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In this paper, we present a digital tool named Diversity Perspectives in Social Media (DivPSM) which conducts
automated content analysis of strategic diversity communication in organizational social media posts, using
supervised machine-learning. DivPSM is trained to identify whether a post makes mention of diversity or a
diversity-related issue, and to subsequently code for the presence of three diversity dimensions (cultural/ethnic/
racial, gender, and LHGBTQ+ diversity) and three diversity perspectives (the moral, market, and innovation
perspectives). In Study 1, we describe the training and validation of the instrument, and examine how it performs
compared to human coders. Our findings confirm that DivPSM is sufficiently reliable for use in future research. In
study 2, we illustrate the type of data that DivPSM generates, by analyzing the prevalence of strategic diversity
communication in social media posts (n = 84,561) of large organizations in the Netherlands. Our results show
that in this context gender diversity is most prevalent, followed by LHGBTQ+ and cultural/ethnic/racial di-
versity. Furthermore, gender diversity is often associated with the innovation perspective, whereas LHGBTQ+
diversity is more often associated with the moral perspective. Cultural/ethnic/racial diversity does not show
strong associations with any of the perspectives. Theoretical implications and directions for future research are
discussed at the end of the paper.

1. Introduction et al., 2020).

Until recently, academic inquiry into the topic of strategic diversity

Management of diversity is considered to be increasingly important
for modern organizations (Galinsky et al., 2015; Plaut, 2010). Previous
research shows that successful workplace inclusion of individuals with
different cultural backgrounds, genders, sexual orientations, etc. can
have a profound impact on equality in society, and can simultaneously
provide benefits for organizational productivity (Homan, 2019). Most of
us have seen organizations express their commitment to workplace di-
versity on company websites, and in social media posts, job advertise-
ments, and periodicals such as annual reports. The connection between
diversity and strategic communication has been well established (Bear
et al., 2010; Hon & Brunner, 2000), and is further emphasized in more
recent work that suggests that diversity communication may be an
important driver of social change (Christensen et al., 2013; Schoeneborn

communication was limited to manual content analyses of diversity
statements (e.g. Jonsen et al., 2021; Maier & Ravazzani, 2019; Maior-
escu-Murphy, 2022) or effect studies using experimental designs (e.g.
Hofhuis, Van der Zee, et al., 2016; Jansen et al., 2021; Windscheid et al.,
2017). However, recent developments in computational social science,
especially in the area of automated content analysis, have provided new
opportunities for studying organizational communication on a much
larger scale (Van Zoonen & Van der Meer, 2016). New avenues of
exploration have opened up, which may advance our understanding of
how and why organizations communicate about diversity, how these
messages evolve over time, and how they impact different stakeholder
groups (Hofhuis, Schafraad, et al., 2023; Lazer et al., 2020; Zhou, 2021).

In this paper, we present a digital tool that enables scholars to take
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advantage of these opportunities through automated coding of strategic
diversity communication in organizational social media posts, using
supervised machine learning. The tool is trained to recognize which
dimensions of diversity (racial/ethnic/cultural, gender, LHGBTQ+) are
mentioned in each post. Furthermore, to examine the post content on a
deeper level, it also codes which underlying rationale for diversity
management the organization is communicating. For this purpose, we
make use of seminal work by Ely and Thomas (2001), who identified
three motivations for organizations to formulate and implement di-
versity policy, termed diversity perspectives. The new tool that is pre-
sented in this paper, named Diversity Perspectives in Social Media
(DivPSM), distinguishes between a moral perspective (e.g., "We want to
eliminate discrimination and work towards an inclusive society’), mar-
ket perspective (e.g. ’A diverse workforce makes our organization better
able to adapt to a complex market’), and innovation perspective (e.g.
"Workplace diversity is associated with greater problem solving capac-
ity, flexibility and innovation’). DivPSM is able to reliably identify
which of these diversity perspectives are mentioned in individual social
media posts, and in relation to which diversity dimension.

In this paper, we will first describe the development and validation of
DivPSM (Study 1). Next, we provide an illustration of how DivPSM can
be used, by examining the prevalence of diversity dimensions and per-
spectives in Twitter and Facebook posts of a sample of large organiza-
tions in the Netherlands (Study 2). In the final section of this paper, we
discuss implications and future research directions.

2. Theoretical Background
2.1. Strategic diversity communication

A growing body of research focuses on how topics related to work-
place diversity are represented in strategic organizational communica-
tion, and how these messages relate to organizational and societal
outcomes. Some scholars have interpreted diversity activities as a form
of Corporate Social Responsibility (CSR) policy (e.g. Maier & Ravazzani,
2019; Starostka-Patyk et al., 2015). Diversity management has indeed
been revealed as one of the CSR activities that is most valued by the
market (Bird et al., 2007). Bear and colleagues (2010), for example,
show that the percentage of women on a company’s executive board has
a positive impact on CSR ratings, which in turn positively affects orga-
nizational reputation. A recent content analysis of corporate diversity
communication on Twitter also confirmed that consistent CSR commu-
nication on diversity policies received positive feedback from stake-
holders (Maiorescu-Murphy, 2022).

Diversity communication has also been identified as a form of
Corporate Social Advocacy (CSA), through which organizations show-
case their support for social movements and civic engagement (Zhang,
2022; Zhou, 2021). For example, a number of large multinational cor-
porations have come together to support gay marriage legislations
(Wettstein & Baur, 2016), while others publicly supported the Black
Lives Matter movement (Ciszek & Logan, 2018). Although such com-
munications can be met with mixed reactions, diversity-related CSA
activities are becoming increasingly common, and may form a sub-
stantial proportion of strategic diversity communication (Hofhuis,
Schafraad, et al., 2023; Rim et al., 2020).

