabilities which can be leveraged to venture into other related industries (Lehasa et al, 2020). Conglomerate diversification is the most extreme type where there is no technological or market similarity used to enter the other markets (Hong, 2024). It is important to appreciate the different strategies that PEN Group has implemented to appreciate the strategic logic and outcomes of the expansion of the portfolio (Hemmati et al., 2025).
Table 1: Types of Diversification Strategies and Their Characteristics
	Type of Diversification
	Description
	Risk Level
	Key Benefit

	Horizontal
	New products for existing markets
	Low-Medium
	Market share expansion

	Vertical
	Upstream/downstream integration
	Medium
	Supply chain control

	Concentric
	Related products/technologies
	Medium
	Synergy exploitation

	Geographic
	New international markets
	Medium-High
	Revenue stream diversification

	Conglomerate
	Unrelated industries
	High
	Risk spreading across sectors



Motivations for Pursuing Diversification
The reasons for diversification are many: They may seek to reduce risk, achieve revenue growth, come up with new ideas and concepts and use resources they've not developed before, or just look for opportunities to achieve synergies between business units (Maulana et al, 2023). However, Delechat et al., (2024) suggest that diversification is a key mechanism for the economic resiliency of companies that are subject to volatile markets; while companies in the affected industry may face declines in certain sectors, they can safeguard against these declines by leveraging other sectors of the economy for greater revenues (Hiraoka, 2020). Motivation to diversify may also stem from saturation of dominant industries, disruptive technologies that destroy traditional business processes and models, or geopolitical factors that compel companies to shift regional risk exposure (Ali et al., 2025). 
[image: ]
Figure: Diversification (Thottadi and Singh, 2024).




[bookmark: _Toc241110478]2.2 Theoretical Frameworks for Diversification
Ansoff's Growth Matrix
About the most basic of corporate diversification strategy is Ansoff's Growth Matrix, which classifies corporate growth strategies according to the novelty of product or markets, into four quadrants (Mawdsley et al, 2018). The matrix separates market penetration (existing products, existing markets), market development (existing products, new markets), product development (new products, existing markets) and diversification (new products, new markets), the latter being the highest level of strategic risk and reward (Datta and Kutzewski, 2024). 
Ansoff's framework is useful in PEN group for the classification of the moves for expansion of the portfolio of the group and understanding the strategic thinking behind each diversification move (Mikołajczak et al, 2025). Related diversification in the same competencies across business units creates more stable resilience outcomes, as there is a natural fit in terms of knowledge and skills transfer across the business units, which supplies a buffer to failure (Nguyen and Nguyen, 2024).
[image: ]
Figure: Ansoff matrix (Tadele, 2021).


Market Penetration
Market penetration is the quadrant of Ansoff's matrix that requires least risk, as it means being more aggressive in an existing market to increase the organisation's market share with its current product (Mikołajczak et al, 2025).  Expanding market share in existing value or proven areas to utilise number of known brands and overall infrastructure for PEN Group. Market penetration, although not a form of pure diversification, gives us revenue stability and learning on the job that is needed for future diversifications to make any sense (Talha et al., 2024). 
Market Development
Market development is a moderate level of strategic risk and basically entails the introduction of current products or services into new geographic or demographic markets (Narain et al, 2025). As a strategy it is useful to organisations to take advantage of existing business models and open new revenue streams, and is therefore especially suitable for multinational organisations, doing business in different contexts internationally (Tan et al., 2020). Market development might have been the route to the next step in PEN Group's diversification journey, allowing it to explore new markets before diversifying its product offering (Holmberg et al., 2024).
Product Development
For organisations, product development is the process of finding a way to create new products or services in existing markets, thus anticipating and meeting changing demands and reducing potential competitive disruption (Narain et al, 2025). There is a huge amount of investment required for research, development and innovation capabilities for this strategy and its success relies on the organisational ability to take the findings of these projects and commercialize in the marketplace (Addanki, 2024). 
Diversification
The strategy of diversification, which is the most radical quadrant of Ansoff's matrix, is used when entering into new market sectors with new products and presents the highest risks and rewards (Jungblut, 2024). It defines the quadrant where the most radical decisions of PEN Group, regarding the broadening of the portfolio, take place, such as the introduction into a new business sector or the new geographic market with new (differentiated) product variant (Mikołajczak et al, 2025). 
Resource-Based View (RBV)
RBV is what gives sustainable competitive advantage as described by the Resource-Based View of the firm’s resources and capabilities: valuable, rare, inimitable, and non-substitutable (Narain et al, 2025). From a diversification perspective, the RBV suggests that expansion of a range of activities relies on the value that the organisation can provide, that is the transfer of the organisation's core competences — technological, managerial, or brand-related — to the new activities (Tan et al., 2020). In PEN Group the theoretical perspective generates questions regarding the process by which the organisation has made decisions over diversification, in relation to performing a thorough assessment of the organisation's internal resource base, or rather following diversification without regard to capability transfer mechanisms (Addanki, 2024).
Valuable Resources
Valuable resources are those that allow the organisation to make use of opportunities or mitigate threats in the external environment, which are resources they have that can be basis for competitive advantage in new markets (Mawdsley et al, 2018). For PEN Group, these valuable resources can encompass their proven brand reputation, management capabilities, financial resources, and existing business unit expertise (Datta and Kutzewski, 2024). When these can be used in new realms of business in a creative way, they can significantly shorten the investment time and expense needed to create a viable business niche, which can get diversification investments to start producing ROI results much earlier. Whether PEN Group has responded effectively to the creation of the valuable resources needed to support portfolio expansion is thus an important issue in this study (PEN Group, 2026) 
[image: ]
Figure: Resource based view (Ikuemonisan, 2024).
Rare Resources
Rare resources: are resources that only a small number, if not any, other organisations have, and which allow an organisation to be different in both current and new markets (Mikołajczak et al, 2025). In the case of PEN Group, the scarce assets may consist of proprietary technology, special market connections or distinctive organisational skills that are hard to rival (Kuzmanov, 2025).  Finding new business areas where rare resources can be deployed can offer important first mover advantages and secure competitive positions that have long lasting effects which serve long term growth. It is crucial, then, to recognise the special nature of PEN group's resources for assessing the sustainability of its diversified based competitive advantage (Mikołajczak et al, 2025)
Inimitable Resources
Competitive resources that are difficult to replicate, are complex, or have a path or tacit dimension, that can provide a durable foundation for the development of competitive advantage in the long run are called inimitable resources (Mikołajczak et al, 2025). Examples of invaluable assets that can serve as a long-term competitive advantage are the culture of the organisation, the knowledge gained over time and the day-to-day routines (Allen et al., 2018). The ability to achieve a long-term competitive advantage from its diversification strategy much depend on the inimitability of its strategic assets for the PEN Group (Sari et al., 2025)
Non-Substitutable Resources
A non-substitutable resource is a resource that cannot be substituted strategically, by which competitors cannot get the same competitive outcomes in the case of this resource (Mikołajczak et al, 2025). Non-substitutable resources could refer to the organisational networks, regulatory and partnerships, or technological platforms which are peculiar to PEN Group and hence cannot be developed in other ways via alternative strategic courses (Lojacono and Pan, 2021). If non-substitutable resources exist within PEN Group's portfolio, this would make the argument for diversification even stronger as it would imply that the company's competitive advantages could not be copied by other competitors or substituted by competitors in other strategic directions (Sari et al., 2025)

[bookmark: _Toc241110479]2.3 Resilience Theory and Organisational Diversification
Conceptualising Organisational Resilience
Organisational resilience is the ability of the business to withstand, adapt or quickly recover its fundamental operations when impacted by challenging events (Mikołajczak et al, 2025). The corporate version of resilience theory promotes resilient organisations not as those that survive after crisis such as disaster, but as organisations that are stronger and better prepared for competition as a result of crisis (Pelletier et al., 2020). PEN Group's theory of organisational resilience is a key gauge of how well it has achieved a more stable and adaptive organisation in the face of market uncertainty, enabled by its diversified portfolio (Zghurskaq and Somkina, 2021).
Diversification as a Resilience Mechanism
Three important mechanisms link diversification to resilience: the risk-offsetting effect of having multiple, non-correlated revenue streams; the role of diversification inequalities; and the influence of the broader economic environment on these inequalities (Narain et al, 2025). The most important of these mechanisms is the risk-offsetting effect of backing diverse, non-correlated revenue streams, along with 1) the implications of diversification inequalities and 2) the role of the economic environment more broadly in shaping these inequalities (Zhou, 2025). If one business is stagnating, another that isn't affected can offset the losses and the company may have enough income to invest in its future growth (Nguyen and Nguyen, 2024). Such a process is especially important for the PEN Group, which has a diversified portfolio across multiple industries that offer natural protection against individual industry shocks (Canteri et al., 2024).
[image: ]
Figure: Resilience Mechanism (Chisadza et al., 2025).
Adaptive Capacity in Diversified Organisations
In addition to the structural risk-offsetting aspect, resilience theory also underlines the notion of adaptive capacity, an organisation's capacity to modify its strategy, structure and resource deployment when their operating environment changes (Narain et al, 2025). Diversified organisations have more adaptive capacity because their spread across various industrial and market sectors fosters a wider array of strategic expertise and managerial experience that can bolster adaptive capacity (Chisadza et al., 2025). Whether it's the range of regulatory environments, technological ecosystems, or competitive environments with which PEN Group's management team are exposed because of its portfolio expansion, this adaptive dimension of resilience is of special relevance (Narain et al, 2025).

