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ABSTRACT
increasingconcerns about the work experiences of women and ethnic minorities
have spawned various organization-based interventions for "managing diversity." Yet
the organizational literature offers little guidance for designing and evaluating such
efforts. Furthermore, much of the available research emphasizes static comparisons
between groups ofemployees who differ with respect to their demographic attributes.
In contrast,a full understanding of diversity requires attending to cognitive, affective,
and behavioral phenomena inherent in social interaction. This paper presents a broad
framework' for studying diversity that focuses on its impact on socialization proces
for oldtimerssand newcomers within work teams, for it is during the socialization
phase of group life that relations among team members are established and
routinized. Key components comprising the framework cross multiple levels of
analysis and include: demographic and personal attributes (e.g., sex, ethnicity);
intrapersonal mediating processes (self-concept, affect, social cognitions);
interpersonal manifestations (e.g., communications, roles); and subsequent, more
distal consequences (performance, power and influence, development, membership
stability). Numerous propositions about the relationships among these phenomena
are derived from existing evidence and offered to stimulate new research.

Research in Organizational Behavior, Volume 15, pages 45-109.
Copyright © 1993 by JAI Press Inc.
All rights of reproduction in any form reserved.
ISBN: 1-55938-522-7



46

	

SUSAN E. JACKSON, VERONICA K. STONE, and EDEN B. ALVAREZ

During the past five years, concern over the implications of the increasingly
diverse nature of the workforce has grown. In the wake of the Hudson
Institute's influential reports titled Workforce 2000 (Johnston & Packer, 1987)
and Opportunity 2000 (Bolick & Nestleroth, 1988), newspapers and business
magazines have focused the public's attention with stories about ambitious new
"managing diversity" initiatives being implemented by many organizations.
Although these initiatives differ in a number of ways, generally they are
designed to improve an organization's ability to manage a work force that
includes employees of varying genders, ages, races, ethnicities, values, skills,
and lifestyles. The goal is to enable all employees to realize their full potential
(Thomas, 1992) while contributing to organizational effectiveness.

The consequences of work force diversity are pervasive and broad-ranging:
Diversity uniquely shapes the experiences of individuals, dyads, groups,
relations between groups, organizations as wholes, and even relations between
organizations (see Jackson, May, & Whitney, forthcoming). The pervasive
consequences of diversity mean that organizations should design any new
initiatives with an awareness of how all of these phenomena might be impacted.
Research programs, on the other hand, are better served by more focused
attention. In this paper, we focus on the question of how diversity shapes
intrapersonal and interpersonal processes that unfold during the socialization
phase in the life of a work team.

In order to address the question of how diversity impacts these socialization
processes this paper takes the reader on a journey that begins with a brief look
at the environmental forces that are pushing the topic of diversity onto the
business agenda. Understanding this is an important first step for researchers
because it highlights the multifaceted nature of diversity. Having broadly
described the environmental context, we present a framework for discussing
the consequences of diversity.

The framework we adopt treats teams as dynamic social systems with a
definable life course, which can be characterized by several phases that unfold
developmentally over time. Undoubtedly, diversity impacts team functioning
throughout the team's entire life course. In this paper, however, we focus only
on the role diversity plays during socialization because it is during this period
that many patterns of interaction are negotiated and routinized. Assuming that
group relations are continually in flux, we treat socialization as a phase that
occurs early in a team's life. It is not a state or endpoint to be achieved. Instead,
socialization is a dynamic period during which the team attempts to assimilate
newcomers and newcomers attempt to achieve accommodation from the team
(e.g., see Ashford & Tsui, 1991; Bell & Staw, 1989; Feldman & Brett, 1983;
E. Morrison, 1992a, 1992b). During the socialization phase, the uncertainty
created by shifting membership is transformed into predictable patterns of
interaction, which are then more or less maintained until the team's
membership again changes. Because the imprint of the socialization phase is
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carried forward to influence the team in later phases, is has special significance
for understanding the interpersonal dynamics observed in established work
teams and for understanding how and why diversity impacts work team
effectiveness.

WHY IS "MANAGING DIVERSITY"
ON THE ORGANIZATIONAL AGENDA?