Finally, diversity communication can also be approached from the
perspective of employer branding (Edwards & Kelan, 2011). By broad-
casting their diversity policy and the rationale behind it, organizations
aim to improve their image and enhance their reputation as an attractive
employer, enhancing their position on the job market, and increasing
their ability to hire promising talent (Fields et al., 2005; Hofhuis et al.,
2015; Jonsen et al., 2021). This approach has further advantages,
because successful diversity communication may not only have an
impact on external stakeholders and potential employees, but also rea-
ches internal stakeholders, including current employees. As such, it may
influence perceived inclusion, diversity climate, and job satisfaction of
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different groups within the organization (Christensen et al., 2013;
Hofhuis et al., 2012; Hofhuis et al., 2016).

Previous studies have analyzed the presence of diversity statements
in different types of communication channels, and in different national
contexts. Much prior work, including some of the earliest studies (e.g.
Point & Singh, 2003), focuses on diversity communication on corporate
websites. This body of research has revealed an increasing prevalence of
diversity statements among organizations in many different countries,
such as the U.K. (Guerrier & Wilson, 2011), U.S. (Abulbasal, 2023; Rim
et al., 2020), France, Germany, Spain (Jonsen et al., 2021), and Portugal
(Barbosa & Cabral-Cardoso, 2010). Other scholars have performed
content analyses of different communication channels, such as annual
reports (Hofhuis, et al., 2023; Zhou, 2021), job market communication
(Casper et al., 2013; Gaucher et al., 2011), corporate media (Kroon et al.,
2018) and management communication (Bader et al., 2019; Ng & Sears,
2020) in a variety of different regions and sectors.

2.2. Diversity communication on social media

In recent years, we have seen an increase in strategic diversity
communication on social media channels, with Twitter (e.g. Maior-
escu-Murphy, 2022) and Facebook (e.g. Zhang, 2022) being most
prominent. Social media have become instrumental to the public-facing
identity of organizations, and allow them to respond to trends or current
affairs in a much more dynamic way than was possible with more
traditional channels, such as annual reports and websites (Kent & Li,
2020). Therefore, examining diversity statements in social media posts
enables us to better understand which types of diversity communication
are seen as relevant by organizations, and how communication pro-
fessionals are responding to current events.

The growth of strategic social media use by organizations has pro-
vided an abundance of data that reflects diversity-related activities and
perspectives. However, much of this data remains unexamined. Until
recently, large-scale content analyses of social media posts tended to be
unfeasible due to the time-consuming and costly realities of human
coding methods. The first aim of the present research is to provide
scholars with a new tool that enables examination of large datasets in a
much more efficient and cost-effective way, through automated coding.

2.3. Diversity dimensions

Another limitation of the existing literature on strategic diversity
communication is that, while some comparative research exist (e.g.
Jonsen et al., 2021), the majority of studies focused on a single diversity
dimension, such as culture (Hofhuis, Schafraad, et al., 2023), gender
(Windscheid et al., 2018), LHGBTQ+ (Zhou, 2021), or age (Kroon et al.,
2018). However, in a world of complex identities and increasing focus
on intersectionality, it is important that scholars are able to examine the
combination of, and interplay between, different diversity dimensions
(Bowleg & Bauer, 2016; Shore et al., 2009). To facilitate such work, the
second aim of the digital tool that is presented in this paper is to identify
the prevalence of different dimensions in social media communication.

The first dimension that is included in this study is diversity in cul-
tural, ethnic, or racial background. It is important to note that culture,
ethnicity and race are different constructs that have widely diverging
definitions, social implications, and academic interpretations (Chao &
Otsuki-Clutter, 2011; Phinney & Ong, 2007; Vietze et al., 2023). How-
ever, in organizational communication, we see that the use of these
constructs is highly dependent on the societal context of the organiza-
tion. For example, Western European organizations are more likely to
focus on cultural/ethnic diversity, whereas US organizations tend to
focus more on racial diversity (Jonsen et al., 2021). To accommodate the
use of our tool across different national and cultural boundaries, we
have therefore decided to aggregate these specific labels into one di-
versity dimension, termed ‘cultural/ethnic/racial diversity’.

Second, our new tool will be able to capture whether social media
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posts contain reference to gender diversity, defined as the mention of
diversity along traditional binary gender boundaries, such as the pres-
ence of men and women in different position in the organizations. Third,
the tool captures references to LHGBTQ+ diversity which is defined as
the mention of sexual orientations, or any form of non-binary or fluid
gender/sex in the organizational context.

It is important to be aware of the many other diversity dimensions
that may be included in organizational communications, such as age,
physical/mental ability, religion, language, etc. However, in the current
iteration of our tool, it was decided to only focus on the three dimensions
defined above, because they currently appear to be the most prevalent in
organizational discourse (see also Jonsen et al., 2021; Shore et al.,
2009). Future iterations of the tool may be trained to also recognize
other dimensions, and compare their prevalence and co-occurrence.

2.4. Diversity perspectives

There is growing recognition that the success of diversity commu-
nication is a function of not only the simple mentioning of diversity, or
even the concrete policies and activities that organizations promote. In
addition, the public has become more interested in the underlying mo-
tivations and rationale for organizations to focus on enhancing diversity,
termed diversity perspeca’ves.l (Dwertmann et al., 2016; Leslie & Flynn,
2022). The third aim of the tool presented in this paper is to reliably
identify which diversity perspectives are being mentioned in organiza-
tional social media posts.