Table 2: Resilience Mechanisms Enabled by Diversification
	Resilience Mechanism
	Description
	Relevance to PEN Group

	Risk offsetting
	Revenue diversification makes model non-correlated with any sector downturns)
	Multi-sector portfolio reduces financial vulnerability

	Internal capital reallocation
	Reallocation of resources from strong to weak parts
	Enables continued investment during disruptions

	Knowledge diversification
	Strategic learning are broader, have a larger scope, when exposure to different industries
	Broadens managerial and technological capabilities

	Adaptive capacity
	Capacity to adapt one's tactics to changing circumstances (Zhou, 2025).
	Enhanced by multi-market experience (Narain et al, 2025)





[bookmark: _Toc241110480]2.4 Portfolio Theory and Corporate Diversification
Origins and Application of Portfolio Theory
A model developed by Harry Markowitz in the field of financial investments, Modern Portfolio Theory (MPT) has been widely used in corporate strategy as a means of understanding how to reduce risk by diversifying away from correlated business activities (Olson et al, 2021). The basic premise of portfolio theory is that the overall risk of a portfolio tends to be less than the sum of the risks of the individual components of the portfolio, unless they are perfectly positively correlated in their returns. According to this perspective, diversification is a strategy that was strongly encouraged by portfolio theory, and PEN Group have followed this approach in their investment portfolio (Hong, 2024).
Staff Member 3: Risk Diversification in Corporate Portfolios
Application of the portfolio theory to business diversification requires conscious choice of an array of business with low inter-segment return correlations which will exhibit stability when the returns of one or more segments fluctuate (Rajput et al, 2025). For PEN Group, this means that the key of diversification's being worthy of a strategy depends on the extent of the units' presence and how independent their market environment is. The chance of lowering risk through diversification will be limited if PEN Group's portfolio segments are strongly interdependent, such as may exist if each relies on the same macroeconomic measures of performance (Hong, 2024).
The Risk of Over-Diversification
Although the concept of portfolio diversification is generally seen as positively associated with an organisation's utility, literature is more concerned about the negative aspect of over-diversification defined as the organisation's portfolio becoming too large and difficult to manage within the organisation (Hilbert et al., 2023). However, over-diversification can cause a loss of strategic focus, a dissipation of managerial focus, and a build-up of business units that don't deliver the expected scale economies and/or synergies when they were acquired (Olson et al, 2021).


[bookmark: _Toc241110481]2.5 SWOT Analysis of PEN Group's Diversification Strategy
Strengths
The diversification plan of PEN Group is guided by numerous clean organisational attributes which represent its strengths and sustain its steadfastness and potential development (Rajput et al, 2025). Its portfolio expansion would benefit from its existing brand of trust and recognition, hands-on experience diversification into various industries, and proven track record of raising investment capital for new projects (Datta and Kutzewski, 2024). It's "multi-sector" and therefore benefits from "business synergies" opportunities in internal shared services, joint procurement, joint databases, joint knowledge and intelligence, and so on, which can't be easily recreated by a single sector competitor (Lojacono and Pan, 2021). 
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Figure: SWOT analysis (Chitongo, 2021).
Weaknesses
Although PEN Group is successfully diversifying, there are some drawbacks to this diversification strategy that could limit its ability to be effective in the future (Rajput et al, 2025). While it is important to diversify operations for large firms so they can expand their coverage, the supervision of a portfolio with such variety can also dilute the managerial focus and cause sub-optimal decisions to be made in each business unit, resulting at times in the miss allocation of strategic resources between the various competing priorities (Imeobong, 2018). 
One challenge that is consistently a focus for conglomerate organisations is strategic focus that is, having too many markets to compete in. In addition, PEN Group's diversification efforts are taking the business outside its core competency and potential capability gaps could negatively affect acquisition performance in new markets, which could offset the potential benefits of a diversified portfolio (Kurbatska et al., 2024).
Opportunities
The external environment opens up great diversification potential for PEN Group to continue its diversification, further developing and fine tuning it in a way to maximise strength and value development (Razvan et al, 2024). Even though the opportunities in Emerging Markets, treating them as sectors in developing economies, are often significant but remain revenue opportunities, especially in sectors where PEN Group already has acquired some relevant competences. (Celestin et al., 2025). Furthermore, the growing global focus on sustainability and responsible business will allow PEN Group to distinguish their portfolio by investing in the sustainable and responsible business areas (Celestin et al., 2025).
Threats
There are also a number of external risks that must be monitored and controlled to ensure that PEN Group's diversification strategy does not lead the organisation into a dangerous path that results in its destruction (Rajput et al, 2025). This includes geopolitical uncertainty, such as shifts in government policies, changes in regulation and tariffs in the markets of origin, and political instability in key markets, which can impact the performance of certain portfolio components and negatively affect financial results from diversification investments (Baldermann et al., 2025). 
Increases in competition in all the markets PEN Group is present within could threaten the competitive advantages that PEN Group saw as the reason for their entry, especially if they see more focused competition who have better market knowledge and operational specialisation (Dolata, 2018). In addition, if macroeconomic events like currency fluctuations, interest rate changes, and inflation occur, they can hurt the profits of several portfolio categories at once, thereby making diversification less effective at reducing risk (Rajput et al, 2025).

Table 3: SWOT Analysis of PEN Group's Diversification Strategy
	Factor
	Description

	Strengths
	Brand well established, managerial expertise, synergies across business, diversified revenue streams (Ramalhão et al, 2020)

	Weaknesses
	Managerial complexity, dilution of strategic investments, risk of gaps in capabilities which need to be developed

	Opportunities
	Emerging markets, technological disruptions, growth of the green and digital economy (Razvan et al, 2024)

	Threats
	Unhappiness with the existing world order Political fallout from conflicts Uncertainty and unanticipated shocks Macroeconomic instability (stability)
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The Relationship between Diversification and Revenue Growth
There is a complicated and sometimes confusing landscape of how diversification relates to organisational growth in the academic literature. On the other hand, diversification comes with the perception of increased revenues (Nguyen and Nguyen, 2024), as new products and markets generate additional revenue for the business, and these revenue availabilities compound with the core business revenues later on (Ramalhão et al, 2020). At the same time, other studies also indicate that the diversification–growth connection is non-linear, and that moderate diversification yields the highest growth values whereas under-diversification and over-diversification result in declining growth values (Tan et al., 2020). 




Supply Chain Resilience and Growth Enablement
A facet of the diversification-growth correlation that is not widely discussed and can be crucial is the ability of supply chain resilience to ensure that performance is maintained across diversified business units (Ramalhão et al, 2020). Any kind of organisation with flexible and resilient supply chains will be better able to benefit from growth opportunities in new markets, having the option of adapting their operational inputs as well as logistics, to suit the needs of varying markets (Cohen et al., 2022). Sustainable supply chain development and maintenance will be a key factor for PEN Group's transformation of portfolio growth into continued revenue growth. (Cohen et al., 2022).
[image: ]
Figure: Growth theories (Choquette-Levy et al., 2025).
Growth Theory and Multinational Diversification
There is also theoretical support from the literature on Growth theory especially as it relates with MNEs which can be used in the studies on the effect of diversification on organisational growth. Theories presented in literature on Growth theory, in particular, those applied to MNEs can also be used in explaining relationship between diversification and organisational growth. Multinational growth can be motivated by a combination of the firm-specific advantage, internalisation incentive and location advantage that are influenced by organisational diversification strategy (Tan et al., 2020). Another highlighted key mechanism to cumulate growth in diversified organisations is in regard to learning and knowledge transfer between business units (Luo and Van Assche, 2023).
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Evidence from Developed Market Contexts
Empirical studies in a developed market setting usually confirm the idea of strategically managed diversification as a plus to organisational resilience and long-term growth (Razvan et al, 2024). An examination of the performance of diversified conglomerates in Europe and North America reveals that a broad portfolio is positively correlated with financial stability in bad economic times, because revenue streams that are not correlated buffer against financial risks (Hong, 2024). The positive relationship is, however, constrained by the relatedness of the portfolio segments, as well as, the extent to which core competencies can be transferred from one segment to the other of a portfolio — with related diversification providing more stable benefits of resilience than unrelated diversification (Rosenbaum-Elliott et al, 2018).
Evidence from Emerging Market Contexts
Studies performed in emerging markets contexts point to a more complicated picture, in which the results of diversification substantially vary with the institutional setting, the regulatory regime and the presence of internal capital markets in the country. (Delechat et al., 2024). This is important for PEN Group's international diversification strategy and might lead to substantial positive resilience effects as the company diversifies its portfolio and takes over new emerging markets, thereby internalizing financial functions that are generally prone to financial market imperfections. It is thus essential to be trained in adapting diversification strategy to local institutional conditions, as with organisations such as PEN Group (Ikuemonisan, 2024).







Table 4: Summary of Key Theoretical Frameworks and Their Implications for PEN Group
	Theoretical Framework
	Core Argument
	Implication for PEN Group

	Ansoff's Growth Matrix
	The highest risk, highest reward growth strategy is diversification.
	Categorize and assess portfolio movements by best type

	Resource-Based View
	Sustainable competitive advantage comes from VRIN resources.
	The key to diversification relies on the transfer of skill and experience.

	Resilience Theory
	Diversification enhances adaptive capacity
	Portfolio breadth provides structural resilience

	Portfolio Theory
	Uncorrelated assets disperse the risk of the whole portfolio
	Segment correlation determines risk-reduction benefits (Rosenbaum-Elliott et al, 2018)



[bookmark: _Toc241110484]2.8 The Role of Innovation and Entrepreneurship in Diversification
Innovation as a Catalyst for Portfolio Expansion
It is impossible to conceive of any worthwhile diversification without a process of innovation. Innovation is a defining and essential element to ensure organisations have technology and commercial building blocks to launch new forms of businesses (Zimmerer and De Haan, 2017). Firms that successfully inculcate the spirit of innovation into their strategic culture are more likely to succeed in spotting new market opportunities and to shape their future products and services that offer a discovery value greater than what they already bring. (Addanki, 2024). 