The New EEO Era

For some organizations, today's managing diversity efforts have their roots
in the affirmative action programs of the 1960s and 1970s. Then, the social
agenda included correcting the effects of past discrimination and preventing
further discrimination. The method for achieving this was to increase the work
opportunities for members of groups that had been discriminated against in
the past, especially women and members of ethnic minority groups.
Organizations-which up until that point were populated predominantly by
white males-began to develop affirmative action programs to actively recruit
and hire "nontraditional" employees. Due in part to the success of affirmative
action programs, today's work force is more heterogeneous. However, this
heterogeneity is concentrated primarily in the lower and middle rungs of the
organizational hierarchy (Morrison & Von Glinow, 1990), suggesting the
presence of a glass ceiling.

Of course, women and members of ethnic minority groups are not the only
ones experiencing glass ceilings. Lesbians and gay men, who are increasingly
vocal in the workplace, have long felt pressured to deny or hide their sexual
identities out of fear of having their careers sidetracked (Stewart, 1991).
Currently, both changing legislation (e.g., the Americans with Disabilities Act
of 1990) and changing labor market demographics are expanding the number
of employee characteristics to which employers must be sensitive.

Paradoxically, at the same time as organizations are being alerted to the
apparent presence of glass ceilings, white males are becoming more vocal in
expressing their dissatisfaction with affirmative action programs, which some
people perceive as tantamount to "reverse discrimination" (e.g., Deutsch, 1991;
"Race in the Workplace," 1991; Solomon, 1991). Also, a growing number of
women and minority group members are realizing that programs that target them
for special attention can have unintended negative side-effects (e.g., Carter, 1991;
DeLuca & McDowell. 1992; Heilman, Lucas, & Kaplow, 1990; Williams, 1987).

Employers' rising concerns about the best way to manage diversity reflect
concerns of the larger society. But social and political forces are not the only
reasons behind organizations' growing interest in the issue of managing
diversity. Combining with these are several other forces that seem to make
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the challenge of managing diversity all the more pressing, including: slower
growth in the labor supply; substantial changes in work force demographics;
globalization; and new organization designs that rely relatively more on work
teams as basic building blocks.

Slow Growth in Labor Supply

One of the more salient forces currently experienced by employers is the
tightening of the supply of qualified employees. According to one survey
(Towers Perrin & Hudson Institute, 1990), shortages of technical, secretarial,
clerical, professional, and supervisory/ management skills make recruiting
difficult now for at least half of U.S. employers, and the problem is expected
to worsen in the near future. Particular types of labor shortages are slightly
worse in some geographic regions and in some industries, but regional and
industry variations are relatively minor-the problem is pervasive within the
United States and is likely to become worse when the economy recovers from
the current recession and begins to expand. Developing a corporate image of
being "friendly" toward nontraditional employees appears to be one tactic
employers can use to compete in such a labor market ("Welcome to the
Woman-friendly Company," 1990).

Changing Work Force Demographics

Gender Diversity

In the late 1950s, when many of today's CEOs were entering the labor force
as young professionals, they were being joined almost exclusively by other men.
At that time, men were receiving 95% of the MBA degrees awarded and 90%
of the bachelors degrees in business. As these men finish their careers 30 years
later, women are receiving approximately 31% of the MBA degrees awarded,
30% of the law degrees, 13% of engineering degrees (Butruille, 1990), and half
of all undergraduate degrees. Women, as a group, are now better educated
than before and more of them are in the labor force. The result is that by the
year 2000, the work force is expected to be almost completely balanced with
respect to gender. Because women represent such a large portion of the work
force, maximizing their level of productivity is essential to competitiveness, yet
male executives readily admit that women still face discriminatory barriers to
development and advancement (Edwards, 1991; Fierman, 1990).

Diverse Ethnic Cultures

Cultural diversity is another frequently noted change in the U.S. work force.
Workforce 2000 projections indicate that during this decade, only 58% of labor
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force entrants will come from the "majority" population of whites born in the
United States. Nearly one-fourth of new entrants are expected to be
immigrants. African-Americans will account for most of the remainder of new
entrants. The use of broad labels such as "immigrant," "white American,"
"African-American," "Hispanic-American," "American Indian," and "Asian-
American" reveal only a small part of the story, however, for within each of
these broad categories are many distinct ethnic cultures and subcultures. For
example, the 1990 U.S. Census included 11 different categories for Asian-
American respondents to use to describe their ancestry, 8 categories for
respondents with Pacific Island ancestry, 4 categories for respondents of
Hispanic origin, 16 categories for white native respondents, as well as separate
categories for American Indians, Eskimos, and Aleuts. Given that ethnic
heritage often has a substantial impact even on second- and third-generation
citizens (Fugita & O'Brien, 1991; Mydans, 1991), it is clear that domestic firms,
as well as international firms, must learn to manage cultural diversity
effectively.'

