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 SEARCHING FOR COMMON THREADS:
 UNDERSTANDING THE MULTIPLE EFFECTS OF

 DIVERSITY IN ORGANIZATIONAL GROUPS

 FRANCES J. MILLIKEN
 LUIS L. MARTINS

 New York University

 In this article, we review and evaluate recent management research
 on the effects of different types of diversity in group composition at
 various organizational levels (i.e., boards of directors, top management
 groups, and organizational task groups) for evidence of common pat-
 terns. We argue that diversity in the composition of organizational
 groups affects outcomes such as turnover and performance through
 its impact on affective, cognitive, communication, and symbolic pro-
 cesses.

 The term diversity often provokes intense emotional reactions from
 people who, perhaps, have come to associate the word with ideas such
 as "affirmative action" and "hiring quotas"; yet it is a word that simply
 means "variety" or a "point or respect in which things differ" (American
 Heritage Dictionary of the English Language, 1993; Webster's Dictionary
 of the English Language, 1992). As organizations increasingly operate in
 a multinational and multicultural context, understanding how diversity
 in the composition of organizational groups affects outcomes such as
 satisfaction, creativity, and turnover will be of increasing importance. For
 example, as organizations globalize their operations, it is likely that the
 frequency with which employees will interact with people from different
 countries will increase. Further, the U.S. population is becoming more
 ethnically diverse (Johnston & Packer, 1987; U.S. Bureau of the Census,
 1994), suggesting that organizations operating in the United States will
 need to learn how to manage more heterogeneous workgroups than they
 have managed previously. In addition, the trend toward using teams to
 coordinate and manage work in organizations is increasing the amount
 of time that employees spend with people outside their particular func-
 tional or product groups, thereby bringing them into contact with people
 who may have very different training, skills, functional background, and
 even values.

 We thank Elizabeth Morrison, Peter Balsam, Violina Rindova, and the anonymous review-
 ers for their very helpful comments.
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 The results of research on heterogeneity in groups suggests that diver-
 sity offers both a great opportunity for organizations as well as an enor-
 mous challenge. On the one hand, some research suggests that more
 diverse groups have the potential to consider a greater range of perspec-
 tives and to generate more high-quality solutions than less diverse groups
 (e.g., Hoffman & Maier, 1961; McLeod & Lobel, 1992; Watson, Kumar, &
 Michaelsen, 1993). On the other hand, the greater the amount of diversity
 in a group or an organizational subunit, the less integrated the group is
 likely to be (O'Reilly, Caldwell, & Barnett, 1989) and the higher the level
 of dissatisfaction and turnover (e.g., Jackson et al., 1991; Wagner, Pfeffer, &
 O'Reilly, 1984). Diversity thus appears to be a double-edged sword, increas-
 ing the opportunity for creativity as well as the likelihood that group
 members will be dissatisfied and fail to identify with the group.

 In this article, we review recent management research on how differ-
 ent types of diversity affect outcomes for individuals, groups, and organiza-
 tions. The purpose of this review is to surface evidence of "common
 threads" in the processes by which different types of diversity have an
 impact on outcomes as well as to uncover differences in how various
 types of diversity operate. Following this review, we provide an organizing
 framework for thinking about the common patterns in the findings of man-
 agement research on diversity.

 We organized the article into three major sections. In the first section,
 we briefly discuss different types of diversity that might exist within orga-
 nizational groups. In the second section, we review and attempt to inte-
 grate findings of recent empirical research on the effects that these differ-
 ent types of diversity have on individuals, groups, and organizations.
 We examine a wide range of research, including research on boards of
 directors and top management groups as well as research on organi-
 zational task groups, superior-subordinate dyads, and small decision-
 making groups. In the third section, we search for "common threads" in
 both the outcomes of diversity as well as in the processes by which diver-
 sity affects these outcomes. We highlight points of convergence and points
 of divergence in the findings across the various streams of management
 research as well as identify key areas in need of further research devel-
 opment.

 TYPES OF DIVERSITY

 In an effort to organize thinking about different types of diversity,
 several researchers (Cummings, Zhou, & Oldham, 1993; Jackson, 1992; Jack-
 son, May, & Whitney, 1995; Maznevski, 1994; Tsui, Egan, & O'Reilly, 1992)
 have suggested ways of categorizing different types of diversity. One
 common distinction is between diversity on observable or readily detect-
 able attributes such as race or ethnic background, age, or gender, and
 diversity with respect to less visible or underlying attribu tes such as educa-
 tion, technical abilities, functional background, tenure in the organization,
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 or socioeconomic background, personality characteristics, or values (Cum-
 mings et al., 1993; Jackson et al., 1995; Tsui et al., 1992).

 One reason for differentiating between observable and nonobservable
 types of diversity is that when differences between people are visible, they
 are particularly likely to evoke responses that are due directly to biases,
 prejudices, or stereotypes. We should note, though, that these two types of
 diversity are not mutually exclusive. For example, ethnic differences may
 be associated with differences on underlying attributes (e.g., socioeconomic
 status, education, values), but this is not necessarily true.

 There are many ways in which groups can be diverse with respect to
 underlying attributes or nonobservable characteristics. One type of diver-
 sity on underlying attributes relates to differences in personality character-
 istics or values of the members of a group. Although not readily observable,
 these differences can create major differences in orientations toward is-
 sues and in preferred interaction styles. A type of diversity that is particu-
 larly relevant in organizational settings is diversity of skills or knowledge
 (e.g., educational background, functional background, occupational back-
 ground, range of industry experience).

 Yet another way in which organizational groups might be diverse is
 in terms of organizational cohort membership (Pfeffer, 1983). Pfeffer (1983)
 argued that people who join organizations or subunits at the same time
 may not only develop similar skill sets, but they may also develop similar
 identification and communication patterns based on their common time
 of entry into the organization. Diversity in the membership of a group with
 respect to time of entry into the organization or subunit thus may affect
 patterns of interaction among group members.

 Although we generally tend to think of diversity in terms of differences
 on observable or readily detectable variables such as race, ethnic back-
 ground, and gender, one of the major reasons why diversity of any type
 creates difficulty for groups is attributable to complex, and often implicit,
 differences in perspectives, assumptions, and causal beliefs with which
 the more superficial or observable differences are correlated. A group
 that is diverse could be expected to have members who may have had
 significantly different experiences and, therefore, significantly different
 perspectives on key issues or problems (Jackson et al., 1991). Underlying
 differences in the schemas, or the conscious and unconscious preconcep-
 tions and beliefs, that organize people's thinking can create serious coordi-
 nation difficulties for groups.

 IMPACTS OF DIVERSITY ON INDIVIDUAL, GROUP, AND
 ORGANIZATIONAL OUTCOMES:

 AN EXAMINATION OF RECENT FINDINGS
 IN ORGANIZATIONAL RESEARCH

 Research on diversity is a challenge to review, because it spans multi-
 ple disciplinary boundaries, assesses the effects of various types of diver-
 sity, focuses on many different dependent variables, and employs a wide
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 range of types of groups and settings. In selecting articles to include in
 our review of research findings on the effects of diversity, we scanned the
 last six years (1989-1994) of 13 leading research journals that publish
 empirical research in the management area' and chose empirical articles
 that referred to diversity as we have defined it above. We also used a
 form of snowball sampling and added empirical articles cited in our initial
 group of articles, but not published in these journals, to our review. The
 resulting group of 34 studies included examinations of diversity in groups
 at various levels of organizational functioning: boards of directors, top
 management groups, and organizational task groups, including studies
 of diversity in group composition, studies of superior-subordinate dyads,
 as well as some more general studies of minority attitudes and perfor-
 mance in organizations. We do not claim this to be an exhaustive review
 of the literature but rather a review that focuses on recent management
 research on diversity and its effects in organizational settings.

 We organize this review by the type of diversity studied, as we be-
 lieve this can help point out trends in the results of studies. Within each
 type of diversity, we have attempted to group the studies by the nature
 of the dependent variables (e.g., turnover, affective reactions like com-
 mitment or satisfaction, cognitive outcomes like creativity of solutions,
 communication-oriented outcomes, performance).