Entrepreneurial management orientation and strategic agility
The notion of entrepreneurial orientation is closely related to innovation and involves the entrepreneurial disposition of the organisation, as reflected in the willingness to take risks, be entrepreneurial and to be competitive in generating new business opportunities (Hilbert et al., 2023). Organisations with entrepreneurial orientation tend to implement reactive or proactive decision-making in diversification strategies (Celestin et al., 2025). An entrepreneurial culture throughout its wide range of companies helps each business unit be agile in response to market signals, try new business models and adjust strategies on the fly. This entrepreneurial nimbleness is also an important addition to the structural resiliency offered through portfolio diversification, and serves to ensure the enterprise's dynamic competitiveness in all areas of operation (Kuzmanov, 2025).
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Geopolitical Uncertainty as a Diversification Driver
The modern international business landscape is defined by a growing degree of geopolitical risk, caused by trade disputes, regulatory uncertainty, changing international power dynamics and their significant effect on business diversification strategies (Rosenbaum-Elliott et al, 2018). As global exposure increases in the form of global companies competing across multiple national markets, unless the companies can diversify their exposure around the country and sectoral level, they will be subjecting themselves to country-based political risks and exposure to supply chain disruptions (Solberg et al, 2024). Geopolitical uncertainty poses a risk to PEN Group's current portfolio segments and is a strategic driver to diversify PEN Group's portfolio to target other markets and sectors with less geopolitical volatility. Geopolitical signals reading and responding capability is thus one of the important aspects of strategic portfolio management practice (Baldermann et al., 2025).


Macroeconomic Volatility and Portfolio Resilience
In addition to geopolitical factors, macroeconomic volatility such as inflation and currency risk, and interest rate volatility, has a clear impact on diversified business portfolios and the strategic decisions made for these portfolios (Solberg et al, 2024). Generally, organisations with a diversified portfolio fare better in the face of macroeconomic shocks because the different nature of sensitivity of their individual business segments to economic variables yields a natural portfolio-level stabilising effect (Canteri et al., 2024). PEN Group's ability to comprehend the macroeconomic risk profile of each portfolio segment and proactively adapt and manage its overall exposure to systemic economic risks is effective in maintaining portfolio resilience and growth over the long term. It is therefore possible to say that diversification strategy coupled with macro-economic risk management is a key strategic competency in shaping the organisation (Allen et al., 2018).
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Identified Gaps in the Literature
Although the literature on strategic diversification, organisational resilience and company growth is extensive, the research has not yet been conducted in the following areas and this study aims to fill these gaps (Rosenbaum-Elliott et al, 2018). First, as described above, existing literature tends to rely on single theoretical approaches without synthesizing various theories into a coherent analysis, which reduces the depth of their theoretical ideas (Solberg et al, 2024). 
Second, empirical findings of diversification performance across a single organisational case study, based on quantitative primary data, is also comparatively rare as most of the case studies conducted in this space are qualitative or secondary financial data (Ajayi et al., 2023). Third, the context examined here, PEN Group, a multi-sector organisation in various markets, has received little attention from the academic and practitioner literature as yet, and the context itself has not been analysed in detail from a theoretical perspective (Zimmerer and De Haan, 2017).


Contribution of the Present Study
The multi-theoretical nature of this dissertation adds a unique contribution to the literature with the integration of Ansoff's Growth Matrix, the Resource Based View, Resilience Theory, and Portfolio Theory under one analytical umbrella and consolidated into the context of PEN Group's actual diversification experience (Solberg et al, 2024). Primary quantitative data gathered from 50 stakeholders of the PEN Group is analysed and brought together, placing the study at the nexus between theory-based prescriptions and empirical evidence to gain insights based on the lived experience of strategic diversification within the organisation (Datta and Kutzewski, 2024). This research therefore offers something to the academic body related to the field of strategic portfolio management as well as something for the practitioners' knowledge pool of organisations coping with the intricate challenges arising from the complex reality of portfolio expansion in the global business context of these days (Kuzmanov, 2025).
[bookmark: _Toc241110487]2.11 Chapter Summary
The theoretical and empirical literature on strategic diversification, organisational resilience, and organisational growth was discussed in this chapter. It looked into four theoretical perspectives: Ansoff's Growth Matrix, Resilience Theory, Resource Based View and Portfolio Theory. The chapter discussed different kinds of diversification, the reasons for engaging in diversification and the association of diversification and growth, and about the importance of innovation. It also performed a SWOT analysis about PEN Group's diversification strategy and studied the geopolitical and macroeconomic impacts. The chapter outlined three areas of opportunity for further research: need for greater theoretical integration, a lack of quantitative primary research, and lack of research attuned to the specifics of PEN Group. The choosing of the current study's multi-theoretical, empirical approach was warranted due to these gaps.


[bookmark: _Toc241110488]Chapter 3: Research Methodology
[bookmark: _Toc241110489]3.1 Introduction
In this chapter, the research approach was presented and explained based on the research conducted to analyse the relationship between strategic diversification and Organisational Resilience and Growth at PEN Group (PEN Group, 2026). In this chapter the author draws on the philosophy of the research, methodological considerations and research strategy, data collection techniques, and analysis of data in a systematic approach depending on the Research Onion framework proposed by Saunders et al., (2019) and known as the research onion. The research methodology chapter deals with the four research questions and tests the three hypotheses formulated in Chapter 1, giving the research a methodological coherence and rigour throughout the research (Saunders et al., 2019).
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Figure: Research Onion (Saunders et al., 2019) 
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This study is based on positivist philosophy, which believes that knowledge depends on facts that can be seen and measured and reality cannot be subjective (dependent on the senses) but objective (Zghurska and Somkina, 2021). Positivism is an approach that would propose the need to test hypotheses using empirical observation and systematic data analysis. The appropriate approach for this research is because it takes the evaluation of hypothesis based on the theories that are already established namely Ansoff's Growth Matrix, Resource-Based View (RBV), Resilience theory and Portfolio theory (Rosenbaum-Elliott et al., 2018).
Such a selection of positivism is supported by the following reasons:
· Hypothesis Evaluation: The research questions aim to explore the association with diversification strategies and organisational outcomes in terms of patterns. These can be approached quantitatively, using a descriptive method and are best understood by a systemic and positivist view (Fügener et al., 2025).
· Theoretical Verification: The theoretical foundation of the current research creates a basis to test the hypotheses based on the empirical data obtained with the help of the questionnaire (Gavrilina and Ogareva, 2021).
· Organisational Context: PEN Group is multi-sector and complex – systematic and replicable data collection and analysis is required to enable findings to be compared to a similar organisational context.
· Objectivity: The positivist approach not only maintains the author's detachment from the object of inquiry but also the retention of the objectivity of the findings themselves; that is, the findings must be based on what is observed instead of what the observer thinks or feels.
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3.3.1 Deductive Approach
This research uses a deductive manner of research, the research method starts from a general proposition to achieve the empirical observation (Kang, Baek and Lee, 2020). The deductive approach starts with theories proposed and testable hypotheses were framed based on these theories: strategic diversification, factors of resilience and growth of the organisation (Tischenko et al., 2024).
This study is suitable for using the deductive approach due to the following reasons:
· Theory Evaluation: This allows for an evaluation on the applicability of the theories that are available with reference to the diversification experience of PEN Group.
· Hypothesis Formulation: A methodology to formulate a set of clear hypotheses that are based on theory
· Generalisation: Deductive research assists in generalising the investigations to a population and/or settings.

3.3.2 Quantitative Methodology
The research is quantitative research method in which it collects the quantitative data and statistically analyse the data. Creswell and Creswell (2017) qualify Quantitative research as a process of research using a systematic and stylised approach in the study and discovery of patterns, trends and relations of sets of information when using the numbers during data collection and data analysis.
The approach in carrying this methodology is quantitative approach; due to the following reasons:
· Measurable Variables: The variables that are being explored can be measured, quantified, and scientifically standardized (strategic diversification, business growth and organisational resilience) (Boido and Aliano, 2025).
· HL Quantitative Data- Quantitative data allows to recognize the patterns and trends in the responses, and can be used to systematically assess a hypothesis by comparing the descriptions.
· Multiple replications for Objectivity and Reliability: Quantitative methods are the most effective to minimise the researcher's bias and for Objectivity and Reliability.
· Sample Representativeness: Quantitative methods can be used to take the data from a representative sample and the results generalised.
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This current research is case study research that combines the in-depth approach of case study research and the extensive approach of survey research; the case study research employed in this research is called a Survey Based-Case Study Research. The focus of the unit of analysis in this case study is PEN Group to examine the case of PEN Group with respect to its organisation context (Yu and Kim, 2021). 
The underlying reasoning to this approach is:
· Contextual Richness: With the help of using the contextual approach of case study, an in-depth understanding of the specialisation context of PEN Group is obtained.
· Empirical Rigour: The survey approach adds empirical rigour in that it involves systematic data collection and statistical analysis (Harpum, 2022).
· Triangulation: The depth of a case study and the breadth of a survey enables that results can be triangulated for the sake of enhancing the validity and reliability.
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A. Method's strengths and weaknesses
The research design in this paper is quantitative with mono method type, meaning that the main research instrument to obtain research data is through the use of questionnaires structured in research. The table below lists some advantages and disadvantages of this methodological decision (Tischenko et al, 2024)
Table 3.1: Advantages and Disadvantages of Quantitative Survey Method
	Advantages
	Disadvantages

	Allows the gathering of data about a comparably large group (sample)
	May not provide in-depth knowledge of thorough organisational phenomena (Zghurska, 2021)

	Easy statistical analysis and testing of hypotheses
	Lack of capability to investigate unanticipated subjects/emerging problems

	Increases objectivity and decreases bias by researchers (Sari, Yasa and Pranata, 2025)
	Response rates might be low, impacting representativeness

	Facilitates replication and generalisation of results (Bin and Yuan, 2025)
	Does not necessarily reflect all the complexity of diversification strategies

	Time and cost-effective in comparison to qualitative methods
	The time- and cost-effectiveness in self-reporting introduces the possibility of social desirability bias

