
Diversity at Work

What effects do racism, sexism, and other forms of discrimination have on

the functioning of organizations? Is there a way of managing organizations

so that we can benefit both the members of traditionally disadvantaged

groups and the organizations in which they work?

Discrimination on the basis of race or gender, whether implicit or

explicit, is still commonplace in many organizations. Organizational scho-

lars have long been aware that diversity leads to dysfunctional individual,

group, and organizational outcomes. What is not well understood is pre-

cisely when and why such negative outcomes occur. In Diversity at Work,

leading scholars in psychology, sociology, and management address these

issues by presenting innovative theoretical ways of thinking about diversity

in organizations. With each contribution challenging existing approaches

to the study of organizational diversity, the book sets a demanding agenda

for those seeking to create equality in the workplace.

A R T H U R P. B R I E F is the George Eccles Chair in Business Ethics and

Presidential Professor at the University of Utah. He was formerly a

Fulbright Fellow in Lisbon, a Batten Fellow at the Darden Graduate

School of Business at the University of Virginia, and the Thomas S.

Murphy Distinguished Research Professor at Harvard Business School.

Professor Brief has published widely on the moral dimensions of organiza-

tional life including Attitudes in and around Organizations (1998).
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To the people that count the most,

the ones that truly make my life worth living –

Kay, Laura, and now, Noah Jacob Fernandez.

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Contents

List of figures page ix

List of tables x

List of contributors xi

Foreword xix

Preface xxi

1 Introduction: Where the sweet spot is: Studying diversity

in organizations

D O L L Y C H U G H A N D A R TH U R P. BR IE F 1

Part I Conceptual foundations

2 Stereotypes and prejudice create workplace discrimination

S U S A N T. F I S K E A N D T I A N E L. L E E 13

3 Promoting racial diversity at work: Challenges and solutions

W I L L I A M T. B IE L B Y 53

Part II Emerging theoretical approaches

4 Identity negotiation processes amidst diversity

J E F F R E Y T. P O L Z E R A N D H E A T H E R M. C A R U S O 89

5 Diversity, conflict, and their consequences

K A R E N A. J E H N, L I N D R E D L. G R E E R, A N D J O Y C E R U P E R T 127

6 Shifting frames in team-diversity research: From difference

to relationships

R O B I N J . E L Y A N D L A U R A M O R G A N R O B E R T S 175

7 Putting your own down: How members of disadvantaged groups

unwittingly perpetuate or exacerbate their disadvantage

N A O M I E L L E M E R S A N D MA N U E L A B A R R E T O 202

vii

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Part III Moving ahead: Agendas for practice and research

8 Diversity initiative effectiveness: What organizations can (and

cannot) expect from diversity recruitment, diversity training,

and formal mentoring programs

C A R O L T. K U L I K A N D L O R I A N N R O B E R S O N 265

9 1964 was not that long ago: A story of gateways

and pathways

D O L L Y C H U GH A N D A R T H U R P. B R IE F 318

Index 341

viii Contents

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Figures

3.1 American Sociological Review and American Journal

of Sociology articles on workplace racial bias,

1936–2000 page 54

4.1 Combining the target’s status and the target’s self-views 102

4.2 Obstacles to eliciting a verification effect by quadrant 110

8.1 Diversity initiatives, anticipated outcomes, and

organizational challenges 294

ix

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Tables

5.1 An overview of the theoretical mechanisms and effects

of different diversity conceptualizations 129

x

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Contributors

M A N U E L A B A R R E T O obtained her PhD in social psychology from the

Free University, Amsterdam, the Netherlands, and is currently an

associate professor in social and organizational psychology at Leiden

University, Leiden, the Netherlands. She has been awarded several

prizes and prestigious grants, and has published in prestigious peer-

reviewed journals and edited books. Her research interests are on the

psychology of the disadvantage, exemplified by her work on identity

respect, reactions to prejudice, and the psychology of concealed

identities.