 Observable Individual Differences

 Diversity in race/ethnic background of group members. Most research-
 ers who examine how diversity in race or ethnic background affects groups
 have studied racial diversity in terms of the experiences of individuals
 who are dissimilar from the majority in the group or from their supervisor.
 Findings suggest that individuals who are different from their work units
 in racial or ethnic background tend to be less psychologically committed
 to their organizations, less inclined to stay with the organization, and
 more likely to be absent (Tsui et al., 1992). In a similar vein, Greenhaus,
 Parasuraman, and Wormley (1990) found that blacks tended to be less
 satisfied with their careers than whites, perceived themselves to be less
 accepted by their organizations, and felt that they had less discretion than
 whites in the same organization.

 Further, research on racial differences in performance ratings by su-
 pervisors indicates that blacks are generally rated lower than whites by
 supervisors (Lefkowitz, 1994; Mount, Hazucha, Holt, & Sytsma, 1995; Pu-
 lakos, Oppler, White, & Borman, 1989; Sackett & DuBois, 1991; Sackett,
 DuBois, & Noe, 1991; Waldman & Avolio, 1991) and that blacks are rated

 'We examined the Academy of Management Journal, Administrative Science Quarterly,
 American Journal of Sociology, American Sociological Review, Human Relations, Journal of
 Applied Psychology, Journal of Cross-Cultural Psychology, Journal of International Business
 Studies, Journal of Management, Journal of Management Studies, Organizational Behavior
 and Human Decision Processes, Organization Science, and the Strategic Management Journal.

 2 See Appendix for more details on the variables studied in each of the articles.

This content downloaded from 130.91.164.141 on Thu, 03 May 2018 18:49:01 UTC
All use subject to http://about.jstor.org/terms



 406 Academy of Management Review April

 lower than whites on both task- and relationship-related dimensions of
 performance (Greenhaus et al., 1990). Greenhaus and colleagues (1990)
 also found that blacks were assessed as having lower potential for promo-
 tion and were more likely to have plateaued in their careers. What is not
 entirely clear in the literature is whether the effects of race on performance
 ratings remain after ability and education are controlled for.

 In a recent study, Lefkowitz (1994) found evidence that recent hires
 who were black tended to be assigned to black supervisors more frequently
 than to white supervisors, a finding also reported by Waldman and Avolio
 (1991). Lefkowitz (1994) also found evidence that this segregation grew over
 time in that, when reassignments occurred, the likelihood of blacks ending
 up with black supervisors became even higher. He labeled this phenome-
 non ethnic drift.

 We were only able to find two studies that considered the effects of

 ethnic or racial diversity on group-level cognitive outcomes. Cox, Lobel,
 and McLeod (1991) found that ethnically diverse groups made more cooper-
 ative choices than all-Anglo groups in a two-party prisoner's dilemma
 game, a finding they suggest may reflect the fact that Anglos tend to be
 individualistic in their orientation, whereas members of other racial and
 ethnic groups tend to be more collectivist in their orientation (Earley, 1989).
 In another study, McLeod and Lobel (1992) found that groups that were
 heterogeneous with respect to the ethnic backgrounds of their members
 produced higher quality ideas in a brainstorming task than more homoge-
 neous groups did, although they did not necessarily produce more ideas
 or a greater number of unique ideas.

 In sum, the results of research on racial diversity in organizational
 groups suggest that people who are different from the majority race in an
 organization may not only experience less positive emotional responses
 to their employing organizations, but they are also likely to be evaluated
 less positively by their supervisors, and they are more likely to turn over.
 It seems likely that lower levels of attachment to the organization and
 lower performance ratings for minorities combine to drive minorities out
 of organizations at a faster rate than majority group members. There is
 also recent evidence of "ethnic drift" within organizations, with minorities
 disproportionately likely to end up in certain departments within the orga-
 nization. However, the results of a couple of studies suggest that racial
 diversity may be positively associated with some group-level cognitive
 outcomes such as quality of ideas. Finally, we believe it is important to
 note that we could find no research on the effects of racial diversity on
 top management groups or boards of directors.

 Diversity in nationality of group members. In a study of workers in the
 Netherlands, Verkuyten, de Jong, and Masson (1993) found that individuals
 who were not Dutch tended to be less satisfied with their jobs than their
 Dutch counterparts. The more time they spent with colleagues of similar
 ethnic backgrounds, however, the higher their level of satisfaction was.
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 In a study in Australia, Bochner and Hesketh (1994) found that people
 from countries that were different from Australia on Hofstede's dimensions
 of power distance and collectivism perceived more discrimination in their
 workplace than members of the in-group, but they valued cultural diversity
 more highly.

 In a longitudinal laboratory study of decision making in the United
 States, Watson and colleagues (1993) found that group diversity in nation-
 ality/ethnic background had different impacts on group process and per-
 formance at different time points in the experiment. Homogeneous groups
 reported significantly more effective processes than diverse groups for
 the first three periods, but the two types of groups were equal by the fourth
 period. Further, in the first time period, homogeneous groups scored higher
 than diverse groups on all performance measures, but in the last period,
 diverse groups scored higher on two aspects of performance (range of
 perspectives and alternatives generated), and overall performance was
 the same for both types of groups.

 The results of this research suggest that diversity in ethnic back-
 ground may have negative effects on individual and group outcomes early
 in a group's life, presumably because it takes some time for group members
 to get over their interpersonal differences on observable dimensions that
 tend to be associated with lower levels of initial attraction and social
 integration (O'Reilly et al., 1989). However, after this stage, once a certain
 level of behavioral integration (Hambrick, 1994) has been achieved, groups
 may be able to obtain benefits from the greater variety of perspectives
 inherent within a diverse group.

 Gender diversity. Research on the effects of gender diversity in groups
 points to a similar set of processes and results as those found in the case
 of racial diversity. Cummings and colleagues (1993) found that women
 were more likely to be absent and to experience turnover than were men.
 Tsui and colleagues (1992) found that people who were different from other
 members of their work unit in gender were less likely to be attached to their
 organizations, had higher frequencies of absence, and lower intentions to
 stay. They also found that belonging to the minority gender in workgroups
 appeared to have more negative effects on men than on women.

 Tsui and O'Reilly (1989) found that subordinates who were dissimilar
 from their supervisors in terms of gender experienced higher levels of role
 conflict and role ambiguity than subordinates who were of the same sex
 as their boss. In terms of performance evaluations, supervisors reported
 greater positive affect for subordinates of the same gender and tended to
 rate their performance more highly (Tsui & O'Reilly, 1989). Sackett and
 colleagues (1991) found that when women formed less than 20% of the
 group, they received lower performance ratings than the men did, but
 when their proportion was greater than 50%, they were rated higher than
 were men. They did not find any parallel effects of proportion of representa-
 tion on the performance ratings of men.
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 In a study of the effects of gender diversity on observers of a group,
 Ely (1994) found that women associates in law firms behaved differently
 toward their peers in firms that were male dominated than they did in
 firms that were more sex integrated at the partner level. In sex-integrated
 firms, women viewed female partners more positively and behaved in
 more supportive ways toward their peers. Ely (1994) argued that differences
 in the representation of women at the top altered the perceptions of lower
 level women about the likelihood of advancement in the firm, thereby
 affecting their behavior. The findings reported by Ely (1994) and Sackett
 and colleagues (1991) draw attention to Kanter's (1977) idea that the propor-
 tion of representation is likely to be an important variable in predicting
 the outcomes of diversity.

 In the time period we examined (1989-1994), we could find no studies
 of the impact of gender diversity on a group's cognitive functioning. Earlier
 research (Hoffman & Maier, 1961), however, found that gender diversity in
 groups facilitated creativity.

 Diversity in the ages of group members. Similar to groups that are
 diverse in race or gender, groups that have more diversity in terms of
 ages represented tend to have higher turnover rates (Jackson et al., 1991;
 O'Reilly et al., 1989; Wagner et al., 1984; Wiersema & Bird, 1993). Not surpris-
 ingly, the people who are different from their group members in terms of
 age are more likely to turn over (Cummings et al., 1993; O'Reilly et al.,
 1989; Wagner et al., 1984). Cummings and colleagues (1993) also found that
 people who were different from the group in terms of age tended to be
 absent more frequently and tended to receive lower performance ratings
 than people who were more similar in age. Also, subordinates who are
 dissimilar from their supervisors in age appear to experience higher levels
 of role ambiguity (Tsui & O'Reilly, 1989). Similar to racial and gender
 differences, age differences between a supervisor and a subordinate ap-
 pear to be related to lower levels olE positive affect for the subordinate on
 the part of the supervisor and indirectly to lower performance evaluations
 (Judge & Ferris, 1993).