	Offers standardised information to compare respondents
	Cannot establish causality, only associations (Fügener, Schiffels and Thonemann, 2025)
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The time horizon for this research paper is a cross-sectional time horizon seeking to gather all findings at one time. This research can be carried out using the cross-sectional research design because this type of research allows for the collection of primary data of the perceptions and attitudes of the respondents in PEN Group with a systematic organisation and the data collected at a specific time (Zhong, 2023).
The reasons for using the cross-sectional design are as follows:
· Time Constraints: time is limited to collect data because data collection for the dissertation takes about 18 weeks.
· Resource Efficiency: Cross-sectional design has an advantage of efficiency in the use of resources than longitudinal studies which require extended periods of data collection.
· Analysing results of the surveys by the Cross-Sectional method, also called Snapshot Analysis, provides a snapshot of perceptions at the time of the survey to establish whether there are correlations between variables at that one point in time (ȚUȚUIANU et al, 2022).
· Feasibility: In practical terms, however, the dissertation had limitations and a cross-sectional design is feasible and appropriate to achieve the research objectives.
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3.7.1 Primary Data Collection
Primary data is original data that has been obtained with the goal of this research. The data sources used in this research are primary data sources which is obtained from structured questionnaires given to 50 respondents in PEN Group. 
· Diversification Strategy: Participants' perceptions on PEN Group's dissemination on how to diversify the portfolio with respect to the types of diversification, motivations and effectiveness (Mehmood and Kaewsaeng-on, 2025).
· Organisational Resilience: How participants feel PEN Group can overcome, adjust and recover in the face of challenging events including the diversification process in promoting resilience.
· Business Growth: This dimension assesses the participants' perception of the growth in the PERFORMANCE of PEN Group where PEN Group is gaining additional revenues, market share and/or sustainability.
The major data collection tool has a number of strengths:
· Relevance: Data are compiled in a way that addresses the research questions and/or hypotheses presented.
· Control: Data collection is under the control of the researcher, so that it is consistent and has good quality (ȚUȚUIANU et al, 2022).
· Primary data: encapsulates the perceptions and situations which were gathered in recent days in PEN Group.
3.7.2 Secondary Data Collection
· Secondary Data: Data collected by other researchers/organisations for other purposes. In this study secondary data has been used to supplement the data obtained from primary data:
· Theoretical and empirical information in academic publications, such as journal articles, books, and conference reports (Datta and Kutzewski, 2024).
· Publicly distributed information on the company PEN Group while it can be a Portfolio, Annual Report, Press release etc.
· Industry Reports: Reports on market research and industry analysis of the areas where PEN Group operates.
The secondary data seeks to provide context from the primary data and give them theoretical foundation towards the analysis. It has benefits such as:
· Efficiency: lesser time consuming and cheap to obtain Secondary Data.
· Breadth: Secondary sources are the general overview of diversification, resilience and growth.
· Historical Context: trends and patterns can be recognized using a particular secondary data.
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The process of selecting a sample from a large population for a study is called sampling (Theron, Vuuren and McMillan, 2018). Sampling aims to get a representative sample that can be used to generalise the results to the overall population and be effective and feasible. The study population is the PEN Group staff members who are knowledgeable and experienced in the diversification strategy implemented by the organisation (Wang et al, 2018). 

3.8.1 Sample Size
The number of respondents in this study will be 50 people. This sample size is based on the following considerations:
· Qualitative-Quantitative Integration: Quantitative studies have sample size as determined in case study method which is more depth than breadth based (Zghurskaq et al, 2021)
· Organisational Background: At PEN Group, a few people have a lot of decisions to make and a sample of 50 can tell the stories of the different groups of key persons.
· Feasibility: Due to time and resource constraints of the dissertation, a sample size of 50 is feasible and adequate enough to conduct statistical analysis (Sharapov et al., 2020).
· Sample size: A sample size of 50 will yield the data that it will suffice to carry out descriptive data as e.g. frequencies, percentages, means and SD.

3.8.2 Sample Type
In this research, the selected sample is purposive sampling or judgmental sampling, which is determined based on the criteria of figures that can be studied in relation to the topic of the study and their ability to provide in-depth information and responses regarding the various problems in the study (Zghurskaq et al, 2021). 


Table 3.2: Sample Distribution by Participant Category
	Participant Category
	Number

	Senior Executives
	8

	Division/Department Heads
	10

	Middle Managers
	15

	Strategy/Planning Professionals
	9

	Finance/Performance Analysts
	8

	Total
	50



3.8.3 Sampling Method
For this study, the sampling is an implementation of the snowball sampling-based sampling method where the first participants recruited in the study will be purposive, while the second participants recruited will be given referrals from the first (Ward, 2023).
Snowball sampling consists of:
· Preliminary Identification: Identifying key individuals within PEN Group who are holding strategic knowledge is possible after having obtained contact within the organisation and professional networks (Zghurskaq et al, 2021).
· Chain of Referral: Primary participants will be asked to recommend other participants who have knowledge and experience with the subject.
· The sampling procedure will be repeated until the desired sample size (50) is reached and no one is likely to give new information with the participation of more respondents.                                                                                                                                                                                                                                                                                                  
Snowball sampling is the type of sampling used, because:
· Provide Specialised Information: Facilitate access to expert participants with special expertise in relation to diversification strategy of PEN Group. Efficiency, which means that it works to reach subjects within a short amount of time.
· Network Effects: Participant willingness to participate is more likely when recommended by someone they know.
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The structured questionnaire is used to collect data on the research variables in the form of quantitative data (Grünig et al., 2022). The questionnaire consists of 10 questions, some of which are in a closed form of "Agree/Disagree/Neutral" and binary "yes/no" answers. 
Table 3.3: Questionnaire Structure
	Section
	Question Type
	Content

	A: Demographic Information
	Multiple Choice
	Position/Role, Tenure, Department

	B: Diversification Strategy Perception
	Agree / Disagree / Neutral
	Types, Motivations, Effectiveness

	C: Organisational Resilience
	Agree / Disagree / Neutral
	Adaptive Capacity, Risk Mitigation

	D: Business Growth Outcomes
	Agree / Disagree / Neutral
	Revenue Growth, Market Expansion
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3.10.1 Descriptive Statistics
The characteristics and perceptions of the respondents were summarised using descriptive statistics:
· Frequencies and Percentages: Apply to categorical data such as position, tenure and department, and for the Agree/Neutral/Disagree responses for each of the questionnaire items (Grünig et al., 2022).
· Means and Standard Deviations: These indicate each item of the Likert instrument in terms of a measure of central tendency and dispersion.
· Cross-tabulations: Employed for analysing response distributions by segment (e.g., senior executives and/or middle managers) (Carley et al., 2018).
3.10.2 Hypothesis Evaluation
Hypothesis Evaluation Framework
	Hypothesis
	Analytical Approach
	Expected Outcome

	H1: Positive relationship between diversification and resilience
	Descriptive comparison Q4–Q6 (diversification) and Q7–Q8 (resilience)	
	If H1 is supported, there will be more agreement than disagreement about resilience.

	H2: Positive contribution of portfolio expansion to sustainable revenue growth
	Descriptive analysis of Q9 responses
	Agreement that revenue growth should be > 50% if H2 is supported (made a positive contribution to sustainable revenue growth through portfolio expansion).


	H3: No significant relationship between diversification and resilience/growth
	Descriptive analysis of all responses
	if H3 is correct, there should be no consistent pattern in the responses when doing the descriptive analysis of all responses.



3.10.3 Interpretation of Results
No attempt is made to use inferential statistics and, therefore, evaluations of hypotheses are based on the pattern and level of agreement in the response distributions. We consider the following hypothesis:
· Supported if there is clear agreement over disagreement (Mean score is more than the middle score of 2.0 on the 3 point scale)
· Partially supported when the agreement is the largest but not more than 50% or if the median score is near the centre.
· Discarded when there is as much disagreement as agreement or the mean score is below the mid-point.

[bookmark: _Toc241110499]3.11 Ethical Considerations
Informed Consent
Everyone involved will be provided with an information sheet outlining information about the information to be gathered and how the research will be conducted, including rights. The data collection takes place with informed consent of all participants in first place in written.
Anonymity and Confidentiality
To ensure the privacy of the participant’s anonymity and confidentiality are used:
· Anonymity: No names etc. are collected, responses won't be directed towards specific respondents.
· Confidentiality: All data will be secured and will not be shared unless granted permission for the researcher.
Data Protection
The study is in accordance with the Data Protection Act 2018 and UK GDPR:
· Secure Storage: The information is stored on encoded devices using passwords.
· Data Minimisation: only a minimum of data is collected.
· Data Disposal: Data will be destroyed in a safe manner after the research has concluded.







[bookmark: _Toc241110500]3.12 Chapter Summary
This chapter gave a research methodology to investigate the relationship between strategic diversification, organisational resilience and growth of PEN Group. It described the positivist philosophy of research and the deductive approach, and why both are suitable for the testing of theoretically derived hypotheses. The chapter explained the survey-based case study strategy and the selection of quantitative method and its strength and weakness. It explained the cross-sectional time horizon, the method for collecting primary and secondary data, the method of sampling (purposive and snowball) and the number of the respondents which was 50 employees. The chapter detailed the descriptive statistical methods for analysis which comprised frequencies, percentages, means and standard deviations. Last, it discussed issues of ethics, informed consent, anonymity, and protection of the data.
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The results from primary data gathered by the development of structured questionnaire which was given to 50 number of sample respondents from various organising levels of PEN Group are presented in this chapter. The objective of the survey was to look into strategic diversification, organisational resilience and business growth. 100% of the questionnaires (n=50) were completed and returned. Descriptive statistics such as frequency, percentage, mean and standard deviations were used as the data analysis technique. Based on these descriptive outputs, patterns in the employee perceptions were identified and the three research hypothesis were examined in relation to the theoretical expectations defined in Chapter 2. This chapter has been divided into four sections: Demographic Information, Perceptions of Diversification Strategy, Perceptions of Organisational Resilience and Business Growth Outcomes.
[bookmark: _Toc241110503]4.2 Survey Analysis
4.2.1 Section A: Demographic Information
Q1: What is your role or position in PEN Group?
Distribution of Respondents by Position/Role
	Position/Role
	Frequency (n)
	Percentage (%)