The most widely used framework for examining diversity perspec-
tives was developed by Thomas and Ely (1996), and verified in a qual-
itative study among a sample of American organizations (Ely & Thomas,
2001). They identified three specific perspectives, which organizations
may adopt in their drive towards diversification. Firstly, the Moral
Perspective reflects the idea that enhancing diversity in the workplace
can be seen as an ethical or moral obligation that organizations have
towards society. By promoting diversity, an organization implies it is a
socially responsible institution, providing equal opportunities to all
cultural groups and aiming to reduce discrimination. The motivations
for formulating diversity policy within this perspective may include the
normative idea of ‘doing good’, external legal or regulatory incentives,
or the aim of generating a positive impact on the organization’s repu-
tation (Bear et al., 2010; Bird et al., 2007; Podsiadlowski et al., 2013).

Secondly, the Market Perspective, refers to the notion that most or-
ganizations operate in a society or market which is inherently culturally
diverse. Hence, having a diverse workforce is a valuable tool for gaining
knowledge about, and access to, different groups of stakeholders. An
example is a supermarket in a culturally diverse neighborhood, which
matches the cultural backgrounds of its employees with those of its
customers to provide the best customer service. The same principle can
be applied to other types of organizations; a governmental organization
must have a diverse workforce in order to understand and meet the
needs of different groups within the society it serves; a health care
provider must be able to communicate effectively about health-related
issues in terms that all groups in society are able to comprehend
(Ashikali & Groeneveld, 2015; Hofhuis et al., 2018).

Thirdly, the Innovation Perspective reflects the idea that cultural di-
versity may have direct benefits for internal processes within the orga-
nization, such as increased problem solving potential, creativity,
flexibility, and innovation. Research in the area of information elabo-
ration and creativity in teams has provided evidence that diversity may
indeed lead organizations to become more flexible and innovative in
completing their assigned tasks (Van Knippenberg et al., 2004). When

! In the literature, the terms diversity strategy, orientation, approach, frame,
and perspective are often used synonymously. In line with Ely and Thomas
(2001), whose work forms the basis of the current research, we employ the
latter.
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the opportunity is given to voice different viewpoints, the presence of
deviant opinions may increase creative thinking (De Dreu & West, 2001;
Zhan, 2023). Previous studies suggest that under the right conditions,
cultural diversity may increase the effectiveness of idea generation,
knowledge sharing, and ultimately team performance (Hofhuis, Van der
Rijt, et al., 2016; Nakui et al., 2011). In sum, organizations that employ
this perspective believe that cultural diversity may lead to higher flex-
ibility, creativity, and innovation, which in turn could increase the
effectiveness of the organization as a whole (Rabl et al., 2020; Shipton
et al., 2005).

2.5. Automated content analysis of diversity perspectives

The tool that is presented in this paper makes use of supervised
machine-learning to identify the presence of the moral, market, and
innovation perspectives in organizational social media posts. The
starting point for this work was the previous development of a similar
tool (DivPAR; Hofhuis, Schafraad, et al., 2023), which is able to identify
these perspectives in regard to cultural diversity in corporate annual
reports, using a top-down dictionary based approach. Annual reports
contain large amounts of text, and organizations are increasingly likely
to use them to outline their diversity perspectives and initiatives in great
detail (Stanton & Stanton, 2002). As such, for the previous tool it was
possible to develop a set of specific coding rules, based on the presence
of certain word combinations or phrases in the text, making a
dictionary-based approach to automated content analysis most suitable
for this task (Boumans & Trilling, 2016; Hofhuis, Schafraad, et al.,
2023). DivPAR has been shown to be a reliable and more efficient
alternative to manual coding for this particular purpose. Since its
inception, it has been adopted by scholars to investigate current trends
in strategic diversity communication of, among others, large organiza-
tions in the Netherlands (Hofhuis, Santos, & Schafraad, 2023), and IT
companies in the United States (Abulbasal, 2023).

However, to expand this research towards coding of social media
posts, the previously used dictionary-approach was less feasible. Since
social media posts are limited in length, authors resort to more subtle,
varied, and indirect ways to communicate about diversity perspectives.
In many cases, the underlying rationale is implied, rather than explicitly
stated. Automated coding of diversity dimensions and perspectives in
such communications requires a more flexible approach, which more
closely resembles human interpretation. As such, we chose to use su-
pervised machine-learning for this task.

Study 1 describes the development, training, and validation pro-
cedure of the new tool (DivPSM), and outlines how it performs
compared to human coders. After the validation procedure was
completed, we used DivPSM to code a sample of Tweets and Facebook
posts by large Dutch organizations, to illustrate the type of data that the
tool generates, and how it can be used to analyze trends in strategic
diversity communication. The results of this coding process are
described in study 2. Finally, we outline a number of potential future
research directions, which we hope may inspire scholars to make use of
DivPSM in their own work.

3. Study 1: development and validation of DivPSM
3.1. DivPSM instrument design

Study 1 describes the development and validation of DivPSM (Di-
versity Perspectives in Social Media), which was designed to extract the
following variables from organizational social media posts: 1) whether it
mentions diversity or any diversity-related topic, whether it mentions 2)
cultural/ethnic/racial diversity, 3) gender diversity, or 4) LHGBTQ+
diversity, and whether it mentions the 5) moral perspective, 6) market
perspective, or 7) innovation perspective.