Age Diversity

In developed countries such as the United States, the median population
age has been increasing steadily. The result is a bulging cohort of "older"
employees trying to climb a very crowded corporate ladder. The plight of this
cohort is further exacerbated by recent waves of downsizings and restructurings
made in response to competitive pressures. As corporations reduce layers of
hierarchy and become flatter, previously segregated generations of employees
find themselves working together and even rotating jobs among themselves.
The combination of changes in the age distribution of employees and flatter
organizational structures means that four generations of workers can find
themselves working side by side ("Managing Generational Diversity," 1991).
Even if employees from these four generations all shared a similar ethnic
background, they would nevertheless differ in their values and attitudes about
work (see Elder, 1975; Howard & Bray, 1988; "Work Attitudes," 1986), their
physical and mental functioning (Rhodes, 1983), and everyday concerns
reflecting their differing stages in the life cycle.

Globalization

The globalization of business activities is another force pushing issues of
diversity into the foreground. As trade barriers fall, foreign sourcing sometimes
becomes more attractive and new growth opportunities are created. To capture
large shares of foreign markets, offshore production plants, licensing
agreements and joint ventures with foreign-based firms are often desirable and
sometimes necessary. The speed of globalization in the business world is
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suggested by a recent worldwide survey of over 12,000 managers: 45% of
respondents in large companies reported that their employing organization had
expanded internationally during the past two years (Kanter, 1991). At the very
least, these expansions require cross-cultural interactions for top-level
managers; in many organizations technical experts and other nonexecutives
also are more likely to find themselves working with colleagues from different
cultural backgrounds. The diversity issues inherent in such a scenario parallel
those that have arisen from the ethnic diversity of our domestic work force.
The high rates and high cost of expatriate failures and unsuccessful or
conflictual international alliances experienced by U.S. companies are yet
another force that is heightening the business community's awareness of the
potential value of managing diversity effectively.

More Teamwork

The industrial revolution led organizations to design jobs in ways that keep
task interdependence to a minimum (e.g., see Piore & Sable, 1984). In search
of ever-greater efficiency, the predominant approach to job design for most
nonprofessional jobs has been to break work into small tasks that individuals
can repeatedly perform throughout the day, more or less independently of other
employees.

Recently, a number of forces have pushed organizations to redesign jobs
in ways that increase task interdependence for nonprofessional as well as
professional jobs. One such force was the emergence of Japanese businesses
as major U.S. competitors, which stimulated many companies to experiment
with group-based interventions. Another reason for redesigning jobs to
emphasize teamwork is that multifunction/ multidepartment teams are believed
to improve a company's competitiveness in a number of ways, for example
by facilitating production quality (see Banas, 1988; see also Walton &
Hackman, 1986), innovation (Kanter, 1988, 1989), and the development of new
products that will be acceptable to customers and easy to produce (Dumaine,
1990). For these and other reasons, some observers of the American business
scene are now predicting that self-managing work teams who have control over
the management and execution of their tasks are the "wave of the future" (see
Hoerr, 1989). A recent survey of nearly 3,000 managers from around the world
indicates that the growing interest in teamwork is a global phenomenon
(Towers Perrin, 1991). This trend toward greater reliance on work teams, in
combination with the increasing diversity of the work force, will almost
certainly force employers to find new approaches to managing diversity.

The Need for Research on Diversity

In response to the environmental forces discussed above, organizations are
experimenting with a wide variety of interventions (e.g., see Jackson &
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Associates, 1992; Jamieson & O'Mara, 1991; Thomas, 1991). Unfortunately,
due to the lack of scientific research available to guide these efforts, the
i nterventions may not be effective. Or, their success may be overshadowed by
unexpected negative side effects. For example, special mentorship programs
designed to enhance the management skills of women may be viewed by men
as unfair favoritism. At the same time, women may reject such programs as
an unwelcome signal that their abilities are not valued as highly as they ought
to be, or that something about them needs to be "fixed." As another example,
training programs designed to "raise awareness" and educate people about
differences in the behaviors, norms, and values of people from various ethnic
and national cultures are sometimes criticized because they are viewed as
perpetuating stereotypes (Lindsay, 1990). Negative side effects such as these
could perhaps be anticipated if researchers, managers, and business consultants
were better informed about the dynamics of diversity.