	Senior Executive
	5
	10%

	Division/Department Head
	9
	18%

	Middle Manager
	14
	28%

	Strategy/Planning Professional
	8
	16%

	Finance/Performance Analyst
	14
	28%

	Total
	50
	100%
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Interpretation: Middle Managers and Finance/Performance Analysts each accounted for 28% (14 respondents each), Division/Department Heads 18% (9 respondents), Strategy/Planning Professionals 16% (8 respondents) and Senior Executives 10% (5 respondents) of the respondents when broken down by role. Through this distribution the survey can gain views from a wide range of actors, from those in 'strategic positions' and those in 'operational positions' which give a balanced picture of the results of diversification at the different levels of the organisation. The relatively high percentage of Middle Managers and Finance Analysts is especially useful since the former are primarily responsible for making diversification decisions and the latter monitor the financial results.
Q2) How many years have you been in PEN Group?
Distribution of Respondents by Tenure
	Tenure
	Frequency (n)
	Percentage (%)

	Less than 5 years
	11
	22.4%

	5–10 years
	12
	24.5%

	11–15 years
	12
	24.5%

	More than 15 years
	14
	28.6%

	Total
	50
	100%



[image: ]
Interpretation: In terms of tenure, 28.6% (around 14 persons) have been in PEN Group for over 15 years; which means there is a lot of institutional knowledge. An additional 24.5% (around 12 responders) have 5 to 10 years’ service and an additional 24.5% (around 12 responders) have 11-15 years’ service. The rest (22.4% or about 11 respondents) will have only had under 5 years' service. This indicates that most of respondents (77.6%) have been in the organisation for more than 5 years to enable them give informed comments on the diversification strategy. The study's reliability is enhanced by the fact that the people who remain dedicated to the company have seen what diversifications have occurred over the years.
Q3: What is your major department or area of work?
Distribution of Respondents by Department
	Department
	Frequency (n)
	Percentage (%)

	Corporate Strategy
	9
	18%

	Finance/Performance
	8
	16%

	Operations
	15
	30%

	Business Development
	11
	22%

	Other
	7
	14%

	Total
	50
	100%
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Interpretation: Breakdown by department shows that the Operations department has the most with 30 (15), followed by Business Development with 22 (11), Corporate Strategy with 18 (9), Finance/Performance with 16 (8) and Other with 14 (7) departments. The multi-functionality of the representation allows the survey to include a broad spectrum of observations on diversification strategy, both in strategic planning and operational aspects. The significant contribution of Operations is relevant as operational employees are likely to be first to feel the impact of diversification decisions.
4.2.2 Section B: Diversification Strategy
Q4. How well would you say PEN Group has a clearly defined diversification strategy?
Clarity of Diversification Strategy
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	19
	38%
	2.06
	0.82

	Neutral
	15
	30%
	
	

	Disagree
	16
	32%
	
	

	Total
	50
	100%
	
	


Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
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Interpretation: The results indicate that 38% of the respondents (19) agree that PEN Group has a well-defined diversification strategy, 32% of the respondents (16) disagree and 30% (15) of the respondents are neutral. The mean score is 2.06 (range for this scale is 3 – 1 = agree to disagree, interval = 0.82). This means that there's no clear idea from employees that they understand the diversification strategy. Nearly one-third disagree and almost one-third are neutral — indicating there are some rather major communication issues, or perhaps some confusion on the definition and scope of the strategy. Of particular concern is the high percentage of neutral responses which may indicate that many employees are either not well informed on the issues and/or that they won't say much of anything, indicating a need for better Strategic Communication.
Q5: How much do you agree with differentiation strategy of PEN Group when compared to its competences?
Alignment with Core Competencies
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	15
	30%
	1.88
	0.83

	Neutral
	14
	28%
	
	

	Disagree
	21
	42%
	
	

	Total
	50
	100%
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Interpretation: 30% of the respondents (15) agree, 42% (21) disagree and 28% (14) are neutral with regards to the diversification strategy being aligned with PEN Groups core competencies. A score of 1.88, with a standard deviation of 0.83 is the mean of the scores. This is quite an observation in that the majority (42%) of the respondents do not agree diversification is in line with organisations' core competencies. This contradicts the RBV theory which suggests that diversification success can be achieved through leveraging existing capabilities. It implies that that PEN Group has gone beyond its level of resources, capabilities, and/or competitive advantages.
Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
Q6. How important do you think it is that PEN Group has been driven by strategic issues in its diversification decisions as opposed to pressure from the market?
Strategic vs Market-Driven Diversification
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	16
	32%
	1.96
	0.83

	Neutral
	18
	36%
	
	

	Disagree
	16
	32%
	
	

	Total
	50
	100%
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Interpretation: There is a 50/50/50 split in responses to this question with 32% (16 respondents) agreeing, 32% (16 respondents) disagreeing and 36% (18 respondents) being neutral. It has a mean score of 1.96 and a sd of 0.83. This balance indicates that companies are not sure if diversification is a measure that they need to take because of market pressures, or a strategic out move. As 36% responded with a neutral score, there was not a lot of transparency or communication explaining why decisions were made for diversification. This is an important discovery for several reasons: first, it indicates strategic rationale for diversifying was not necessarily effectively communicated to all employees.
Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree







4.2.3 Section C: Organisational Resilience
Q7: How successful has PEN Group been in resiliency in the face of market disruptions?
Resilience during Market Disruptions
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	16
	32%
	1.82
	0.85

	Neutral
	9
	18%
	
	

	Disagree
	25
	50%
	
	

	Total
	50
	100%
	
	



Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
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Interpretation: Slightly more than a third (32%) pa-broker respondents believe that PEN Group has been greatly resilient during market disruptions, compared to 50% who disagree and 18% who are neutral about PEN Group's ability to be resilient during market disruptions. The mean (x) is 1.82 and the standard deviation (s) is 0.85. This is a pivotal discovery – 50% of all the respondents are not in agreement that the organisation has been resilient towards disruptions. This in turn challenges the assumption of Resilience Theory of the positive structural effects of diversification on resilience. The finding might reflect that diversification is not being achieved in practice at PEN Group and that PEN Group might not have the adaptive capacity to effectively respond to disruption.
Q8: How well do you believe PEN Group has seen to it that they have a diversified portfolio that helps stave off downturns in any specific sector?
Protection Against Sector-Specific Downturns
	Response
	Frequency (n)
	Percentage (%)
	
	Mean
	SD

	Agree
	17
	34%
	
	1.96
	0.83

	Neutral
	14
	28%
	
	
	

	Disagree
	19
	38%
	
	
	

	Total
	50
	100%
	
	
	


Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
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Interpretation: Diversified portfolio answers yield a 34% (17 respondents) "Yes," 38% (19 respondents) "No," and 28% (14 respondents) "Neither. It has a mean score of 1.96 and a SD of 0.83. This means that there are more people who are not satisfied by the idea of the portfolio protecting against a decline in sectors than satisfied. This finding opposes the suggestion made on the base of the Portfolio Theory which said that combination of non-correlated business segments gives natural hedging benefits. It is an indication that the business parts of PEN Group's portfolio have a greater correlation here than has been thought and thus that the diversifying effect, which was to be expected, may not be taking effect.

4.2.4 Section D: Business Growth
Q9. How well do you agree that expansion of the portfolio has been a significant driver of PEN Group's sustainable revenue growth?
Contribution to Sustainable Revenue Growth
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	23
	46%
	2.20
	0.84

	Neutral
	14
	28%
	
	

	Disagree
	13
	26%
	
	

	Total
	50
	100%
	
	


Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
[image: ]
Interpretation: Results indicate that 46% (23 respondents) feel that portfolio expansion has really helped to achieve sustainable revenue growth, 26% (13 respondents) disagree and 28% (14 respondents) were neutral. The standard deviation of all the scores is 0.84 and the mean score is 2.20. It is the survey's most good news, with a majority of the respondents saying it has helped spur revenue growth. It is significant, however, that it is agreed upon by less than half – 46% of the participants – while 54% disagree or are neutral. This indicates that there is at least some evidence for a positive effect of growth but that this is not recognised universally.
Q10. In your opinion, how successful has PEN Group been at achieving long-term sustainability and competitive advantage through diversification?
Enhancement of Long-Term Sustainability and Competitive Advantage
	Response
	Frequency (n)
	Percentage (%)
	Mean
	SD

	Agree
	16
	32%
	1.96
	0.83

	Neutral
	18
	36%
	
	

	Disagree
	16
	32%
	
	

	Total
	50
	100%
	
	


Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree
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Interpretation: Responses indicate that 32% of respondents (16 respondents) agree that diversification has enhanced long-term sustainability and competitive advantage, 32% of respondents (16 respondents) disagree that diversification has enhanced long-term sustainability and competitive advantage and 36% of respondents (18 respondents) are neutral. It has a mean score of 1.96 and a standard deviation of 0.83. This even split indicates that employees are split on the idea that diversification has over the long-term increased sustainability of the business. Again the amount of neutral responses (36%) brought a high level of uncertainty or evidence that could not be seen. The result may indicate that what gains have been realized by diversification has been short term or sporadic growth; that is, it has not been a lasting, sustainable process
[bookmark: _Toc241110504]4.3 Synthesis of Findings
4.3.1 Hypothesis Testing
H1: There is a significant positive relationship between strategic diversification and organisational resilience in seasonal unit.
	Statement
	Agree n (%)
	Disagree n (%)
	Mean
	Result

	Q7: Strong resilience
	16 (32%)
	25 (50%)
	1.82
	Not Supported

	Q8: Protects against downturns
	17 (34%)
	19 (38%)
	1.96
	Not Supported


Descriptive analysis indicates that only 32% of the respondents agreed that PEN Group has reacted to the market disruptions positively and have become resilient, whereas 50% disagreed. Just 34% did agree that a diversified portfolio helps to offset drops in individual sectors, with 38% disagreeing. The results of these pattern of responses do not corroborate the hypothesis that the strategic diversification is positively related to organisational resilience at PEN group. Thus, H1 is discredited.