 Zenger and Lawrence (1989) reported that a project group's diversity
 on age was negatively related to the frequency of communications within
 the project group. Research on the effects of age-related diversity on cogni-
 tive outcomes (i.e., innovation) suggests that there are few, if any, signifi-
 cant effects of age heterogeneity in top management groups (Bantel &
 Jackson, 1989; Wiersema & Bantel, 1992).

 Summary. The results of research on directly observable attributes
 appear to be fairly consistent. In general, the more diverse a group is with
 respect to gender, race, or age, the higher its turnover rate and the more
 likely it is that dissimilar individuals will turn over and be absent. Jackson
 and colleagues (1991) suggested that diversity may lead to discomfort for
 all members of a group, leading to lower integration within the group and
 a higher likelihood of turnover. There is also some evidence of negative
 affective reactions to observable differences on the part of supervisors-in

This content downloaded from 130.91.164.141 on Thu, 03 May 2018 18:49:01 UTC
All use subject to http://about.jstor.org/terms



 1996 Milliken and Martins 409

 that supervisors tend to perceive dissimilar subordinates less positively
 and tend to give them lower performance ratings.

 Three studies offer evidence that there may be benefits in terms of
 the number of alternatives considered in a decision-making task and the
 degree of cooperation within the group that accrue to groups that are
 diverse with respect to race or ethnic background (Cox et al., 1991;
 McLeod & Lobel, 1992; Watson et al., 1994). Watson and colleagues (1994)
 found, however, that these benefits occur only after a diverse group has
 been together for a while. The turnover of dissimilar members of groups
 suggests, however, that organizational groups may not be fully capitaliz-
 ing on the potential cognitive benefits of diversity. Further, prior to turning
 over, it is likely that individuals who feel that they are distant from other
 group members may feel alienated and withhold contributions to the
 group.

 Differences in Personality Characteristics and Values

 Although there are numerous studies of how underlying attitudes,
 personality characteristics, or cultural values may be associated with
 different patterns of behavior, in fact, very few organizational studies
 actually focus on how diversity in the composition of a group with respect
 to these characteristics affects outcomes for individuals or groups. Al-
 though we could try to infer how a group of individuals that was diverse
 with respect to these underlying attributes might behave, we thought that
 such inferences were beyond the scope of this article.

 We found two studies that may shed light on how diversity in values
 affects outcomes. Meglino, Ravlin, and Adkins (1989) found that value
 congruence between workers and their supervisors was positively related
 to satisfaction and commitment and marginally related to punctuality
 of the subordinate. An unexpected finding of this study was that value
 congruence was negatively related to performance, a finding that may be
 partially attributable to the fact that the job performance of these factory
 workers was more determined by machine speed than subjective evalua-
 tions made by supervisors. Also, as mentioned previously, Bochner and
 Hesketh (1994) found that people who were different from others in their
 work groups on Hofstede's dimensions of power distance and collectivism
 perceived that they were discriminated against more frequently but val-
 ued their differences more highly.

 Differences in Skills and Knowledge

 Educational background. Being different from one's colleagues in
 terms of level, or type, of education seems to increase the probability
 of turnover in both work groups as well as in top management teams
 (Cummings et al., 1993; Jackson et al., 1991). Jackson and colleagues (1991)
 noted, however, that this finding only held true for what they called non-
 elite top management team members. Unlike Jackson and colleagues
 (1991), Wiersema and Bantel (1993) failed to find significant effects of educa-
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 tional curriculum heterogeneity on top management team turnover in a
 sample of U.S. firms, after controlling for mean team tenure. In a study of
 Japanese firms, Wiersema and Bird (1993) found, however, that top manage-
 ment teams which had members who were dissimilar in terms of the
 prestige of the university from which they graduated had higher rates of
 turnover and it was the members who were most dissimilar who were
 more likely to turn over. Tsui and O'Reilly (1989) also found that similarity
 on educational level was positively related to supervisor affect for the sub-
 ordinate.

 On the organizational level of analysis, Wiersema and Bantel (1992)
 found that top management team heterogeneity on educational curriculum
 was positively related to firms' change in diversification strategies. They
 attribute this to the notion that diversity in educational perspectives is
 likely to facilitate organizational adaptation. In a later study (Smith et al.,
 1994), top management team heterogeneity with respect to educational
 level was found to be positively related to a firm's return on investment

 (ROI) and to growth in sales, a finding that presumably operates through
 some cognitive benefits of educational heterogeneity. However, Bantel
 and Jackson (1989) found that diversity in educational specialization had
 no effect on innovativeness of the top management team. Simons (1995)
 elaborated on these findings by suggesting that top management diversity
 in educational level would be advantageous only when the team used a
 process that allowed the team to surface its diversity in open debate. His
 results appear to support this hypothesis.

 Functional background. In reviewing the research on functional diver-
 sity in organizational groups, one is immediately struck by the absence
 of research on affective outcomes or turnover. In general, research on
 diversity in functional backgrounds focuses only on the question of
 whether functional diversity provides any cognitive advantages to a
 group.

 In a study of the top management groups of banks, Bantel and Jackson
 (1989) found, for example, that the more diverse the group was in terms
 of functional background, the greater the number of administrative innova-
 tions the bank had made. They did not, however, find any relationship
 between functional heterogeneity of the top team and the number of techni-
 cal innovations the bank made. Ancona and Caldwell's (1992) study of 45
 product teams indicated that functional diversity had a negative direct
 effect on innovation and team-rated performance, but it had a countervail-
 ing positive indirect effect on innovation through its association with an
 increased frequency of communication with those outside the project
 group. The negative direct effect of functional diversity on innovation may
 reflect the existence of greater process losses on diverse teams, which
 may slow the team's decision making. One of the benefits of functional
 diversity in project teams, however, may lie in the creation of linkages to
 those not on the team. Glick and colleagues (1993) found that functional
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 diversity in top management groups was associated with more frequent
 communication within the team as well.

 Korn, Milliken, and Lant (1992) found that increasing the functional
 diversity of the top management team was associated with positive perfor-
 mance returns (as measured by increases in returns on assets [ROA]) in
 the furniture industry but not in the software industry. This finding sug-
 gests that functional diversity in management teams may add value in
 terms of dealing with environmental complexity but that it may not facili-
 tate coping with environmental volatility. This argument is consistent
 with the logic Smith and colleagues (1994) used in predicting that heteroge-
 neity in functional backgrounds on top management teams would increase

 the use of bureaucratic control mechanisms, thereby slowing decision
 making and impeding firm performance in volatile industries. Their empir-
 ical results, however, did not support their predictions. They found that
 functional heterogeneity of the top management team had no effect on
 organizational performance (i.e., ROI, sales growth), nor did it have any
 effect on communication patterns or social integration. Simons (1995) might
 explain this finding by arguing that functional diversity will only be posi-
 tively associated with organizational performance when the team uses
 decision processes that allow debate.

 Overall, research suggests that more functionally diverse teams may
 be better linked into external networks, allowing them greater access to
 information. However, they also may suffer from larger "process losses"
 than less functionally diverse teams. The results of research, however,
 are not entirely consistent across contexts, which may reflect the need
 to think more carefully about the conditions under which the functional
 diversity of a team can be expected to yield decision-making or perfor-
 mance benefits. Notably missing is research on the effects of functional
 diversity on affective outcomes.

 Occupational background. Management research on the effects of
 diversity in occupational backgrounds has focused exlusively on top man-
 agement teams and boards of directors. Murray (1989), for example, found
 that occupational heterogeneity within the group of top level executives
 was negatively related to short-term performance in the oil industry. In
 the case of boards, heterogeneity in the occupational backgrounds of
 board members was found to be negatively related to resistance to green-
 mail (Kosnik, 1990) as well as to the likelihood that hospitals would make
 strategic changes (Goodstein, Gautam, & Boeker, 1994). These findings
 suggest that occupational diversity may create interaction difficulties and
 a low level of behavioral integration (Hambrick, 1994), thereby impeding
 action taking in groups of top managers or directors.