As explained above, due to the dynamic, subtle and often contextual
nature of organizational communications on social media, a dictionary-
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based approach was not feasible for this purpose. Instead, the task re-
quires a more flexible coding procedure, that more closely resembles
human interpretation (Albaugh et al., 2014). Therefore, we decided to
design our tool using supervised machine-learning. We developed and
trained a deep learning model based on Bidirectional Encoder Repre-
sentations from Transformers (BERT; Devlin et al., 2019; Tenney et al.,
2019). BERT has achieved state of the art or near state-of-the-art per-
formance in many text classification tasks (Gonzalez-Carvajal &
Garrido-Merchan, 2021) and is widely available and used, which en-
hances its reusability by other researchers.

3.2. Sample

The sample for our validation study consist of Tweets and Facebook
posts of large organizations in the Netherlands. The organizations were
selected from De Volkskrant Top 100 largest employers in the country (De
Volkskrant, 2020). It is important to note that, although all of these
organizations are based in the Netherlands, we only selected those who
communicate in English on their social media channels. The majority of
these organizations are multinationals, and have a substantial presence
outside the Netherlands. The final sample included 54 organizations,
from a wide variety of sectors, such as finance (e.g. ING, ABN AMRO),
services (e.g. KPMG, E&Y), industry (e.g. Shell, Unilever), and
non-profit (e.g. Greenpeace).

Social Media posts (n = 84,561) were collected using a Twitter API
and Facebook’s Crowdtangle platform. The majority (n = 74,561) were
posts by the official Twitter accounts of the companies in the sample. In
September 2021, Twitter’s Standard API V1 was used to collect post by
these accounts going back in time, upto the maximum allowed limit of
3200 per account. This dataset spanned a time period from 2010-2021.

The data were then supplemented with Facebook posts by the same
companies’ official accounts (n = 10,000) that were collected using the
Crowdtangle platfom. We used Crowdtangle’s filtering functionality to
obtain English-language posts only. Public posts in the official Facebook
company pages, including texts accompanying video or image posts,
were scraped spanning a timeframe between 2009-2021. To comply
with the platform’s 10,000 scraping limit, we used Crowdtangle’s
default ranking of posts by number of interactions (likes, shares, com-
ments, and reactions) and obtained the 10,000 with the most
interactions.

3.3. Training and validation

3.3.1. Step 1 - developing the manual codebook

The development and validation procedure for DivPSM consisted of
4 steps. In step 1, we developed a codebook for manual content analysis
of the variables mentioned above, based on previous research that
included similar coding tasks (e.g. Ely & Thomas, 2001; Hofhuis et al.,
2015; Hofhuis, Schafraad, et al., 2023). We created two separate sub-
samples of social media posts: Subsample 1 (n = 200) consisted of posts
that were randomly chosen from the larger dataset, subsample 2 (n =
100) consisted of posts that were identified by the researchers to contain
text markers of diversity-related content, such as ‘diversity’, ‘inclusion’,
‘ethnic’, ‘racial’, ‘multicultural’, or ‘gender equality’. Both subsamples
were coded by a team of five human coders (the authors and one trained
research assistant), who identified all seven variables under investiga-
tion. It is important to note that social media-posts by organizations also
contain non-official language such as slang or emojis, which we
accounted for in the coding instructions. To enhance reliability, results
were compared and discussed among the coders, until agreement was
reached on the operationalization of each variable. For example, dis-
cussion took place on when a post contains gender diversity vs.
LHGBTQ+ diversity, leading to the decision that any mention of male
and/or female employees is considered gender diversity, whereas
mention of other forms or combinations of gender are considered
LHGBTQ+ diversity. Furthermore, it was decided that a diversity
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perspective is only coded as present when there is specific mention of a
motivation, or rationale behind a diversity statement that is made in a
post. Appendix A provides examples of the final operationalization and
corresponding coding instructions for each variable in the codebook, as
well as examples of posts that were found to contain the respective
content.

3.3.2. Step 2 — Validating the manual codebook

In step 2, the manual codebook was validated by examining inter-
coder reliability. Another set of subsamples was selected: Subsample 3
(n = 400) contained randomly chosen posts from the larger dataset, and
subsample 4 (n = 200) consisted of posts that were identified to contain
the abovementioned diversity markers. The same five individuals
manually coded these subsamples, and Krippendorff’s Alpha (Hayes &
Krippendorff, 2007) was calculated. For variables 1 (Presence of di-
versity statement), 2 (cultural/racial/ethnic), 3 (gender), and 4
(LHGBTQ+), intercoder reliability was very high (Kripp. Alpha > .89).
For variables 5 (moral perspective) and 7 (innovation perspective),
intercoder reliability was good (Kripp. Alpha = .83; .78). For variable 6
(market perspective), intercoder reliability was initially low (Kripp.
Alpha = .58). After consulting among the team of coders, it was
concluded that one of the manual coders did not identify a number of
more subtle occurrences of this perspective (i.e. mention of diversity to
connect to the community, or to serve clients). These codings were
corrected in the final dataset, leading to sufficient reliability (Kripp.
Alpha = .76). The corrected data were subsequently used in the
following steps.

3.3.3. Step 3 - training the algorithms

In step 3, the combined manual coding was used to train the first
version of the machine-learning algorithms. The data was fed into a
pretrained uncased multilingual BERT model using the ktrain python
package (Maiya, 2022). ktrain was selected because of its simplicity and
intuitive nature, enhancing the potential for widespread use of the
trained models. In total, 5 models were trained, one for overall presence
of diversity, one for each of the three diversity perspectives, and a
multiclass model for the presence of the three diversity dimensions.