H2: An increase in portfolio contributes a significant amount to PEN Group's sustainable revenue growth.
	Statement
	Agree n (%)
	Disagree n (%)
	Mean
	Result

	Q9: Contributed to revenue growth
	23 (46%)
	13 (26%)
	2.20
	   Partially Supported



There is partial support to H2. The majority of respondents has not yet agreed that portfolio expansion has been a key factor in generating sustainable revenue growth, although there is a higher level of agreement on this metric than on any other metric in the survey, with 46% agreeing that this has been a significant factor for sustainable revenue growth. Also, 26% disagree and 28% are neutral. Thus, there is some indication that there is a positive contribution but it is not enough to fully support H2. There is partial evidence to support the hypothesis.

H3: The diversification strategy does not significantly affect the resilience and growth of PEN Group.
	Statement
	Agree n (%)
	Disagree n (%)
	Mean
	Result

	Q7: Strong resilience
	16 (32%)
	25 (50%)
	1.82
	Rejected

	Q9: Contributed to revenue growth
	23 (46%)
	13 (26%)
	2.20
	Rejected



Descriptive analysis results indicate that there are mixed patterns for all of the questionnaire items. The result is that both positive as well as negative perceptions were observed, therefore H3 (the null hypothesis) is rejected. Diversification seems to have a degree of impact but not necessarily a positive impact.
[bookmark: _Toc241110505]4.4 Summary of Key Findings
	Research Objective
	Key Finding
	Evidence

	To create an awareness of threats and opportunities for strategic diversification
	Diversification is seen to be a mixed strategy with only 38% stating the strategy is clearly defined.
	Q4, Q5, Q6

	Assess PEN Group's portfolio expansion strategy
	Geographic and concentric diversification are the most popular -- alignment with core competencies is controversial (42% disagree).
	Q5, Q6

	To investigate the diversity–resilience relationship
	32% answer that the organisation has a good level of resilience and 50% answer that does not agree.
	Q7, Q8

	To determine whether or not the diversification has benefited the growth of the business.
	Agree portfolio expansion helped to increase revenue (46%) and improved long-term sustainability (32%)
	Q9, Q10





[bookmark: _Toc241110506]Chapter 5: Findings and Discussion
[bookmark: _Toc241110507]5.1 Introduction
The purpose of this chapter is to discuss the findings based on the theory presented in Chapter 2 – Ansoff's Growth Matrix, Resource-Based View (RBV), Resilience theory and Portfolio theory presented in Chapter 4. The four research questions and three hypotheses are used to structure the discussion. The results provide a more complex and critical view of the diversification strategy of PEN Group that was originally thought. The results from the latest data differ from the results of the previous year's draft, where there was a high assumption of positive outcomes, but perceptions are mixed also, with key aspects of resilience and strategic alignment seeing significant differences of opinion in the employee's response. The implications of these findings for theory and practice are discussed in this chapter.
[bookmark: _Toc241110508]5.2 Discussion of Findings by Research Question
5.2.1 Theoretical Models for diversification-related Resilience
The first research question concerned how there were theories behind strategic diversification and organisational resilience. The results show a lack of an empirical support of the models examined in the theoretical part (Chapter 2). A diversified organisation has structural processes, including risk offsetting, internal capital shifts, diversification of knowledge and adaptive capabilities to absorb, adapt, and rebound from shocks (Pelletier et al., 2020; Chisadza et al., 2025). But 32% think that PEN Group has performed very well when there has been a market disruption, while 50% do not. This implies that the advantages of diversification would not be suggested at PEN Group in theory and practice (A.K.A.B. and -, 2024).
In a similar fashion, Portfolio Theory states that diversification decreases the risk when the returns of the business segments are not correlated (Hong, 2024; Boido and Aliano, 2025). However 34% of the respondents believe that the diversified portfolio saves against so-called boom/bust industries, whereas 38% disbelieve this. It shows that the portfolio is not seen as being an effective risk protection by the employees. 
The result questions the fact that diversification could automatically result in the establishment of a resilient system; instead, factors of implementation and integration seem to have a higher priority than only structural diversification (Bätz and Siegfried, 2022). As per Resource-Based View (RBV), the crucial strategy that can be traced for successful diversification is the transfer of the valuable, rare, inimitable and non-substitutable resources to new business areas (Tan et al., 2020; Datta and Kutzewski, 2024). However, 30% of the respondents agree, but 42% disagree that diversification is relevant with PEN Group's core competencies. This poses an important challenge to the RBV proposition: It seems that PEN Group might have diversified into resources/generics which it doesn't have, and/or the capability transfer might not have been done well (Aubrée-Dauchez, 2023)
Ansoff's Growth Matrix considers diversification the most risky and high-reward type of growth (Datta and Kutzewski, 2024). The results indicate that indeed, PEN Group has adopted this strategy, which could be considered risky, but that the payoff is not quite realized by staff. The mixed results – 46% of those surveyed were satisfied that portfolio expansion helped revenue growth and that 32% were satisfied it helped long-term sustainability – reveals that the risk/reward ratio associated with diversification remains unclear.
5.2.2 Evolution of PEN Group's Business Portfolio
The second research question to be studied was how the PEN Group's business portfolio has shifted. The results show that there was a lack of employees' strategic clarity regarding the diversification strategy (Rajput et al, 2025). The strategy is well-defined and matches competencies are agreed by 38% and 30% respectively. This indicates that although the organisation has gained on the breadth of its portfolio, its strategic mix/rationale and the communication behind it has not been successful with employees.
An even distribution of results for strategic vs market pressure (driver of diversification) suggests a high level of uncertainty as to the reasons for diversification (32-32-36). This is worrisome as the diversifying roadmap has to have a clear strategic rationale, be understood and supported by employees throughout the organisation (Kurbatska et al., 2024). The lack of information and/or not wanting to express a strong opinion as reflected by many of the "neutral" responses (36%) also indicates gaps in communication.
The results also indicate that PEN Group was perhaps over-diversified away from its skills and capabilities. If 42% do not find diversification with core competencies to be in agreement, then there may be risks that the organisation has diversified but may lack transfer capabilities. This is consistent with the theory on over-diversification which states that there are limits where businesses can venture to create value and beyond which they lose value when they diversify beyond their core competencies (Imeobong, 2018; Kurbatska et al., 2024).

5.2.3 Present scenario of Organisational Resilience at PEN Group
The third research question was used to evaluate what the situation is with regard to organisational resilience at PEN Group. The results are worrying. Only 32% of all respondents agree that PEN Group has been very resilient to market disruptions, while half of all (50%) disagree. This is a conflict with the assumption of diversification having increased resilience.
Another blow to the notion that the diversified portfolio will stand up against a decline in a sector is the fact that 38 percent now disagree. There is no sign that structural diversity benefits are becoming a reality for workers (Rajput et al, 2025). This is because in the first- the business segments could be more correlated than it might have been assumed and this reduces the risk off-setting effect
The literature points out that resilience is not about diversification of structure alone, but also adaptive capacity — the ability to change strategy, structure and to re-distribute resources necessary with changes in the conditions (Chisadza et al., 2025). The results indicate that perhaps PEN Group paid attention to diversification via structure, and did not get the adaptive capacity out of the structure to make it resilient. Thus the diversification of an organisation is beyond a sufficient condition for its resilience it is also a necessary condition. It is an important theoretical contribution.




5.2.4 Diversification and Business Growth Outcomes
The fourth research question investigated if diversifications have helped to grow businesses. Results vary - somewhat more promising than the resilience results. The highest level of agreement to the question is that 46% of the respondents believe that portfolio expansion has been a major driver towards sustainable revenue growth. But for most (54%) it means that they disagree or are neutral.
The mixed views (32% agree, 32% disagree, and 36% neutral) that diversification has helped increase long-term sustainability and competitive advantage indicate that workers haven't seen that it has made their companies grow at a consistent rate. This could mean that a business' diversification efforts are providing only short-term and/or sporadic growth and not the long-term, ongoing growth which is the objective of diversification.
The literature indicates that the curve of diversification-growth is likely to be non-linear: moderate diversification has the highest amount of growth and over-diversification has negative growth (Narain et al, 2025). This suggests the possibility that diversification may have gone too far with PEN Group: that the company put its money and management into too many businesses and dispersed its resources away from a few in which it could realize the diversification's growth benefits.