 Industry experience. The findings on the effects of diversity in industry
 experience appear to parallel the findings on diversity in occupational
 backgrounds in that the research is almost exclusively done on upper
 level organizational groups. Jackson and colleagues (1991) found that the
 more heterogeneous a top management team was with respect to experi-
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 ence outside the industry, the higher the rate of turnover on the team. Top
 management team members who were different from their counterparts
 on outside experience were more likely to turn over if they were so-called
 non-elite members of the team.

 Smith and colleagues (1994) found that the more heterogeneous a top
 management team was with respect to time in the industry, the lower
 the firm's ROI. This effect of diversity in experience appeared to operate
 through the negative association between diversity of this type and social
 integration as well as informality of communication. In other words, di-
 verse groups communicated more formally and were less well integrated,
 which presumably handicapped their ability to make high-quality strate-
 gic decisions for their firms.

 Organizational membership. Diversity in organizational membership
 is relevant for cross-organizational groups like boards of directors. The

 proportion of outside directors has been found to be positively related to
 resistance to greenmail (Kosnik, 1990) as well as to the degree of board
 involvement in corporate restructurings (Johnson, Hoskisson, & Hitt, 1993).
 A possible explanation for these results is that the presence of outside
 directors brings in a variety of extraorganizational perspectives that en-
 hance the potential for environmental analysis and more creative solu-
 tions to organizational problems (Rindova, 1994). Relatedly, outside direc-
 tors introduce a balance of power into the upper echelons of organizational
 functioning by representing shareholder interests that might not receive
 as much attention if the board was composed only of insiders. Goodstein
 and colleagues (1994), however, did not find any effect of the proportion
 of outside directors on the frequency of changes in hospital services.

 Summary. In contrast to the literature on observable types of diversity,
 most of which is done on lower level organizational groups, most research
 on skill-based diversity has been conducted at the top management team
 or board of directors level.

 Diversity along skill- or knowledge-based dimensions seems to have
 some positive cognitive outcomes for top management groups and project
 teams. One reason may be that diversity along these skill-based dimen-
 sions translates into a greater variety of perspectives being brought to
 bear on decisions and, thereby, increases the likelihood of creative and
 innovative solutions to problems. Also, problems such as those that a top
 management group deals with often require information input from a
 variety of functional areas within the organization. Communication be-
 tween the top management group and nonmembers may be more frequent
 and of higher quality when the team has representatives from many differ-
 ent areas of the organization (Ancona & Caldwell, 1992). However, there
 is also some evidence that groups that are diverse with respect to back-
 ground and skills may have integration problems similar to those of other
 diverse groups in that people who are different from their peers tend to
 be more likely to turn over.
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 Organizational Cohort Effects

 Organizational tenure. Arguments for cohort effects are based on the
 assumption that individuals identify with others who enter an organiza-
 tion or a department at the same time (Tsui et al., 1992) and that this
 identification, in turn, influences behavior. Consistent with this logic,
 Cummings and coauthors (1993) reported that individuals who were differ-
 ent from others in their job classification on tenure were more likely to
 turn over. Similarly, managers who are members of top management
 teams that are diverse with respect to tenure are more likely to turn over
 (Wagner et al., 1984). Tsui and colleagues (1992), however, found that being
 different in organizational tenure from the members of one's work unit
 was positively related to psychological commitment and intentions to stay
 and negatively related to frequency of absences. These authors explained
 their findings by arguing that the findings are an artifact of the fact that
 employees with the shortest tenure (those who could be expected to have
 high difference scores) were engaging in "good-employee" behaviors.

 At the supervisor-subordinate dyad level, similarity on job tenure was
 positively related to supervisor affect for the subordinate (Judge & Ferris,
 1993; Tsui & O'Reilly, 1989) and to performance ratings by supervisors
 (Tsui & O'Reilly, 1989). Tsui and O'Reilly (1989) also found that similarity
 on job tenure related negatively to subordinates' role ambiguity. This
 finding suggests that supervisors may identify with subordinates who
 have been with the company a similar amount of time, and this level
 of identification may influence behaviors such as how long they spend
 explaining the work as well as their evaluations of subordinates.

 Ancona and Caldwell (1992) found that variation in organizational
 tenure was positively related to task-related group processes (i.e., ability
 to define goals, develop workable plans, and prioritize work) and had an
 indirect positive impact (through group process) on team-rated perfor-
 mance and a direct negative impact on adherence to budgets and sched-
 ules. Further, they found that variation in organizational tenure was not
 related to communication outside the group. Zenger and Lawrence (1989),
 however, found that diversity in organizational tenure was negatively
 related to frequency of outside communication. Both of these findings are
 inconsistent with the results of studies on skill-based diversity, which
 suggest that diversity in the composition of groups may facilitate commu-
 nication with individuals outside the group.

 Diversity in organizational tenure also has been found to affect organi-
 zational performance. Murray (1989) found that temporal diversity (a combi-
 nation of variation in age, organizational tenure, and top management
 group tenure) within both the exclusive (all executives listed in the Dunn &
 Bradstreet Reference Book of Corporate Managements) and inclusive top
 management groups (only top executives) was positively related to long-
 term performance in the oil industry but not in the food industry, a finding
 that Murray (1989) attributes to the fact that the top management team is
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 more important in setting strategy in the oil industry than it is in the food

 industry, where the key group is the marketing department. In a study of
 firms in multiple industry settings, Wiersema and Bantel (1992), however,
 found no significant effects of top management team organizational tenure
 heterogeneity on the likelihood of changes in organizational strategy.
 Similarly, Bantel and Jackson (1989) found no effects of organizational
 tenure diversity on innovativeness of top management teams.

 Group tenure. Wiersema and Bantel (1993) found that top management
 team tenure heterogeneity did not significantly affect the likelihood of top
 management team turnover in a sample of Fortune 500 firms, but Wiersema
 and Bird (1993) found that it did have a significant effect on turnover in a
 sample of Japanese firms, controlling for retirement. O'Reilly and coau-
 thors (1989) found that heterogeneity in members' time of entry did not
 affect an individual's likelihood of turning over directly but rather affected
 it indirectly through turnover's relationship with group-level integration.
 Diversity in group tenure was negatively related to group-level social
 integration as well as to individual integration.

 Arguments for the impact of team tenure heterogeneity on organiza-
 tional actions are based on the idea that tenure heterogeneity reduces
 groupthink and increases creativity. Wiersema and Bantel (1992), however,
 did not find any significant effects of top management team tenure hetero-
 geneity on changes in organizational strategy. Further, Johnson and coau-
 thors (1993) found that board tenure heterogeneity and top management
 team tenure heterogeneity were not significantly related to the likelihood
 of the board's involvement in corporate restructuring. Smith and col-
 leagues (1994) reported no relationship between organizational perfor-
 mance indicators (return on assets, sales growth) and the diversity of the
 top management team in terms of tenure. Finally, diversity in outside
 directors' tenure was found to be negatively related to resistance to green-
 mail when top management had low equity interests (Kosnik, 1990).

 Summary. The studies we reviewed showed evidence that diversity in
 tenure may reduce social integration among group members and increase
 turnover. Consistent with these arguments is the finding that supervisors
 tended to display greater attraction toward subordinates who were similar
 to themselves regarding job tenure. The effects of diversity in organiza-
 tional tenure on group cognitive tasks are mixed.

 DISCUSSION

 When we reviewed this literature, we were struck by certain common
 patterns in the processes by which diversity affected individual, group,
 and organizational outcomes. In this section, we discuss four types of
 mediating variables that seem to affect the long-term outcomes (e.g., turn-
 over, performance) of diverse groups.

 Common Threads: The Role of Mediating Variables

 Affective consequences of diversity. Diversity in observable attributes
 has consistently been found to have negative effects on affective outcomes
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 (e.g., identification with the group, satisfaction) at both the individual and
 group levels of analysis. Further, greater negative effects have been found
 for diversity on race and gender than for diversity on age (Tsui et al., 1992),
 suggesting the possibility that the deep-seated prejudices some people
 hold against people who are different from themselves on race and gender
 may be adding to the difficulty of interaction for these groups.