W IL L I A M T. B I E L B Y is Professor of Sociology at the University of

Illinois at Chicago. He was on the Sociology faculty at UC Santa

Barbara for over twenty-five years, and he served as President of the

American Sociological Association in 2003. In the spring of 2003 he

was Visiting Distinguished John D. Macarthur Professor of Sociology

at Northwestern University. He teaches graduate and undergraduate

courses on organizational behavior, research methods for the social

sciences, labor markets, quantitative methods, social inequality, media,

and popular culture. Over the past twenty years, much of his research

has more generally focused on issues of workplace discrimination, and

on organizational policies and practices. Currently, he is researching

the use of statistical evidence in class action employment discrimina-

tion litigation, on how the use of managerial discretion affects EEO

outcomes, and on the emergence of ‘‘home grown’’ rock and roll bands

in the late 1950s. In addition to his academic work, Bill has served as an

expert witness on matters relating to organizational practice and dis-

crimination in class action employment litigation.

A R T H U R P A U L B R IE F is the George Eccles Chair in Business Ethics and

Presidential Professor at the University of Utah. His research focuses on

xi

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


the moral dimensions of organizational life (e.g., ethical decision mak-

ing, race relations, and worker well-being). In addition to having

published dozens of journal articles, Art is author of several books

including Attitudes in and around Organizations (1998). Art is a past

editor of the Academy of Management Review. He now co-edits

Research in Organizational Behavior and the new Academy of

Management Annals. He is a Fellow of the Academy of Management,

American Psychological Society, and the American Psychological

Association. He has been a Fulbright Fellow, a Batten Fellow at the

Darden Graduate School of Business at the University of Virginia, and

the Thomas S. Murphy Distinguished Research Professor at Harvard

Business School.

H E A T H E R M A I I R H E C A R U S O is in her fourth year of the PhD program in

organizational behavior and social psychology, a joint program at

Harvard Business School and the Psychology department at Harvard

University. She came to the program inspired by early managerial experi-

ence in a multinational startup, where she became fascinated by the

identity-relevant issues people from different cultures encounter when

attempting to collaborate. In both independent and joint research she

now explores the expression, perception, and negotiation of diverse

identities, as well as the critical roles they play in the success of colla-

borative learning, creativity, and decision making. Her current research

focuses on identity-relevant territorial behavior and self-satisfaction as

barriers to effective collaboration in diverse contexts, especially where

emergent information sharing and coordination are desired.

D O L L Y C H U GH is an assistant professor in the Management and

Organizations department at New York University Stern School of

Business. Professor Chugh’s research focuses on the psychological con-

straints on the quality of decision making with ethical import, a phe-

nomenon known as ‘‘bounded ethicality’’. She is particularly interested

in unintentional forms of race and gender bias, and the influence these

biases have on behaviors in the workplace. Professor Chugh received a

BA from Cornell University where she earned a double major in psych-

ology and economics (1990), an MBA from Harvard Business School

(1994), and a PhD in organizational behavior/social psychology from

Harvard University (2006).

xii List of contributors

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


N A O M I E L L E M E R S received her PhD (cum laude) from the University

of Groningen in 1991. She worked as an assistant professor and asso-

ciate professor at the Free University in Amsterdam from 1991 to 1999,

when she was appointed as a full professor in social and organizational

psychology at Leiden University. Her research, for which she has

received various grants, focuses on group processes and intergroup

relations, and their effects on social behavior in organizations. She

has published extensively on this topic in national and international

journals, and has (co-)edited a number of books on social identity and

stereotyping. She has been an active member of the international

scientific community, for instance as Associate Editor of the Journal

of Personality and Social Psychology, and as President of the European

Association of Experimental Social Psychology.

R O B I N J . E L Y is Professor of Organizational Behavior at Harvard

Business School. She investigates how organizations can better manage

their race and gender relations while at the same time increasing their

effectiveness. Her research in this area focuses on organizational

change, group dynamics, learning, conflict, power, and identity.

Robin has published numerous articles on these topics in books and

journals and lectures both in the US and abroad to academics and

practitioners alike. For the past ten years, she has maintained an active

faculty affiliation at the Center for Gender in Organizations, Simmons

Graduate School of Management, in Boston. Prior to joining the

faculty at Harvard Business School, she was at the School of

International and Public Affairs, Columbia University, and at

Harvard’s John F. Kennedy School of Government. She received her

PhD in organizational behavior from Yale University and her bache-

lor’s degree from Smith College.