[bookmark: _Toc241110509]5.3 Hypothesis Testing Discussion
The results of the questionnaire responses in relation to the three research hypotheses (framed in Chapter 1) were compared to the theoretical expectations (framed in Chapter 2). As shown in Section 3.10, there are three cutoff scores: scores greater than the midpoint (2.0) with clear agreement pattern (no or very small disagreements) indicate support for the hypothesis, scores greater than the midpoint (2.0) with less than 50% agree indicate support, and scores at or above the midpoint (2.0) with at or above 50% disagreements would indicate rejection of the hypothesis. This evaluation's results are discussed below.
5.3.1 Hypothesis H1: Strategic Diversification and Organisational Resilience (Rejected)
H1 took the stance that there is a positive and significant relationship between strategic diversification and organisational resilience for PEN Group. This hypothesis was validated through the question, Q7 "PEN Group has proven its resiliency in times of market disruptions" and Q8 "Through its diversified approach, PEN Group's portfolio is able to withstand an outperformance of the sector/sectors.
According to the results of the descriptive analysis, only 32 per cent of the respondents believed that PEN Group has been very resilient when there has been a disruption in the market, 50 per cent disagreed and 18 per cent were neutral (mean = 1.82, SD = 0.85). Similarly, only 34% agreed that a diversified portfolio will shield you from a downturn in a particular sector while 38% disagree and 28 % were neutral (mean = 1.96, SD = 0.83). In both instances there was more disagreement than agreement and mean scores were below 2.0.
Based on this, the hypothesis of H1 is rejected. The results are essential to challenge the theory of Resilience (Risk-offsetting, Capital reallocation, Knowledge diversification and Adaptive capacity) as it is believed that through diversification, organisation can become resilient (Pelletier et al., 2020; Chisadza et al., 2025). According to the results, structural diversification and resilience have, at PEN Group, not necessarily gone hand in hand. It could be due to more correlation between the business segments in PEN Group's portfolio, reducing the risk-offsetting effect, or to a lack of adaptive capacity of the organisation to handle any disruption effectively (Narain et al., 2025). 
5.3.2 Hypothesis H2: Portfolio Expansion and Sustainable Revenue Growth (Partially supported)
H2 noted that the inflation of the portfolio has a remarkable positive contribution in the growth of PEN Group's sustainable revenue. Whether this hypothesis has happened or not was tested through the use of Q9 (Portfolio expansion has made significant contribution to the PEN Group sustainable revenue growth).
The results of the descriptive analysis reveal that 46% of the respondents agreed that sustainable revenue growth has been achieved significantly through portfolio expansion, 26% disagreed and 28% were neutral (mean = 2.20, SD = 0.84). This is the highest level of agreement recorded throughout the Survey and the mean score is over 2.0 which is the mid-point, thus showing positive employee perceptions.
However, there was a lack of agreement (46%) and this did not meet the 50% average to support full support for H2. This finding illustrates that while a significant numbers of employees see that a portfolio expansion does bring profit growth to the company, it is not the majority that sees such positive aspect. This is consistent with the literature that the diversification–growth connection is not linear; that is, the moderate diversification effects are the best ones for achieve growth performance while the under- or over-diversification has negative impacts (Tan et al., 2020). Partial support also shows that increased profit for a portfolio of investments could be a result of short-term or segment specific gains and not a result of underlying growth of an organization.
5.3.3 Hypothesis H3: No Significant Relationship (Rejected)
The null hypothesis (H3) was that there is no correlation between strategic diversification and resilience and growth of PEN Group. This hypothesis was tested by looking at the general trend of responses to the items of a questionnaire.
These descriptive analysis results show that, rather than not being related, there are mixed patterns. Some items reported positive perceptions (the most prominent being Q9—“PEN Group has been highly resilient in its revenue growth fuelled by portfolio expansion”—with 46% agreeing) and some negative perceptions (the most prominent being Q7—“PEN Group has proven to be strong at its revenue growth fueled by portfolio expansion”—with 50% disagreeing). 
There were a number of things that resulted in split (equal) or neutral (neutral / high) answers (Q6 40%, neutral / high; Q10 36%, neutral). Although it is not always positive, this correlation suggests that there is some relationship between diversification and resilience, and growth outcomes at PEN Group.
Thus, H3 is discredited. The null hypothesis was rejected, which means that strategic diversification is not uncorrelated with organisational outcomes; however, the mixed responses both support and stress the main conclusions of this dissertation: diversification in itself is necessary, but insufficient, to achieve resilience and sustainable growth of an organisation. However, for diversification to have the desired effect, the quality of implementation (strategic communication, core capability adaptation, adaptive capacity and business unit integration) is also most significant (Batz and Siegfried, 2022; Kurbatska et al., 2024).
5.3.4 Summary of Hypothesis Testing
	Hypothesis
	Statement
	Result

	H1
	How strategic diversification can relate to organisational resilience is a significant positive relationship.
	Rejected

	H2
	Expanding portfolio is a very good positive driver for sustainable revenue growth	
	Partially supported

	H3 (Null)
	There is no significant relationship between strategic diversification and resilience/growth Rejected
	Rejected



From an overall perspective, the result of the hypothesis testing, that diversification at PEN group does not lead to the consequences usually expected by the theoretical literature in a straightforward way, can be considered as confirmation. The acceptance of H1 and also H2 with partial support in conjunction with the rejection of H3 provides evidence that the relationship between diversification, resilience and growth is indeed authentic, but contingent. It is the quality of the diversification implemented that makes it a success or failure.
[bookmark: _Toc241110510]5.4 Theoretical Contributions
This research has three significant theoretical implications. First, the theory remains that diversification is always resilient – it is clear that this is not the case from the descriptive findings as structural diversification will not necessarily result in resilience unless these structural dimensions are supported by effective integration, communication and adaptive capacity (Bätz et al, 2022). 
Second, the study indicates that diversification, without core competencies (42% disagreement) can actually detract from competitive advantage instead of adding to it, as means that the new business lacks the competencies needed for it to succeed. This reinforces the RBV argument for diversification success based on capability transfer, and cautions against disregarding the RBV approach which can result in value destruction.
Thirdly, the study offers empirical evidence from an emerging market context which is in contrast to the rather positive developed market studies (Campbell et al, 2020). The varied results observed at PEN Group indicate that such positive relationship, between diversification – resilience – growths, might not be as universal as believed.

[bookmark: _Toc241110511]5.5 Practical Implications
The implications for PEN Group and others interested in diversification into other markets are a few-fold:
Enhance strategic communication: PEN Group has yet to effectively communicate rationale, scope and objects for diversification to employees at all level with only 38% of the respondents agreeing that the strategy is clearly defined (Aubrée-Dauchez et al, 2023)
Realign diversification with core competencies: Responses to this question indicated a 42% overlap in not agreed, this should alert PEN Group to review its portfolio to consider divesting from businesses where it does not have a competitive advantage. PEN Group should look at its portfolio and consider getting rid of businesses which they do not have a competitive advantage in (Rosenbaum-Elliott et al, 2018)
Strengthening adaptive capacity – the poor score on resilience indicates that PEN Group must incorporate organisational learning, strategic flexibility and innovation culture to ensure that PEN Group truly diversifies itself as a way to creating resilience (A.K.A.B. et al, 2024).
Stay on the central idea of integration and synergies: The mixed growth results imply that PEN Group should pay more attention to the integration of business units and synergies, so as to be able to tap into the diversification diversification potential in the future.
Be mindful of over-diversification: The conclusions suggest that perhaps PEN Group over-diversified. As management considers this, it is also important to determine if the portfolio is large enough and complex so that effective management is not possible.


[bookmark: _Toc241110512]5.6 Chapter Summary
This chapter shared the results in consideration of the four research questions and the four theoretical frameworks presented in Chapter 2. It found that PEN Group is not translating the advantages of diversification into reality in the form of low or high agreements for: strategy clarity and core competency alignment and resilience. The chapter has explored how the portfolio has developed, the current situation of organisational resilience and growth. It has explained the result of the evaluation of the hypothesis whereby there is rejection of H1 and partial supports for H2 and rejection of H3. The chapter presented three theoretical findings and five practical implications such as how to enhance strategic communication, realign diversification with core competence and bolster adaptive capacity. Found that the key ingredient to the success of diversification is implementation quality.





[bookmark: _Toc241110513]Chapter 6: Conclusion, Recommendations and Reflection
[bookmark: _Toc241110514]6.1 Conclusion
The aim of this dissertation was to analyse the strategic diversification and its effects on the organisational resilience and sustainable growth of PEN group. Three hypotheses were developed in the study using the theories of Ansoff's Growth Matrix, Resilience Theory, Resource-Based View, and Portfolio theory. The primary data were gathered using the structured questionnaire and the number of the subjects were 50 people, who were working in PEN group at different organisational levels. Descriptive statistical procedures, such as frequency, percentage, mean, and standard deviations were used to analyse the data. Hypotheses were tested by comparing the distribution of responses with the theoretical distribution (as generated in Chapter 2). Results indicate that the situation is more nuanced – and critical – than previous studies might have expected to conclude. The study concluded that diversifying doesn't necessarily ensure resilience and growth. Having good communication, strategic and portfolio alignment, and proper integration and management of diversified business units, are all much more important factors in determining whether the diversification strategy will pay off. The study revealed that 38% of the staff responded that they agree that PEN Group has a clearly defined diversification strategy. 30% said “yes” that the diversification is in line with the organisation's core competencies. These figures reveal that most employees either do not agree or are neutral in strategic clarity and alignment of the diversification strategy. This is an important discovery as achieving effective diversification demands a robust strategy to which the organisation will have a clear commitment and in turn, lower, middle and upper management should all have a commitment to it. In terms of organisations' resilience, it identified that only 32% agreed that PEN Group has been resilient enough in the face of market disturbances. Fifty percent of respondents did not agree with the above statement: 38% disagreed, and only 34% agreed that the diversified portfolio will provide a way to avoid sector declines. These findings are direct challenges to the resilience-building assumption of Resilience Theory which is that diversification adds to the structure of resilience. At PEN Group not all the theory of diversification is being put into practice. 

The study began to yield somewhat more positive responses with business growth outcomes. 46% agreed the expansion of the portfolio had significantly helped sustainable revenue growth. This was the highest level of agreement throughout the survey. This still meant most of those (54%) disagreed or were neutral about it. In fact only 32% agreed that diversification has led to improvements in the companies' long-term sustainability and competitive advantage, 32% actually disagreed and 36% had no opinion at all. As indicated by this 50:50 equal split, there is lack of evidence of sustained growth benefits that is visible to employees. If it has grown with diversification there has been no sustainable growth – only short term or sporadic. The three hypotheses are evaluated and it is found that the hypothesis H1 which called for positive relationship between strategic diversification and organisational resilience is rejected. H2, which had spoken in favor of a positive role of portfolio expansion in the sustainable revenue growth, was half held true. The null hypothesis (H3) hypothesis, no significant relationship was rejected. Overall, this work suggests that diversification influences the results of an organisation, albeit not by the amount or with the uniformity of influence proposed in the literature. So, diversification is only a necessary, not sufficient, condition, to ensure organisational resilience and growth. The quality of implementation—not just diversification, as such—will be the deciding factor regarding whether or not the diversification is effective in delivering the expected benefits.