A particular challenge for the training process was the underrepre-
sentation of some of the classes in our sample. Using a first version of the
models, we further identified a subsample of 450 posts which were
identified to be more likely to contain one of the three diversity per-
spectives. These posts were also manually coded, and the results were
subsequently used to fine-tune the algorithm. Even with an initial
sample of nearly 85,000 tweets and Facebook posts, and with the
additional coding described above, positive examples for the market and
innovation perspectives were insufficiently prevalent to reach accept-
able levels of performance. Three measures were taken to minimize
these issues: data augmentation, balancing of datasets, and learning rate
tweaking.

Regarding data augmentation, for the three perspectives, the lead
author created 6 examples for the market and innovation perspectives
that could be seen as ideal types of that diversity perspective. The moral
perspective did not require augmentation as it had sufficient positive
cases. These were then fed into ChatGPT to generate 18 additional ex-
amples per perspective, curated by the research team to ensure that they
still reflected the perspective. Because the transformers model under-
lying GPT is different from BERT, we trusted that this would help in-
crease the generalization potential of our samples. These augmented
examples, including the ideal types, were then included in the training
data, but excluded from the test data to ensure that they would not
artificially inflate reliability estimates.

While data augmentation increased the number of positive cases in
underrepresented classes, there was still a substantial class imbalance in
some classes. For instance, the ratio of positive to negative cases in the
market perspective, within posts flagged for diversity, was 1:16. This
resulted in the bias term of the algorithm overpowering any variance
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during the training stage, and no positive cases were produced in the
inference stage. To avoid this, models for the diversity perspectives were
trained and validated in balanced datasets, where negative cases were
omitted until there was an approximately equal number of positives and
negatives. Hover, this also resulted in training set sizes that ranged from
126 (market perspective) to 1422 (overall diversity presence). Thus, to
prevent high learning rates that would overstep global minima during
gradient descent, triangular learning rates were employed, adjusting the
maximum ceiling for the learning rate between 2e-5 and 2e-7, with
smaller learning rates used for smaller datasets (Howard & Ruder,
2018). While balancing of the datasets may skew predictions to over-
estimate the presence of the perspectives or dimensions, confusion
matrices during validation did not reveal any substantial bias towards
false positives or false negatives.

3.3.4. Step 4 - validating the algorithms

In step 4 we trained and validated the performance of the algorithms,
using all previously labelled examples (n = 1358), partitioned into 80/
10/10 (training, validation and testing, respectively) for variable 1 and
(70/20/10) for the other variables. Non-diversity examples were not
used to train, validate and test diversity perspectives and dimensions.
For each variable the partition was random with the following condi-
tions: 1) augmented examples were not used in test sets; (2) negative
examples were randomly removed from all variables except for diversity
to balance the datasets.

We trained for a maximum of 250 epochs and used early stopping
and loaded the weights from the best epoch according to validation loss.
In practice these 250 epochs were never reached, as the model began to
overfit before that point. Validation loss was used to assess the point to
which the model began to overfit, we used 10% of the labelled dataset to
validate the classifier for the presence of diversity, and 20% of the
labelled dataset for the remaining variables. Given that these datasets
were smaller, a larger percentage was required to ensure that validation
was robust. Finally, to ensure that the models were not overfitting to
validation set, a separate test set with 10% of the sample was used to
confirm reliability estimates.

Accuracy and macro-F1 values for all variables are presented in
Table 1. There is still room for improvement through retraining with
larger datasets, particularly for the diversity perspectives. However,
based on the results, we believe that the current version of DivPSM is
sufficiently reliable to be used for inference.

4. Study 2: diversity dimensions and perspectives in social
media posts by organizations in the Netherlands

4.1. Study aim and methods

Having described the development and validation of the instrument,
the aim of study 2 is to illustrate how DivPSM can be used to generate
datasets on the prevalence of strategic diversity communication in
organizational social media posts. Specifically, we examined which
forms of strategic diversity communication can be recognized in the full
sample (n = 84,561) of Twitter and Facebook posts, which was
described in Study 1. We used the final validated version of DivPSM to
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code the full dataset, identifying the presence of different diversity di-
mensions and perspectives and how these correlate with each other.

4.2. Results

The first step in analyzing the prevalence of diversity statements in
our sample of social media posts, was to examine DivPSM’s coding of
variable 1, which indicates whether a post mentions diversity or any
diversity-related topic. Our findings show that this was the case for 4.6%
(n = 3880) of the posts in the sample. Further analyses were subse-
quently conducted on these posts only. Table 2. describes the outcomes
of the automated coding process, and correlations between the variables
under study.

The second step in our analyses was to examine the prevalence of the
three different diversity dimensions. DivPSM coding showed that 26.8%
(n = 1041) of diversity-related posts mentioned cultural/ethnic/racial
diversity, 41.6% (n = 1616) mentioned gender diversity, and 36.2% (n
= 1404) mentioned LHGBTQ+ diversity. It appears that in the current
sample, gender diversity is the most commonly occurring diversity
dimension, followed by LHGBTQ+ diversity, and cultural/ethnic/racial
diversity. When interpreting bivariate correlations between the vari-
ables, an interesting pattern emerges. We see a strong negative corre-
lation (r = —.41) between gender and LHGBTQ+ diversity, meaning that
posts that contain one of those are much less likely to contain the other.
No substantial correlations are observed with cultural/ethnic/racial
diversity, meaning that this dimension does co-occur with the other
dimensions, but not more than would be expected based on chance.

The third step in our analysis was to examine the prevalence of the
three diversity perspectives. DivPSM coding showed that 22% (n = 852)

Table 2

Prevalence of and correlations between diversity dimensions and diversity
perspectives in diversity-related social media posts (n = 3880) of Dutch orga-
nizations (n = 54).