 There is also clear evidence that groups with skill-based diversity
 seem to have greater coordination costs than groups composed of people
 with more homogeneous skills or backgrounds. In addition, diversity in
 organizational and group tenure also appears to be associated with lower
 social integration and higher turnover for the group as well as greater
 turnover for individuals who are different from the group. Further, supervi-
 sors appear to prefer subordinates who have similar organizational tenure
 and give them higher performance ratings.

 These findings are consistent with the idea that the more similar
 people are in background variables such as socioeconomic status or atti-

 tudes, the more attracted they are likely to be to each other, at least
 initially (Kanter, 1977; Pfeffer, 1983; Ziller, 1972), a phenomenon that when
 observed in friendship patterns is called homophily bias (McPherson &
 Smith-Lovin, 1987). One reason for this phenomenon is that people who
 are similar in backgrounds may have similar values, share common life
 experiences, and, therefore, find the experience of interacting with each
 other positively reinforcing. Even similarity on a variable such as time
 of entry into an organization may be important in affecting interaction
 frequency and attraction between people (Ancona & Caldwell, 1992; O'Re-
 illy et al., 1989; Pfeffer, 1983; Zenger & Lawrence, 1989). Group heterogene-
 ity, thus, may have a negative impact on individuals' feelings of satisfac-
 tion through decreasing individuals' sense of identification or social
 integration within the group (Ancona & Caldwell, 1992; O'Reilly et al.,
 1989; Smith et al., 1994).

 An interesting avenue for future research would be to explore the
 relative effects of different types of diversity in group composition on the
 affective reactions of group members. One might speculate, for example,
 that diversity on observable attributes creates more serious negative af-
 fective reactions than diversity on underlying attributes such as functional
 background or tenure. Another key area for research would lie in exploring
 the exact nature of the mediating processes connecting diversity with
 affective reactions such as decreased identification and satisfaction. For
 example, do members who are different than the majority identify less
 completely with the group because they are communicated with less fre-
 quently, or do they withdraw first and thereby decrease their availability
 for communication? It also would be useful to conduct research that di-
 rectly examined diversity in underlying beliefs, values, and prejudices
 (e.g., attitudes toward women).

 An interesting and important finding in this area is that negative
 affective outcomes of diversity in observable attributes appear to decrease
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 with the amount of time that the group stays together (Watson et al.,
 1993). In the future, researchers should try to replicate this finding in
 organizational groups; however, the turnover of dissimilar individuals
 must somehow be controlled for in these field studies.

 Cognitive consequences of diversity. The cognitive consequences of
 diversity refer to the effects diversity might have on the group's ability to
 process information, perceive and interpret stimuli, and make decisions.
 Research suggests that diversity in observable attributes (ethnicity and
 nationality) may affect the cognitive outcomes (number of alternatives
 considered, quality of ideas, degree of cooperation in complex tasks) in
 groups in potentially positive ways (Cox et al., 1991; McLeod & Lobel, 1992;
 Watson et al., 1993). Similarly, diversity on skill-based dimensions such
 as education, occupation, functional background, and industry experience
 also has generally been found to be associated with some cognitive bene-
 fits at the board, top management group, and organizational task group
 levels. There is, however, relatively little evidence for cognitive benefits
 of tenure diversity. Perhaps this is because tenure diversity is usually
 studied in boards and top management teams. The benefits of tenure
 diversity at this level may not be cognitive ones per se but symbolic ones,
 stemming from the ability of groups that are diverse with respect to tenure
 to secure cooperation from multiple cohort groups in the organization.

 The results of recent research on the impact of diversity on a group's
 decision-making capacity are consistent with several arguments that have
 been made in the literature for why diverse groups may be able to make
 higher quality decisions. The potential cognitive benefits of having a
 heterogeneous group stem from arguments that have to do with the impact
 of diversity on creativity (i.e., Hoffman & Maier, 1961; Nemeth, 1986) and
 requisite variety (Morrison, 1992; Weick, 1979). Nemeth (1986), for example,
 argued that the quality of reasoning in majority opinions is enhanced by
 the existence of consistent counterarguments from a minority. Further, it
 has been argued that advantages accrue to organizations that match their
 internal complexity to the level of complexity in the external environment
 (Lawrence & Lorsch, 1969), an argument that is similar to the notion of
 requisite variety (Weick, 1979). Morrison (1992), for example, argued that
 organizations need to become more diverse with respect to their employ-
 ees' characteristics to match the increased diversity of backgrounds repre-
 sented in their markets. Diversity in organizational decision-making
 groups may lead to higher quality decisions being made because the
 group thinks in more realistic and complex ways about its context.

 There are a number of unanswered questions, however. It is not clear,
 for example, whether the positive effects on cognitive outcomes of group
 diversity in observable attributes such as race or gender are due to differ-
 ences in these attributes per se or whether they are due to diversity in
 underlying attributes, such as cultural values, personalities, and so on,
 that may be associated with observable attributes. More research is
 needed that explores the exact mechanisms by which diversity on observ-
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 able attributes affects outcomes, both affective and cognitive. Further, it
 is not clear how much of the performance advantage of diverse groups
 is due to the advantages that diversity has for creating linkages with
 individuals outside the team.

 Symbolic consequences of diversity. In addition to affecting the qual-
 ity of task performance and members' affective reactions, diversity can
 have important effects on organizational outcomes because the composi-
 tion of some organizational groups has symbolic significance for both
 internal and external stakeholders (Ely, 1994; Hambrick, 1994; Pfeffer, 1981).

 We found only one researcher who examined the symbolic effects of
 diversity in observable attributes (Ely, 1994), suggesting rich possibilities
 for future research in this area. Ely's (1994) study of gender diversity sug-
 gests that one reason why achieving diversity in the composition of organi-
 zational groups, and in top management groups in particular, may be
 important is that people behave differently when they perceive that they
 have access to power and opportunity than they do when the organization
 seems less supportive of their advancement (Ely, 1994; Kanter, 1977).

 In the future, researchers could look at symbolic outcomes of other
 types of observable diversity (e.g., race, nationality) and extend the range
 of dependent variables (e.g., examine the impact on external constituents
 such as consumers). Another interesting question is whether the effects
 of observing a lack of representation of people with one's skills, education,
 and functional background at the top are the same as the effects of observ-
 ing few people of one's type in terms of race and gender (Ely, 1994;
 Kanter, 1977).

 Communication-oriented consequences of diversity. Members of di-
 verse groups appear to communicate more formally and, perhaps, less
 frequently with each other than members of less diverse groups, but they
 may communicate more frequently with those outside the group. One of
 the ways in which groups may benefit from skill-based diversity is the
 greater communication with nongroup members displayed by members
 of diverse groups (e.g., Ancona & Caldwell, 1988). This finding suggests
 that diversity may allow a group to better fulfill any boundary-spanning
 role it might have as well as to manage relations with the outside constit-
 uents on whom the group depends for resources, information, and/or accep-
 tance (Ancona & Caldwell, 1988). Additionally, such groups may be better
 able to benefit from the various "thought worlds" that characterize different
 departments within an organization (Dougherty, 1992).

 Figure 1 depicts a model of how diversity in the makeup of a group
 or an organization can affect individual-, group-, and organization-level
 outcomes. It depicts diversity as having direct effects on long-range out-
 comes such as performance and turnover as well as having effects that
 are mediated by the impact of diversity on the cognitive functioning of
 the group, the affective reactions of members, the communication pro-
 cesses, and the responses of observers or outsiders to the group, as well
 as the interaction of these factors.
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 More Future Research Directions

 Linkages between outcomes. A rich area for future management re-
 search lies in the exploration of how the mediating variables discussed
 above interact. For example, individuals' affective reactions to their
 groups are likely to affect their willingness to contribute effort and ideas

 to the group. People who feel less psychologically linked with other mem-
 bers of their group may not only be more inclined to leave the group, but
 they may also be less willing to take on assigned tasks and to participate
 in discussions. They also may engage in a kind of self-censorship, whereby
 they hold themselves back from contributing their thoughts to the group
 (Li, 1994). In such a case, a group might be said to have a level of realized

 diversity of inputs that was substantially lower than its potential diversity
 of inputs, given the group's composition.

