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Two Streams in Diversity Research

Differences between team members that may lead to the perception 
that members differ from each other (van Knippenberg et al., 2004)

Examples include:

• Demographic characteristics

• Job-related characteristics

• Knowledge, skills, abilities (KSAs)

• Values, Beliefs, Attitudes (VBAs)

• Personality, cognitive and behavioral styles (PCBs)

• …



van Dijk, H., van Engen, M. L., & Paauwe, J. (2012). Reframing the business case for diversity: A values and virtues perspective. 

Journal of Business Ethics, 111, 73-84.

Business Case Perspective Equality Perspective
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Business Case Perspective

Reasons for diversity

1. Talent shortage

2. Be like customers

3. Performance

 1 & 2 are accepted, 3 demands research

Kochan et al. (2003). The effects of diversity on business performance: Report of the diversity research network. 

Human Resource Management, 42, 3-21.



Business Case Perspective

Work group diversity and group performance

Bi-theoretical perspective

Information/Decision-Making Perspecive
 Information elaboration

Social Categorization Perspective
 Subgroup formation

(van Knippenberg et al., 2004; van Knippenberg 

& Schippers, 2007; Williams & O’Reilly, 1998)



Business Case Perspective

Mannix & Neale, 2005, p. 32

As we disentangle what researchers have learned from the last 50 

years, we can conclude that surface-level social category differences, 

such as those of race/ethnicity, gender, or age, tend to be more likely to 

have negative effects on the ability of groups to function effectively. 

By contrast, underlying differences, such as differences in functional 

background, education, or personality, are more often positively related to 

performance—for example by facilitating creativity or group problem 

solving.



The Review of 146 Studies

Meta-analysis

146 studies, 18266 teams

Coding

- Diversity cluster (e.g. demographic, job-related)

- Performance measurement (objective, subjective)

- Rater (team member, internal team leader, external rater)

- Complexity (low, medium, high)

- Performance type (in-role performance, innovation/creativity)

- Various other variables

Van Dijk, H., van Engen, M. L., & van Knippenberg, D. (2012). Defying conventional wisdom: A meta-analytical examination of the differences

between demographic and job-related diversity relationships with performance. Organizational Behavior and Human Decision Processes, 119, 38-53



Findings

1. Job-related (functional background) diversity > demographic
diversity

2. But no difference for objective performance

3. Demographic diversity negative & job-related diversity positive for
subjective performance

Van Dijk, H., van Engen, M. L., & van Knippenberg, D. (2012). Defying conventional wisdom: A meta-analytical examination of the differences

between demographic and job-related diversity relationships with performance. Organizational Behavior and Human Decision Processes, 119, 38-53

The Review of 146 Studies



Bias against demographic diversity

• Stereotyping, prejudice, and discrimination

• Personnel selection bias

• Leader-member relationships

 Raters are often of majority group

 Research to diversity beliefs

Bias in favor of job-related diversity

• Tendency towards cross-functional team work

• More general beliefs regarding job-related diversity

Van Dijk, H., van Engen, M. L., & van Knippenberg, D. (2012). Defying conventional wisdom: A meta-analytical examination of the differences

between demographic and job-related diversity relationships with performance. Organizational Behavior and Human Decision Processes, 119, 38-53

The Review of 146 Studies



Findings

1. Job-related (functional background) diversity > demographic
diversity

2. But no difference for objective performance

3. Demographic diversity negative & job-related diversity positive for
subjective performance

4. Effects only visible for external leader

Van Dijk, H., van Engen, M. L., & van Knippenberg, D. (2012). Defying conventional wisdom: A meta-analytical examination of the differences

between demographic and job-related diversity relationships with performance. Organizational Behavior and Human Decision Processes, 119, 38-53
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More ‘distant’ raters more prone to bias

Contact hypothesis (Pettigrew & Tropp, 2006)

• Team members

• ‘Internal’ team leaders

• ‘External’ team leaders

Stereotype-based assumptions about the performance of a team

guide the performance evaluations of raters who are external to

the team in a self-fulfilling fashion

Van Dijk, H., van Engen, M. L., & van Knippenberg, D. (2012). Defying conventional wisdom: A meta-analytical examination of the differences

between demographic and job-related diversity relationships with performance. Organizational Behavior and Human Decision Processes, 119, 38-53

The Review of 146 Studies



Three people

A retired captain

A sailor

A grandmother

Two tasks

Rowing

Steering

The Role of Status



 Status differences between group members tend to 
emerge automatically when 

(a) when different team members are categorized 
differently, and

(b) when those different categories (are expected 
to) relate to different (informational)
resources

van Dijk, H., van Engen, M. L. (2013). A status perspective on the consequences of work group diversity. 

Journal of Occupational and Organizational Psychology, 86, 223-241. 

The Role of Status



The Other Study

Method

1. Individual 

ability

Task:

- Math

- Emotion recognition

2. Status 

attribution

3. Group work

4. Video coding for

behavior

van Dijk, H., Meyer, B., van Engen (2014). Information elaboration harms performance 

in diverse groups under an inaccurate status hierarchy. Work in progress.



The Other Study

Method

Status: Attributed competence from 1-100

Status hierarchy accuracy: Correlation of within-group rank order of status 

with within-group rank order of individual ability

Behavior: Dominance vs. submissiveness

Information elaboration: Number of content speech acts

Performance: Number of correct answers



The Other Study
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Implications

Stereotypes and subsequent status attributions are at the 

heart of the consequences of work group diversity 
a) Attributions

b) Behaviors

c) Reactions/Interactions

This can be positive…
• Stereotypes enable coordination  information elaboration may not be needed for 

performance gains 

… but also negative
• The more inaccurate stereotypes are, the more detrimental the performance 

outcomes

• Research on backlash suggests that counterstereotypical behavior leads to conflict 

(Rudman & Phelan, 2004)



Implications

Be careful with relying on external evaluations of diverse 

teams

Make sure team members know each other when they start 

to work together

Create a culture where team members:
• Don’t settle for first impressions

• Frequently challenge their own understanding of one another’s abilities

• Counterstereotypical behavior is encouraged, or at least accepted and not frowned 

upon



What if:

* the grandmother is only 40 years old and a former Olympic rowing champion

* the sailor has a whiplash 

* the retired captain is blind

Implications
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