Variable Prevalence r*
2 3 4 5 6 7

Diversity
Dimensions

2. Ethnic/ 1041 - -0.07  0.00 0.06 0.06  0.08
Cultural/ (26.8%)
Racial
Diversity

3. Gender 1616 -0.07 - -0.41 -0.33 0.03 0.31
Diversity (41.6%)

4. LHGBTQ+ 1404 0.00 -0.41 - 0.48 0.04 -0.36
Diversity (36.2%)

Diversity
Perspectives

5. Moral 852 0.06 -0.33  0.48 - 0.16  -0.25
Perspective (22.0%)

6. Market 137 (3.5%)  0.06 0.03 0.04 0.16 - 0.08
Perspective

7. Innovation 1222 0.08 0.31 -0.36 -0.25 0.08
Perspective (31.5%)

" due to the large sample size, all correlations stronger than .01 are statisti-
cally significant

Table 1

Accuracy and F1 values per variable.
Variable n Training Accuracy Validation Accuracy Validation F1 Test Accuracy Test

F1

1. Diversity 1358 97.5% 91.0% 91 83.1% .83
2. Cultural/racial/ethnic 131 93.9% 84.0% .84 84.6% .80
3. Gender 167 93.9% 78.2% .78 82.4% .80
4. LHGBTQ+ 96 95.8% 88.9% .88 80.0% .80
5. Moral 272 85.6% 65.3% .65 66.6% .61
6. Market 124 72.7% 66.7% .66 83.3% .80
7. Innovation 106 93.7% 70.0% .69 68.2% .63
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mentioned the moral perspective, 3.5% (n = 137) mentioned the market
perspective, and 31.5% (n = 1222) mentioned the innovation perspec-
tive. It appears that the innovation perspective is most prevalent in
diversity-related posts, followed by the moral perspective, which is also
mentioned in a substantial number of cases. However, the market
perspective appears quite rare in this context. When examining corre-
lations, it is revealed that posts that contain the moral perspective are
also more likely (r = .16) to contain the market perspective, but less
likely (r = —.25) to contain the innovation perspective. This suggests
that organizations may perceive the moral and innovation perspectives
as incompatible, at least in communication on social media.

Finally, our dataset also allows us to examine the interplay between
dimensions and perspectives. For cultural/ethnic/racial diversity, no
noteworthy correlations are observed with any of the diversity per-
spectives. However, it appears that post that mention gender diversity
are less likely (r = —.33) to contain the moral perspective, and more
likely (r = .31) to contain the innovation perspective. For post that
mention LHGBTQ+ diversity, an opposite pattern is observed; these are
much more likely (r = .48) to contain the moral perspective, and much
less likely to contain the innovation perspective (r = —.36). The rele-
vance of these findings will be interpreted below.

5. Discussion and future research agenda

In study 1, we have described the development and validation of
DivPSM, a new digital tool that allows scholars to conduct automatic
content analysis of strategic diversity communication in organizational
social media posts. The current version of DivPSM is sufficiently reliable
for further use, but reliability may still be increased in future iterations.
The latest version of DivPSM is open source, and will be made available
to scholars on GitHub (https://github.com/joephofhuis/divpsm). Study
2 provides an illustration of how the tool can be used to analyze the
prevalence and interplay between these variables in social media posts
of a sample of Dutch organizations. Below, we will describe some of the
theoretical implications of our work, and we provide a number of di-
rections for future research, that we hope may inspire scholars to use
DivPSM to advance knowledge on the topics of workplace diversity and
strategic communication.

5.1. Overview of findings and theoretical implications

Firstly, our work may contribute to the understanding of strategic
diversity communication on a theoretical level. The large-scale investi-
gation of diversity communication may provide new insights in the role
that organizations may play in both initiating as well as responding to
social change. Recent theoretical advances have been made in the
conceptualization of formative CSR communication, which reflects the
idea that communication and practices are mutually and continuously
constitutive, and thus influence each other across time (Schoeneborn
et al.,, 2020). In line with this notion, this project is founded on the
assumption that aside from diversity practices influencing communica-
tion, successful diversity communication may also be a driver for new
diversity management practices and activities.

Previous work that has focused on the prevalence of diversity per-
spectives in organizational communication has been limited in scope, for
example by focusing on only a single diversity dimension (Hofhuis,
et al., 2023; Zhou, 2021), or by aggregating different diversity per-
spectives into broader categories (Dwertmann et al., 2016; Jansen et al.,
2021). Using DivPSM, we are able to examine the interplay between
different dimensions and perspectives, and identify whether some types
of diversity statements are more likely to be used conjunctively. The
preliminary results presented in Study 2 provide some empirical evi-
dence that this may indeed be the case: among our sample of social
media posts by Dutch organizations, gender diversity is often associated
with the innovation perspective, whereas LHGBTQ+ diversity is more
often associated with the moral perspective. This suggests that gender
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diversity is more commonly perceived to have a positive impact on
organizational performance, for example through enhanced creativity
and problem solving ability, whereas LHGBTQ+ diversity is more
commonly communicated as a form of Corporate Social Responsibility
or Corporate Social Advocacy. This is an interesting finding by itself,
because it implies that it is seen as more acceptable to use a ‘business
case’ argumentation for promoting gender diversity, based on the notion
that there may be inherent differences between the men and women,
and that these differences can be used to enhance productivity. These
types of assumptions have been called into question by scholars who
argue that such a perspective may also have a negative impact on
workplace inclusion of certain stigmatized groups (Georgeac & Rattan,
2022; Windscheid et al., 2017).