 In addition, a group's performance and attribution processes are likely
 to be important in determining how people feel about their membership
 in a diverse group. If the group does well and members attribute their
 success to their diversity, they may begin to feel proud of their accomplish-
 ments as a group, which could foster higher levels of satisfaction and
 social integration within the group. Thus, receiving positive feedback
 about a group's performance may help to counteract some of the initial
 negative effects diversity can have on members' affective reactions to
 the group.

 The actions of observers also can have significant impacts on the
 affective and cognitive outcomes for a group. The primary means by which
 observers can affect the quality of a group's thinking and decisions is
 through their willingness to provide relevant and timely information and
 input to the discussions. This willingness is likely to be dependent on
 whether observers perceive the group as representing their interests. Fur-
 ther, prior research suggests that observers' reactions can also have an
 impact on members' affective reactions to the group. If the members of a
 group feel that observers of the group are reacting positively to them, then
 they are likely to feel higher levels of satisfaction with the group (Dutton &
 Dukerich, 1991). Internal and external observers may initially react more
 positively to a diverse group because more of them see themselves repre-
 sented in the group.

 The perception of diversity and the role of context. The context in
 which the group is interacting is a critical, and understudied, variable
 likely to affect how the diversity or heterogeneity of a group affects out-
 comes at all levels of analysis. Wiersema and Bird (1993: 1003) illustrated
 this in their study of the effects of diversity in Japanese versus U.S. compa-
 nies. They stated that although "there is less demographic variation in
 Japanese than in U.S. organizations . . . .because of sociocultural values
 and organizational processes specific to Japanese organizations, variation
 is actually noticed and acted upon more in Japanese than in U.S. organiza-
 tions."
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 Wiersema and Bird's (1993) finding that demographic differences
 seemed to matter more in Japanese than in U.S. organizations suggests
 that the amount of diversity or heterogeneity that will generate notice will
 vary as a function of the baseline. Thus, the perception of diversity may
 be a relative phenomenon (Blau, 1977). To the extent that perceived dissimi-
 larity is a relative phenomenon, then equal values on a diversity measure
 may have different effects in different settings. The idea that the context
 may affect whether differences are noticed and how they are reacted to
 is an important area for future research. It suggests that not only may
 proportions matter in determining people's reactions to dissimilar others

 in a group, but that people's sensitivity to differences may be a function
 of more general distributions in the social context in which organizations
 exist. The more heterogeneous or diverse an organization, the less likely
 diversity will be associated with integration problems in a group in that
 organization.

 The fact that diversity seems to have both a greater negative impact
 on whites than it does on nonwhites and on men than it does on women

 also suggests an important role for context in determining how people
 react to diversity (Tsui et al., 1992). These findings come from studies that
 have been conducted in the United States, a country in which white men
 traditionally have been the dominant group in society. As members of the
 majority group, incremental changes in the composition of the workforce
 actually may be more noticeable, and more disturbing, to white men than
 to women and minorities, who are accustomed to operating in an environ-
 ment in which they are not the majority. This change may help explain
 the backlash against diversity and diversity training programs in organi-
 zations (Mobley & Payne, 1993). The findings of these studies may have
 been different if they had been conducted in a context in which there was
 no dominant societal group.

 The tendency of groups and organizations to drive out diversity. One
 of the most striking and most important findings of research on diversity
 is that groups that are diverse have lower levels of member satisfaction
 and higher rates of turnover than more homogeneous groups. This is true
 across a wide range of types of diversity, including age, gender, racial/
 ethnic background, and tenure. Similarly, people who are different from
 others in their groups tend to be less satisfied, and individuals who are
 unlike their supervisors on these characteristics tend to receive lower
 performance evaluations. The consistency of these findings suggests the
 presence of a systemic problem, namely, that groups and organizations
 will act systematically to drive out individuals who are different from the
 majority, unless this tendency to drive out diversity is managed (Schnei-
 der, 1987).

 This finding is a manifestation of the tendency of people to identify
 with particular groups and then define these groups as the in-group and
 all other groups as out-groups, and it is the outcome of natural social
 processes. In the context of organizations, however, such processes will
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 tend to create what Kanter (1977) referred to as homosocial reproduction,
 resulting in the creation of very homogeneous top management groups
 that are not representative of the workforce. Maintaining diversity in orga-
 nizations, however, may be important for requisite variety and creativity
 and for achieving benefits associated with the symbolic processes of repre-
 sentation and access to power. Not only does the organization lose possible
 cognitive benefits of having diversity in the membership of its manage-
 ment teams, but the organization may be systematically affecting the
 behavior of all members who observe this homogeneity at the top and
 react to it in ways that are detrimental to the achievement of organizational
 goals (Ely, 1994). This tendency to drive out diversity is an extremely
 serious and systematic force that organizations that value diversity will
 have to develop mechanisms to counteract (Schneider, 1987).

 It is clear that there are cognitive and symbolic benefits of diversity.
 However, diversity also leads to serious affective costs. Is this a trade-off
 that organizations must make? If so, are there ways in which organizations
 can perform a balancing act between the costs and benefits of diversity?
 On the other hand, is it possible for organizations to get the best of both
 worlds by minimizing the affective costs and maximizing the cognitive
 and symbolic benefits of diversity? We believe that more research on the
 processes underlying the effects of diversity may hold the answers to
 these questions.
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 APPENDIX

 Dependent Variables

 Authors Nature of Sample Studied

 1. Race/Ethnic background

 Cox, Lobel, & McLeod, 136 undergraduate and graduate Affective Consequences:
 1991 students from a large public uni- Cooperative responses

 versity in the midwestern U.S.

 Task: Two-party Prisoner's Di-
 lemma

 Greenhaus, Parasura- 828 managers from 3 companies Affective Consequences:
 man, & Wormley, Sponsorship; Discre-
 1990 tion; Acceptance; Su-

 pervisory support; Ca-

 reer strategies; Career

 satisfaction

 Individual Performance:

 Job-performance eval-

 uations-relationship

 dimension & task di-

 mension; Promotability

 assessments; Career
 plateau

 Lefkowitz, 1994 369 clerical employees of a large Job assignment
 commercial bank Affective Consequences:

 Supervisor liking

 Individual Performance:

 Performance rating

 McLeod & Lobel, 1992 137 undergraduate and graduate Cognitive Consequences:
 students Number of ideas; Num-

 Task: Brainstorming task ("Tourist ber of unique ideas;
 Problem") Quality of ideas

 Mount, Hazucha. Holt, 22,431 managers at various levels Individual Performance:
 & Sytsma, 1995 of management Subjective performance

 rating

 Pulakos, Oppler, White, 6,377 supervisors and 8,174 peers Individual Performance:
 & Borman, 1989 rating first-term soldiers in 19 Subjective performance

 U.S. military occupational spe- rating (technical skill
 cialties. A total of 39,537 rater- and job effort; personal
 ratee pairs. discipline; and military

 bearing)

 Sackett & DuBois. 1991 Civilian study: Between-ratee- Individual Performance:
 12,022 white rate & rater; 661 white Subjective performance
 ratee, black rater; 5,972 black rate, rating
 white rater; 1,110 black ratee &
 rater. Within-ratee-286 white &

 331 black ratees. Militarystudy: Be-
 tween-ratee- 18,294 white ratee &

 rater; 7,391 white ratee, black rater;
 5.745 black rate, white rater; 4,700
 black ratee & rater. Within-ratee-
 1.259 white & 561 black ratees.
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 Dependent Variables

 Authors Nature of Sample Studied

 Sackett, DuBois, & Noe, First set of analyses: 486 job-firm Individual Performance:
 1991 combinations. Second set of Performance ratings

 analyses: 814 job-firm combina-
 tions.