S U S A N T. F I S K E is Professor of Psychology, Princeton University (PhD,

Harvard University; honorary doctorate, Université Catholique de
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Foreword

We are pleased to introduce Art Brief’s Diversity at Work, as part of the

Cambridge Companions to Management series. The series is intended

to advance knowledge in the fields of management by presenting the

latest scholarship and research on topics of growing importance.

Bridging the gap between journal articles and student textbooks, the

volumes offer in-depth treatment of selected management topics,

exploring the current knowledge base and identifying future opportu-

nities for research. Each topic covered in the series is one with great

future promise, and one that also has developed a sufficient body of

research to allow informed reviews and debate.

Management scholarship is increasingly international in scope. No

longer can scholars read only the work conducted in their own coun-

tries, or talk only to their near neighbors. Creative and innovative work

in management is now being conducted throughout the world. Each

volume is organized by one of our most prominent scholars who brings

researchers from several countries together to provide cross-national

perspectives and debate. Through this series we hope to introduce

readers to scholarship in their field they may not yet know, and open

scholarship debate to a wider set of perspectives.

We feel fortunate to be working with Cambridge University Press.

Their rigorous independent scholarly reviews and board approval pro-

cess helps ensure that only the highest-quality scholarship is published.

We feel confident that scholars will find these books useful to their own

research programs, as well as in their doctoral courses.

In this volume, Art Brief and his chapter authors explore the growing

field of diversity at work. The editor highlights the fact that, since

2000, 19% and 14% of the work published in peer-reviewed psych-

ology and sociology journals (respectively) dealt with race or gender

or diversity. On the other hand, only 5% of articles on these topics have

appeared in the Academy of Management journals since that

date. There is evidence, however, that, throughout the management

xix
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literature, the topics of ethnicity, gender, and religion are becoming

fertile areas for research.

Diversity at Work draws on leading researchers in the field from

countries such as the Netherlands, Australia, and the USA. They exam-

ine issues surrounding the study of diversity in organizations, which

leads into an assessment of the metaphors of gateways and pathways

toward diversity. Chapters include an exploration of workplace dis-

crimination derived from a mostly individual, cognitive orientation

towards stereotypes and prejudice, together with a study highlighting

how members of disadvantaged groups perpetuate or exacerbate their

disadvantage. Three further chapters assess the pathway from a dyadic

or group orientation, with a study of team-diversity research, diversity

and conflict, and identity negotiation. And finally, the volume con-

cludes with two chapters looking at what organizations can do to

encourage greater diversity by promoting racial diversity at work and

by the establishment of diversity initiatives through recruitment, train-

ing, and formal mentoring programs.

We know that you will find this up-to-date and innovative volume a

useful resource, both in doing further research and in the practice of

improving diversity effectiveness.

Cary Cooper, Lancaster University, England

Jone L. Pearce, University of California, Irvine

Series Editors

xx Foreword

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org


Preface

At its heart, this is a book about social inequalities. I have been an

academic long enough not to set terribly high expectations for my

work. But with this book, more than any other project in which I

have been involved, I will not expect, but do hope and pray it matters,

matters to scholars and, through their efforts, to those who have been

treated unjustly because of their race and/or sex.

Editing this book, relatively speaking, has been a breeze. This is so

largely due to the immensely talented and highly reliable contributors.

To all of you, a big, big thanks for crafting thoughtful, insightful, and

provocative chapters in a timely fashion. I am especially grateful to my

co-author of two of the chapters, Dolly Chugh and to Max Bazerman

for introducing us. Dolly has been a joy to work with and learn from.

Administratively, the book would not have happened without the

terrific support of Ethel Matshiya at Tulane University and Amanda

Bailey at the University of Utah. Finally, the folks at Cambridge

University Press were simply wonderful to work with.

xxi

© Cambridge University Press www.cambridge.org

Cambridge University Press
978-0-521-67763-9 - Diversity at Work
Edited by Arthur P. Brief
Frontmatter
More information

http://www.cambridge.org/0521677637
http://www.cambridge.org
http://www.cambridge.org