Conversely, LHGBTQ+ diversity communication tends to make more
frequent use of the moral perspective, which could imply that in-
dividuals who feel connected to the LHGBTQ+ community may not be
perceived as inherently different in their work behavior, but instead
deserve to be treated fairly and should feel included in the organization
on the basis of moral grounds (e.g. as social advocacy; Zhou, 2021).
Based on the present study, we cannot test these assumptions outright,
but we hope future scholars may be able to use DivPSM to further tease
out the nuances of how organizations communicate about these
different diversity dimensions and how this relates to actual workplace
outcomes.

Furthermore, our findings shed new light on the way communication
professionals in these organizations might rationalize the diversity
policies of their respective employer, and on their expectations
regarding public response to diversity statements. It also has important
implications for the study of skepticism towards diversity communica-
tion, and the occurrence of pinkwashing, colorwashing, or other forms
of non-authentic messages about diversity-related issues (e.g. Ma &
Bentley, 2022), since their effects may also be dependent on the
dimension under investigation.

What is also interesting to note is that in the sample described above,
the innovation perspective is by far the most prevalent, followed by the
moral perspective. The market perspective only occurs very rarely. This
deviates significantly from previous work that reports cultural diversity
perspectives in annual reports of a similar sample of Dutch organizations
(Hofhuis, Schafraad, et al., 2023), in which the moral perspective was
found to be the most common, followed by the market and innovation
perspective. The fact that examining different communication channels
leads to different findings, implies that organizations may not always be
consistent in their diversity communication, and that different motiva-
tions or rationales may be present among different communication
agents, or when targeting different audiences. This underlines the
importance of studying these issues conjunctively, and examining the
decision-making-process around diversity management, and how (and
by whom) it is communicated with both internal and external
stakeholders.

5.2. Future Research Directions

Attention for diversity in strategic organizational communication
relates to contextual factors on micro, meso and macro levels. The in-
strument that we developed and validated in this study can be used to
reliably investigate such relationships on a large scale. On the micro
level, we can investigate the effectiveness of diversity statements as a
public relations tool, by examining their effects on message engagement,
individual perceptions of organizational reputation, and stakeholder
reactions (cf. Maiorescu-Murphy, 2022; Zhang, 2022). On the
meso-level, diversity perspectives can be related to organizational
reputation, innovation, profitability, or diversity management initia-
tives (cf. Jansen et al., 2021). Here, we may also be able to uncover the
extent to which organizations engage in pinkwashing, colorwashing, or
any other form of diversity communication that may be perceived is
inauthentic by the public (cf. Forehand & Grier, 2003; Hofhuis, Santos,
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& Schafraad, 2023; Ma & Bentley, 2022). On the macro-level, our results
can be linked to societal indicators or events such as economic crises or
political developments (cf. Hofhuis, 2022; Korteweg & Triadafilopoulos,
2015; Meer et al., 2015). We can also conduct cross-national compara-
tive studies on the prevalence of different types of strategic diversity
communication, and how they relate to cultural values (i.e. World Value
Survey), or national attitudes towards diversity (Jonsen et al., 2021;
Zhou, 2021).

Finally, all of these effects can be studied longitudinally, taking into
account developments over time and investigating current trends (cf.
Hofhuis, 2022; Hofhuis, Schafraad, et al., 2023). Each of these in-
vestigations would add significant parts to the puzzle of understanding
patterns in the prevalence of diversity perspectives in strategic
communication, and how they relate to organizational and societal
outcomes.

5.3. Further development of DivPSM

While DivPSM is already in a usable state for analysis, its accuracy
and reliability can still be improved. One of the limitations of the current
iteration of the tool is that it was trained on social media posts of or-
ganizations that are active in the Dutch economic context. While many
of these organizations are also active internationally, we hope that
future versions of the tool can be improved by training with larger and
more diverse types of social media data, such as those from different
regions around the globe, or by incorporating different social media
platforms, such as LinkedIn or Mastodon.

Additionally, the BERT uncased model currently does not tokenize
emojis, which may be an important part of diversity discourses on social
media. As such, training on a model that is capable of processing these
tokens would potentially increase accuracy.

Another important limitation of the current version of DivPSM, is
that it is only capable of reliably identifying three diversity dimensions;
cultural/ethnic/racial, gender, and LHGBTQ+- . For further development
of the tool, we intend to train it to also recognize other important di-
mensions that may be common in organizational social media posts,
such as age diversity, religious diversity, neurodiversity, or inclusion of
employees with disabilities. To do so would require manual coding and
validation of a larger sample of posts, to ensure enough occurrences of
these dimensions to be able to successfully train a machine-learning

Appendix A. : Example operational definitions and example posts
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model.

Finally, it is important to note that at present, DivPSM is only capable
of coding English-language posts. Considering the status of English as a
lingua franca within many multinational organizations, it was logical to
focus on training these language models first. However, in the future, we
hope to be able to expand DivPSM to include other language models,
which would allow for much more accurate cross-national comparisons,
and open up possibilities of studying how strategic diversity communi-
cations affects different groups of local and regional stakeholders.

5.4. Conclusion

Above, we have described the development and validation of a new
digital tool for automatic content analysis of strategic diversity
communication in organizational social media posts (DivPSM). We have
provided a first illustration of how the instrument can be used, by
showing the interplay between diversity dimensions and diversity per-
spectives in posts by large organizations in the Netherlands. Finally, we
have provided a number of theoretical implications and future research
directions, that we hope may inspire others to use our instrument in
their own work. We believe DivPSM to be a valuable addition to the
toolbox of diversity science, and expect that its results will add to our
understanding of strategic diversity communication, how it relates to
individual, organizational and societal outcomes, and how it may ulti-
mately contribute to equality and inclusion in the workplace.
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Codebook item Coder instructions

Example posts

Diversity

Moral perspective

The concept may include any mention of diversity in any of its
dimensions, or of diversity management practices and policies in the
organizational context. The dimensions of diversity may include
gender, religious beliefs, race, marital status, ethnicity, parental status,
age, education, physical and mental ability, income, sexual
orientation, occupation, language, geographic location, etc. The coders
should be sensitive to expressions such as cultural, ethnicity, racial,
national, multinational, diverse, variety, equality, equity, etc.