 Tsui & O'Reilly, 1989 272 superior-subordinate dyads in Affective Consequences:
 a Fortune 500 multidivisional Supervisor's liking f or
 company subordinate; Subordi-

 nate's role ambiguity;

 Subordinate's role con-

 flict

 Individual Performance:

 Performance effective-

 ness of subordinate

 Tsui, Egan, & O'Reilly, 151 work units in 3 large firms Affective Consequences:
 1992 Psychological commit-

 ment; Absences; Inten-

 tion to stay

 Waldman & Avolio, 21,547 employees in 10 occupa- Individual Performance:
 1991 tional categories Performance ratings

 Watson, Kumar, & 173 upper-level undergraduates, Cognitive Consequences:
 Michaelson, 1993 divided into 36 workgroups Range of perspectives;

 Task: Four group tasks (case anal- Problem identification;
 yses) performed at approxi- Alternatives generated;
 mately one-month intervals Quality of solutions;

 Overall performance

 (average of above four)
 Affective Consequences:

 Group process (as-

 sessed using Watson &

 Michaelson's 1988

 scale)

 2. Nationality

 Bochner & Hesketh, 263 employees (from 28 countries) Affective Consequences:
 1994 of a large Australian Bank Work-related friction;

 Perceived discrimina-

 tion; Attitudes toward
 multiculturalism;

 Counternormative at-
 titudes and behavior

 Verkuyten, de Jong, & 1693 civil servants (including 681 Affective Consequences:
 Masson, 1993 belonging to ethnic minorities) Job satisfaction

 in Rotterdam

 Watson, Kumar, & Mi- 173 upper-level undergraduates, Cognitive Consequences:
 chaelson, 1993 divided into 36 workgroups Range of perspectives;

 TASK: Four group tasks (case Problem identification;
 analyses) performed at approxi- Alternatives generated;
 mately one-month intervals Quality of solutions;

 Overall performance
 (average of above four)
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 Dependent Variables

 Authors Nature of Sample Studied

 Affective Consequences:
 Group process (as-

 sessed using Watson &
 Michaelson's 1988

 scale)

 3. Gender

 Cummings, Zhou, & 176 employees from 43 offices of 2 Affective Consequences:

 Oldham, 1993 divisions of a state government Absenteeism
 Long-term Consequences:

 Turnover

 Individual Performance:

 Performance

 Ely, 1994 30 women associates in law firms Consequences for Ob-
 (15 in male-dominated firms servers: Hierarchical

 and 15 in sex-integrated firms) relationships between
 women; Peer relation-

 ships among women

 Pulakos, Oppler, White, 6,377 supervisors and 8,174 peers Individual Performance:

 & Borman, 1989 rating first-term soldiers in 19 Subjective performance
 U.S. military occupational spe- rating (technical skill
 cialties. A total of 39,537 rater- and job effort; personal

 ratee pairs. discipline; and military

 bearing)

 Sackett, DuBois, & Noe, First set of analyses: 486 job-firm Individual Performance:

 1991 combinations. Second set of Performance ratings
 analyses: 814 job-firm combina-

 tions.

 Tsui & O'Reilly, 1989 272 superior-subordinate dyads in Affective Consequences: Su-

 a Fortune 500 multidivisional pervisor's liking for subor-
 company dinate; Subordinate's role

 amrbiguity; Subordinate's
 role conflict

 Individual Performance:

 Performance effective-

 ness of subordinate

 Tsui, Egan, & O'Reilly, 151 work units in 3 large firms Affective Consequences:

 1992 Psychological commit-

 ment; Absences; Inten-

 tion to stay

 4. Age

 Bantel & Jackson, 1989 TMTs of 199 banks in 6 states Cognitive Consequences:

 Technical innovation;

 Administrative innova-

 tion; Total innovation

 Cummings, Zhou, & 176 employees from 43 offices of 2 Affective Consequences:

 Oldham, 1993 divisions of a state government Absenteeism

 Long-term Consequences:
 Turnover
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 Dependent Variables

 Authors Nature of Sample Studied

 Individual Performance:

 Performance

 Jackson, Brett, Sessa, 93 top management teams in bank Long-term Consequences:

 Cooper, Julin, & Pey- holding companies Turnover
 ronnin, 1991

 Judge & Ferris, 1993 81 registered nurses and their su- Affective Consequences:
 pervisors, from a hospital in Supervisor's affect to-
 central Illinois ward subordinate

 Individual Performance:

 Performance ratings

 O'Reilly, Caldwell, & 20 work units with 79 employees Affective Consequences:

 Barnett, 1989 Group-level social inte-
 gration; Individual-level

 social integration

 Long-term consequences:

 Turnover

 Tsui & O'Reilly, 1989 272 superior-subordinate dyads in Affective Consequences: Su-
 a Fortune 500 multidivisional pervisor's liking for subor-
 company dinate; Subordinate's role

 ambiguity; Subordinate's
 role conflict

 Individual Performance:

 Performance effective-

 ness of subordinate

 Tsui, Egan, & O'Reilly, 151 work units in 3 large firms Affective Consequences:

 1992 Psychological commit-
 ment; Absences; Inten-

 tion to stay

 Wiersema & Bantel, TMTs of 87 firms drawn from the Long-term Consequences:

 1992 1980 Fortune 500 Change in strategy

 Wiersema & Bird, 1993 220 executives forming the execu- Long-term Consequences:

 tive committees of 40 firms lis- Top team turnover; Top
 ted on the Tokyo Stock Ex- team turnover con-
 change trolled for retirement

 Zenger & Lawrence, 88 engineers and engineering Cognitive Consequences:

 1989 managers from a research divi- Frequency of technical
 sion of a medium-sized elec- communication inside

 tronics firm in the U.S. project groups; Fre-

 quency of technical

 communication outside

 project groups

 5. Personality Characteristics and Values

 Bochner & Hesketh, 263 employees (from 28 countries) Affective Consequences:

 1994 of a large Australian Bank Work-related friction;
 Perceived discrimina-
 tion; Attitudes toward

 multiculturalism;

 Counternormative at-
 titudes and behavior
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 Dependent Variables
 Authors Nature of Sample Studied

 Meglino, Ravlin, & Ad- 191 production workers, 17 super- Affective Consequences:

 kins, 1989 visors, and 13 managers from a Satisfaction; Organiza-
 large industrial products manu- tional commitment; At-

 facturing plant in the southeast- tendance

 ern U.S. Individual Performance:

 Performance evalua-

 tion; Efficiency

 6. Educational background

 Bantel & Jackson, 1989 TMTs of 199 banks in 6 states Cognitive Consequences:
 Technical innovation;

 Administrative innova-

 tion; Total innovation

 Cummings, Zhou, & 176 employees from 43 offices of 2 Affective Consequences:

 Oldham, 1993 divisions of a state government Absenteeism

 Long-term

 Consequences:

 Turnover

 Individual Performance:

 Performance

 Jackson, Brett, Sessa, 93 top management teams in bank Long-term Consequences:

 Cooper, Julin, & holding companies Turnover

 Peyronnin, 1991

 Simons, 1995 TMT members of 57 electronic Organizational Perfor-

 component manufacturing firms mance: Change in

 sales; Change in

 profitability

 Smith, Smith, Olian, 230 TMT members from 53 single- Processes: Social integra-

 Sims, O'Bannon, & business, technology-based tion; Informality of com-
 Scully, 1994 firms munication; Communi-

 cation frequency

 Organizational Perfor-

 mance: Return on in-

 vestment; Sales growth

 Tsui & O'Reilly, 1989 272 superior-subordinate dyads in Affective Consequences:

 a Fortune 500 multidivisional Supervisor's liking for
 company subordinate; Subordi-

 nate's role ambiguity;

 Subordinate's role con-
 flict

 Individual Performance:

 Performance effective-

 ness of subordinate

 Tsui, Egan, & O'Reilly, 151 work units in 3 large firms Affective Consequences:

 1992 Psychological commit-

 ment; Absences; Inten-

 tion to stay

 Wiersema & Bantel, TMTs of 87 firms drawn from the Long-term Consequences:

 1992 1980 Fortune 500 Change in strategy
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 Dependent Variables
 Authors Nature of Sample Studied

 Wiersema & Bantel, TMTs of 85 Fortune 500 (1980) firms Long-term Consequences:
 1993 Team turnover