[bookmark: _Toc241110515]6.2 Recommendations
1. Explain and explain about the diversification program. PEN Group's strategy clarity seems to be low (38%), therefore PEN Group needs to have a clear strategy (documented and communicated across the organisation levels). This should contain the reasons for diversification, the guidelines for new businesses and what are expected.
2. Move portfolio back in line with core competencies. The level of dissatisfaction with alignment on core competencies (42%) indicates a need for PEN Group to review its portfolio with the goal of determining if the insights that each business unit has in terms of the VRIN is being used. 
3. Strengthen adaptive capacity. PEN Group needs to pursue an organisational learning culture, strategic flexibility and innovation culture to enhance resilience. The changes in the form of mechanisms for cross-business unit sharing, scenario planning capabilities, and culture of embracing change.
4. Work towards better integration and synergy realisation. PEN Group should introduce formally structured and processes for integration of diversified business units such as shared services, joint procurements and collaboration between business units. This will help realise the synergies which are key for sustainable growth.
5. Keep track of the size and intricacy of portfolio. Given the possibility of an over-diversified portfolio, PEN Group should maintain a periodic inventory of whether its portfolio is too large or too complicated and have management decisions to handle that inventory. This can range from establishing an investment criteria and regularly auditing the performance of every business unit, to more extensive strategies that may entail closing down less profitable operations or even selling them.
6. Enhance performance measurement. PEN Group should create an embedded performance measurement system which allow to monitor the impact of diversification from financial and non-financial perspectives such as resilience indicators, synergy realisation or competitive advantage.

[bookmark: _Toc241110516]6.3 Reflection on learning outcomes
I enjoyed this research experience and I enjoyed the challenge. I was under the impression when starting to write this dissertation that diversification would result in resilience and growth. I thought the literature that was suggesting diversified organisations are better protected from market shocks was true. I was fairly thinking that the reactions of PEN Group employees will be positive. I was wrong. The data I gathered helped to make me change my thinking a full 180 degrees.
I learned that research doesn't always provide the answers that is wanted. My original hypotheses were theoretically based, but did not apply to the context in which I analysed. Only 32% of the workforce agreed they had a sense of high resilience when it came to PEN Group showing those qualities. I got 50% saying no. Only 30% agreed that diversification is in line with core competencies. I got 42% saying NO. I was really surprised by these numbers. 
One of the things I learned, too, was methodological transparency. I decided not to use inferential statistical methods and I used descriptive statistical methods. The reason for this is the research was of an exploratory nature, I had 50 people in my sample and my data were ordinal. I was at first concerned that I was lessening my dissertation by the choice. It's now something that I feel like it added a lot of support to my work. 
I belief that Face a number of problematic issues in this research. It was not easy to contact the participants in their work time. It was difficult to create a questionnaire that was comprehensive of the subject without being too lengthy. Interpreting responses to a neutral question – this part was hard for me to figure out; when they responded neutrally I often thought of the response as "I don't know", "I don't want to say", or "I don't have a strong opinion". I've been taught that Survey research is flawed and the researcher needs to be aware of the flaws.
From that I also gained an understanding of the need for theoretical underpinning. My analysis was based on the four theories: Ansoff's Growth Matrix, Resource Based View, Resilience Theory and Portfolio Theory. But I came across some theories which couldn't explain completely what I noticed in PEN Group. I discovered that the factors of implementation have been proven to be more relevant than the theories suggested, communication, integration and adaptive capacity. I learned that theory is a great foundation, but it needs to be modified to apply to the situation.
In retrospect there are a couple things I would do differently. I'd come back with a bigger sample to be able to do more statistical analysis. Interviews in addition to the survey would be used to get a sense of employee perceptions. I would take a look at objective financial data in addition to perceptual data that I captured. I also would begin my data gathering earlier, so that I have more time to analyse and reflect on the data.
However, I am pleased with the output that I have been able to generate. I think that the results of my own work are worthy of some contribution to the literature related to strategic diversification. I have been able to show that it is the quality of implementation, not the diversification per se, that is the critical factor. These lessons will be transferred to forthcoming academic and career activities. Now I know that maturity to do good research involves patience, honesty and getting the data to surprise you. I am very happy to have had this experience and that I had the chance to help develop the strategic management field.


[bookmark: _Toc241110517]6.4 Chapter Summary
The dissertation was summarised at the end of this chapter and implications, contributions, and limitations of the study were also presented. It reiterated that diversification does not necessarily result in resilience and growth, and strategic communication, core competency alignment, adaptive capacity and business unit integration are essential to achieving success. The chapter offered six recommendations to PEN Group: the diversification strategy needs to be clarified; there is a need for portfolio re-alignment with core competencies; there is need to strengthen adaptive capacity; there is need to enhance integration; there is need to monitor the size of the portfolio; and there is need for enhanced performance measurement. Last, it presented their personal reflections/works on the process of conducting research on the themes of methodological transparency, theoretical framing, and the significance of conclusions being derived from data, not data from conclusions.
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SECTION A: Demographic Information
Q1. What is your role or position in PEN Group?
· Senior Executive
· Division/Department Head
· Middle Manager
· Strategy/Planning Professional
· Finance/Performance Analyst
Q2. How many years have you worked at PEN Group?
· Less than 5 years
· 5–10 years
· 11–15 years
· More than 15 years

Q3. What is your major department or area of work?
· Corporate Strategy
· Finance/Performance
· Operations
· Business Development
· Other
SECTION B: Diversification Strategy
Q4. How well would you say PEN Group has a clearly defined diversification strategy?
· Agree
· Disagree
· Neutral

Q5. How much do you agree with differentiation strategy of PEN Group when compared to its competences?
· Agree
· Disagree
· Neutral

Q6. How important do you think it is that PEN Group has been driven by strategic issues in its diversification decisions as opposed to pressure from the market?
· Agree
· Disagree
· Neutral

SECTION C: Organisational Resilience
Q7. How successful has PEN Group been in resiliency in the face of market disruptions?
· Agree
· Disagree
· Neutral

Q8. How well do you believe PEN Group has seen to it that they have a diversified portfolio that helps stave off downturns in any specific sector?
· Agree
· Disagree
· Neutral







SECTION D: Business Growth
Q9. How well do you agree that expansion of the portfolio has been a significant driver of PEN Group's sustainable revenue growth?
· Agree
· Disagree
· Neutral

Q10. In your opinion, how successful has PEN Group been at achieving long-term sustainability and competitive advantage through diversification?
· Agree
· Disagree
· Neutral
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	Question
	Agree n (%)
	Neutral n (%)
	Disagree n (%)
	Mean
	SD

	Q4: Clearly defined strategy
	19 (38%)
	15 (30%)
	16 (32%)
	2.06
	0.82

	Q5: Aligned with core competencies
	15 (30%)
	14 (28%)
	21 (42%)
	1.88
	0.83

	Q6: Strategic not market-driven
	16 (32%)
	18 (36%)
	16 (32%)
	1.96
	0.83

	Q7: Strong resilience
	16 (32%)
	9 (18%)
	25 (50%)
	1.82
	0.85

	Q8: Protects against downturns
	17 (34%)
	14 (28%)
	19 (38%)
	1.96
	0.83

	Q9: Contributed to revenue growth
	23 (46%)
	14 (28%)
	13 (26%)
	2.20
	0.84

	Q10: Enhanced long-term sustainability
	16 (32%)
	18 (36%)
	16 (32%)
	1.96
	0.83



Note: Mean calculated on 3-point scale: 3 = Agree, 2 = Neutral, 1 = Disagree.
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Organisational Consent Form

Study Ti
Sustainable Growth: A Case Study of PEN Group

Investigating the Role of Strategic Diversification in Organisational Resilience and

Researcher: Md. Nazmus Sahar Sikdar (ID: 2437443)
Tnstitation: University of Wales Trinity Saint David (London Campus)

Supervisor: Prof. Amare Desta
Purpose

‘This study examines how strategic diversification contributes to organisational resilience and
business growth at PEN Group. Findings will contribute to academic knowledge and may provide

insights for PEN Group's strategic planaing
Permission Requested

We seek permission from PEN Group to:

Access employees as research participants (50 staff across various levels)
Collect primary data via structured questionnaires (10-15 minutes each)
Use the organisation's name in the academic dissertation

Reference publicly available company documentation

Participant Categories:

Category Number
Senior Executives B
Division Department Heads 10
‘Middle Managers 15
Strategy Planning Professionals g
Finance Performance Analysts B
Total 50
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Voluntary Participation
Organisational and employee participation is entirely voluntary. Permission may be withdrawn at

‘any time without penalty. Individual employees may also decline or withdrarw at any time.

Confidentiality and Data Protection

No personally identifying information will be collected
All data reported in aggregate form only

Commercially sensitive information will not be soicited
Data stored securely on password-protected devices
Complies with Data Protection Act 2018 and UK GDPR
Data destroyed after study completion

Risks and Benefits

Risks: No anticipated significant risks. Organization name will be used, but data reported in

aggregate form.

Benefits: Access to research findings, insights into employee perceptions, contribution to strategic

management knowledge, and a copy of the final dissertation upon request

Ethical Approval

Approved by the University of Wales Trinity Saint David Research Ethics Committee.
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Consent Statement

No. | Statement Tick
1%)

T | Thave read and understood the information provided about this study. o7

2| Thave had the opportunity to ask questions and received satisfactory answers, o7

3| Tunderstand participation is voluntary and permiission can be withdrawn at any time | v/
without penalty.

7| Tunderstand employee participation is voluntary and responses will be anonymous | [1/
‘and confidential

5| T understand data will be used for academic purposes only and stored per Data | (v
Protection Act 2018 and UK GDPR.

6 | T understand PEN Group's name will be used in the dissertation and related | v/
publications.

7| Tgrant permission for PEN Group employees to participate in this study o7

§ | Tgrant permission to reference publicly available company documentation o7
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Organisational Declaration
Organisation Name: PEN Group

Authorised Representative Name: Md Bozlur Rashid

Position/Tit]

: Ditector of People Experience (PEN Group)
Signature: -
Date: 18/09/2026

Organisation Stamp (if applicable):

Researcher Declaration

Researcher Name: Md. Nazmus Sahar Sikdar

Researcher Signatur

Da

Contact Information

Researcher: Md. Nazmus Sahar Sikdar

Supervisor: Prof. Amare Desta | Email

Ethics Committee: University of Wales Trinity Saint David |

‘Thank you for granting permission for this research.
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