The moral perspective reflects the idea that enhancing diversity in the
workplace can be seen as an ethical or moral obligation that
organizations have toward society. By promoting diversity, an
organization implies it is a socially responsible institution, aiming to
reduce discrimination and enhance equality, equity and inclusion. The
coders should be sensitive to terms such as moral, ethical, fair, equal,
discrimination, racism, moral responsibility, social responsibility, etc.

“We are proud to support @CreativeEquals *Accelerate’ programme
recognising* rising talent from multicultural/BAME backgrounds & supporting
them on the path to #Leadership. #DiversityandInclusion #Diversity
#DiversityMatters.”

“For our employees, the community &world, we’re committed to driving gender
equality & diversity. #CatalystForChange”

“Full support for our LGBTI+ employees on #ComingOutDay. An internal
broadcast tomorrow will share Juliana Fochi’s Silveira Araujo story with our
colleagues: “I'm glad to feel accepted for who I am, though I know not everyone
feels the same yet.

#AkzoNobel #Inclusion™

“Creating a diverse and inclusive organisation requires intentional advocacy to
combat racism and elimination of unconscious bias,” says our CEO @AlanJope
Which is why we’re joining @WEF’s Racial Justice in Business initiative.”
“Racial issues are human rights issues. No such thing as neutral in racism.
#BlackLivesMatter”

“New research uncovered that ethnic minorities don’t feel represented in tech
advertising. The #ChangeTheFace Alliance aims to change this and support

#diverse and #inclusive workforces in the #technology industry through
resources, research, tools and tips.”

(continued on next page)
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Codebook item

Coder instructions

Example posts

Market perspective

Innovation perspective

The market perspective refers to the notion that most organizations
operate in a society or market which is inherently diverse. Hence,
having a diverse workforce is a valuable tool for gaining knowledge
about, and access to, different groups of stakeholders. The coders
should be sensitive to terms such as market, stakeholders, groups,
communities, society, partners, serve, reflect, mirror, connect,
understand.

The innovation perspective reflects the idea that cultural diversity may
have direct benefits for internal processes within the organization,
such as increased learning potential and innovation.”

Coders should be sensitive to terms such as innovation, improve
performance, competitive advantage, competitive edge, creativity.

“We have asked our partners to make two promises: one on living wage/income
& one on supplier equity, diversity & inclusion. Why? Because we believe that
purpose-led partnerships can drive growth, while also doing good for people
and the planet.”

“Inclusive leadership helps companies achieve their purpose, foster growth and
build long-term value.”

“Did you know that the UN considers cultural diversity an important driver of
development, innovation and economic growth? We believe it’s one of our
greatest strengths. That’s why we strive to create a workplace where we
celebrate our differences. #WorldDayForCulturalDiversity”

“Speak up, speak out. Event organiser Bizzabo found that 69% of event speakers
were male. Diverse panels can reflect society and bring new ideas to the table.
#IWD2020"

“Are you happier and more productive in a welcoming and inclusive
environment? So is Niels den Heeten, a Senior Innovation Project Manager who

Cultural/Ethnic/Racial
diversity
organization.

Gender diversity

LHGTBQ+ diversity

Cultural/ethnic/racial diversity refers to issues concerning the
presence and/or position of cultural, ethnic, or racial minorities in the

Gender diversity refers to issues concerning the presence and position
of men and women, or male/female employees in the organization.

LHGBTQ+ diversity refers to issues concerning the position of Lesbian,

also leads our True Colors LGBTI+ inclusion initiative

©

. Learn more here: https://t.co/5bkXNO0 x 0t8#MeetAkzoNobel
#EmployeeStories”

“Did you know that the UN considers cultural diversity an important driver of
development, innovation and economic growth? We believe it’s one of our
greatest strengths. That’s why we strive to create a workplace where we
celebrate our differences. #WorldDayForCulturalDiversity”

“Creating a diverse and inclusive organisation requires intentional advocacy to
combat racism and elimination of unconscious bias,” says our CEO @AlanJope
Which is why we’re joining @WEF’s Racial Justice in Business initiative.”
“Womenpower empowers and fuels innovation. Happy
#InternationalWomensDay from #BMW”

“Still a huge issue in the finance sector for women across all parts of the
industry. #genderpaygap #equalpay”

Homosexual, Gay, Transsexual, Bisexual, Queer, or other (e.g. non- —
binary, gender fluid) types of sexual identity or orientations in the ”

organization.

Happy international coming out day

A

Be who you are and don’t stop until you are proud!

@accor @mgalleryhotels

#MGalleryMoments #accorhotels #beproud #StoriesThatStay [...]
#mgalleryhotels #thenetherlands #travel #photooftheday #experience
#stories #INKredible”

“Happy International Coming Out Day! Across LexisNexis we recognize the
great work our Pride, PROUD, sexual orientation and gender identity Employee
Resource Groups are doing to foster a culture of inclusion, safety and respect for
our LGBTQ+ colleagues around the world. Discover their stories: https://bit.ly/
4308GVz #ComingOutDay #LNDiversity”
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