 Wiersema & Bird, 1993 220 executives forming the execu- Long-term Consequences:

 tive committees of 40 firms lis- Top team turnover; Top
 ted on the Tokyo Stock Ex- team turnover con-
 change trolled for retirement

 7. Functional background

 Ancona & Caldwell, 45 new product teams (409 respon- Affective Consequences:
 1992 dents) in 5 high-technology Group process (task-re-

 companies lated)

 Cognitive Consequences:

 External communica-

 tion; Technical inno-
 vation

 Group Performance: Ad-

 herence to budget and

 schedule; Team-rated

 performance

 Bantel & Jackson, 1989 TMTs of 199 banks in 6 states Cognitive Consequences:
 Technical innovation;

 Administrative innova-

 tion; Total innovation

 Glick, Miller, & Huber, 79 top management teams of stra- Processes: Communica-
 1993 tegic business units tion frequency; Group

 cohesiveness, compre-

 hensiveness of plan-

 ning

 Korn, Milliken, & Lant, 78 firms in the furniture and com- Organizational Perfor-
 1992 puter software industries mance: Future perform-

 ance

 Simons, 1995 TMT members of 57 electronic Organizational Perfor-
 component manufacturing firms mance: Change in sales;

 Change in profitability

 Smith, Smith, Olian, 230 TMT members from 53 single- Processes: Social integra-
 Sims, O'Bannon, & business, technology-based tion; Informality of
 Scully, 1994 firms Communication; Com-

 munication Frequency

 Organizational Perfor-
 mance: Return on in-

 vestment; Sales growth

 8. Occupational background

 Goodstein, Gautam, & 334 hospitals in California Organizational Perfor-
 Boeker, 1994 mance: Strategic

 change (service addi-

 tions, service divesti-

 tures, service reorgani-

 zations)
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 Dependent Variables

 Authors Nature of Sample Studied

 Kosnik, 1990 53 U.S. companies that had paid Organizational Perfor-
 greenmail and 57 U.S. compa- mance: Resistance to
 nies that had resisted playing greenmail

 greenmail between 1979 and

 1983

 Murray, 1989 TMGs of 26 integrated oil compa- Organizational Perfor-
 nies and 58 food companies mance: Short-term per-

 TMGs divided into inclusive formance; Long-term

 group (all executives included performance

 in D&B reference book and ex-

 clusive group (only top execu-

 tives)

 9. Industry experience

 Jackson, Brett, Sessa, 93 top management teams in bank Long-term Consequences:
 Cooper, Julin, & holding companies Turnover
 Peyronnin, 1991

 Smith, Smith, Olian, 230 TMT members from 53 single- Processes: Social integra-
 Sims, O'Bannon, & business, technology-based tion, Informality of com-
 Scully, 1994 firms munication; Commu-

 nication frequency

 Organizational Perfor-

 mance: Return on in-

 vestment; Sales growth

 10. Organizational membership

 Goodstein, Gautam, & 334 hospitals in California Organizational Perfor-
 Boeker, 1994 mance: Strategic

 change (service addi-

 tions, service divesti-

 tures, service reorgani-

 zations)

 Johnson, Hoskisson, & 92 manufacturing firms that had Organizational Perfor-
 Hitt, 1993 voluntarily restructured be- mance: Board involve-

 tween 1985 and 1990 ment in corporate res-

 tructuring

 Kosnik, 1990 53 U.S. companies that had paid Organizational Perfor-
 greenmail and 57 U.S. compa- mance: Resistance to
 nies that had resisted paying greenmail

 greenmail between 1979 and
 1983

 11. Organizational tenure

 Ancona & Caldwell, 47 new product teams (409 respon- Affective Consequences:
 1992 dents) in 5 high-technology Group process (task-re-

 companies lated)

 Cognitive Consequences:
 External communica-

 tion; Technical inno-
 vation
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 Dependent Variables
 Authors Nature of Sample Studied

 Group Performance: Ad-
 herence to budget and

 schedule; Team-rated

 performance

 Bantel & Jackson, 1989 TMTs of 199 banks in 6 states Cognitive Consequences:
 Technical innovation;

 Administrative innova-

 tion; Total innovation

 Jackson, Brett, Sessa, 93 top management teams in bank Long-term Consequences:
 Cooper, Julin, & Peyr- holding companies Turnover
 onnin, 1991

 Cummings, Zhou, & 176 employees from 43 offices of 2 Affective Consequences:
 Oldham, 1993 divisions of a state government Absenteeism

 Long-term Consequences:

 Turnover

 Individual Performance:

 Performance

 Judge & Ferris, 1993 81 registered nurses and their su- Affective Consequences:
 pervisors, from a hospital in Supervisor's affect to-
 central Illinois ward subordinate

 Individual Performance:

 Performance ratings

 Murray, 1989 TMGs of 26 integrated oil compa- Organizational Perfor-
 nies and 58 food companies mance: Short-term per-

 TMGs divided into inclusive group formance; Long-term
 (all executives included in D&B performance
 reference book) and exclusive

 group (only top executives)

 Simons, 1995 TMT members of 57 electronic Organizational Perfor-
 component manufacturing firms mance: Change in sales;

 Change in profitability

 Tsui & O'Reilly, 1989 272 superior-subordinate dyads in Affective Consequences: Su-
 a Fortune 500 multidivisional pervisor's liking for subor-
 company dinate; Subordinate's role

 ambiguity; Subordinate's
 role conflict

 Individual Performance:

 Performance effective-

 ness of subordinate

 Tsui, Egan, & O'Reilly, 151 work units in 3 large firms Affective Consequences:
 1992 Psychological commit-

 ment; Absences; Inten-
 tion to stay

 Wagner, Pfeffer, & 599 managers from 31 1976 For- Affective Consequences:
 O'Reilly, 1984 tune 500 firms Top management like-

 lihood of staying

 Long-term Consequences:
 Top management turnover
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 Dependent Variables

 Authors Nature of Sample Studied

 Wiersema & Bantel, TMTs of 87 firms drawn from the Long-term Consequences:
 1992 1980 Fortune 500 Change in strategy

 Wiersema & Bird, 1993 220 executives forming the execu- Long-term Consequences:
 tive committees of 40 firms lis- Top team turnover; Top
 ted on the Tokyo Stock Ex- team turnover con-
 change trolled for retirement

 Zenger & Lawrence, 88 engineers and engineering Cognitive Consequences:
 1989 managers from a research divi- Frequency of technical

 sion of a medium-sized elec- communication inside

 tronics firm in the United States project groups; Fre-
 quency of technical

 communication outside

 project groups

 12. Group tenure

 Johnson, Hoskisson, & 92 manufacturing firms that had Organizational Perfor-
 Hitt, 1993 voluntarily restructured be- mance: Board involve-

 tween 1985 and 1990 ment in corporate res-
 tructuring

 Kosnik, 1990 53 U.S. companies that had paid Organizational Perfor-
 greenmail and 57 U.S. compa- mance: Resistance to
 nies that had resisted paying greenmail
 greenmail between 1979 and
 1983

 O'Reilly, Caldwell, & 20 work units with 79 employees Affective Consequences:
 Barnett, 1989 Group-level social inte-

 gration; Individual-

 level social integration

 Smith, Smith, Olian, 230 TMT members from 53 single- Processes: Social integra-
 Sims, O'Bannon, & business, technology-based tion; Informality of com-
 Scully, 1994 firms munication; Commu-

 nication frequency

 Organizational Perfor-
 mance: Return on in-

 vestment; Sales growth

 Wiersema & Bantel, TMTs of 87 firms drawn from the Long-term Consequences:
 1992 1980 Fortune 500 Change in strategy

 Wiersema & Bantel, TMTs of 85 Fortune 500 (1980) firms Long-term Consequences:
 1993 Team turnover

 Wiersema & Bird, 1993 220 executives forming the execu- Long-term Consequences:
 tive committees of 40 firms Top team turnover; Top
 listed on the Tokyo Stock Ex- team turnover con-
 change trolled for retirement

 Zenger & Lawrence, 88 engineers and engineering Cognitive Consequences:
 1989 managers from a research divi- Frequency of technical

 sion of a medium-sized elec- communication inside
 tronics firm in the United States project groups; Fre-

 quency of technical

 communication outside
 project groups
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