To stimulate research and provide guidance to those designing initiatives
for improving the management of diversity, this paper articulates how diversity
can be expected to shape interpersonal and group processes in organizations,
focusing in particular on the socialization phase that occurs early in the life
of a work team. Our discussion is organized around the framework shown
in Figure 1. First, the specific elements of the framework are described and
our key assumptions are explicitly stated. Then, we briefly review research
relating diversity to longer-term consequences. This brief review reveals that
there is already a fair amount of evidence supporting our assertions that the
constructs listed in the first column of Figure I are empirically related to
socialization experiences and to the constructs listed in the last column. With
this established, we then turn to a discussion of the intrapersonal mediating
processes and their interpersonal consequences, for these are likely to account
for the empirical relationships found between diversity and its longer-term
consequences such as performance and membership stability.

A FRAMEWORK FOR STUDYING
SOCIALIZATION AMIDST DIVERSITY

A fairly inclusive framework for considering the consequences of diversity in
work organizations has been developed by Jackson et al. (forthcoming). The
framework covers multiple levels of analysis, identifies several components of
diversity, and maps out a broad range of relevant cognitive, affective, and
behavioral phenomena. Figure 1 presents an abbreviated adaptation of the
Jackson et al. framework that highlights phenomena particularly relevant for
understanding interpersonal and group dynamics during socialization. Figure
I specifies the constructs to be discussed in this paper. However, it does not
specify the causal connections proposed among the constructs listed. Numerous
reciprocal and complex interrelationships are assumed to exist. Propositions
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describing some of these interrelationships are developed below. It is worth
doting, however, that we do not intend to suggest that simple statements of
cause-and-effect relationships can adequately reflect the complex dynamics
',uggested by Figure 1. Instead, consistent with an open systems perspective,
we assume that the elements shown in Figure 1 are nodes in a complex,
multilevel, and dynamic nomological net. The objectives of this paper are to
( I ) briefly review what is known about this nomological net and (2) use this
as a foundation to speculate about how diversity might impact the specific
dynamics that unfold during a new work team's socialization phase. Figure
2, a hypothetical case example, illustrates the complexity of the social
phenomena we hope to illuminate through our analysis. The dynamics
described in this example are the focus of this paper.

Groups and Teams

Discussions of socialization assume the existence of a group of individuals
who have some type of meaningful relationship to each other. Virtually all
adults belong to multiple groups. Consequently they experience socialization,
as agents and as targets, within the context of multiple groups. This paper
focuses on socialization in face-to-face work groups. We refer to these groups
as work teams, and make several assumptions about their characteristics. First,
we assume that a team is "new" in the sense that it has recently had at least
one new member join it. However, we also assume some continuity between
t he newly instantiated team and a previous team-our discussion may not apply
to "newborns" created by bringing together employees who have no previous
history. The "new" teams we consider are assumed to include at least two
established members (oldtimers) in addition to at least one new member
( newcomer). Second, the teams of interest are those considered by members
and by the larger organization to be somewhat enduring entities rather than
temporary structures with intendedly short life spans; such teams, we presume,
will be responsible for completing organizational tasks that require some
coordination among team members. Also, due to space constraints, throughout
most of our discussion we make two important simplifying assumptions: that
the team of interest includes a group of relatively homogeneous oldtimers and
a newcomer who is perceived as dissimilar to the oldtimers.

Components of Diversity

We use the general term diversity to refer to situations in which the actors
of interest are not alike with respect to some attribute(s). However, because
the actors of interest can be individuals and/or groups, more precise terms
are sometimes needed. These terms are described next.
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Figure 2. Illustration of Socialization Amidst Diversity

Richard, Tom, Jerry, and Paul (hereafter referred to as the ` oldtimers") are longtime
state government employees. These middle-age middle managers work in the office
of the comptroller. They've worked as a team on various projects, and a good deal
of comraderie has evolved amongst them. Three months ago, they were charged with
evaluating alternative medical benefits packages for state employees, and providing
recommendations to the state legislature. A week ago, a new member, Lynn, was hired
by Hal. She is a replacement for John, who took early retirement just as this project
was getting underway. John had worked his way into his position through years of

loyalty and a willingness to learn from others. On past projects, the team counted
on him to support their decisions and carry out many of their more routine tasks.

Richard and his teammates have mixed reactions to Lynn, who is in her early 30s
and earned her MBA degree at Wharton. They are relieved to finally have someone
to pick up John's workload and they trust Hal's positive assessment of Lynn's technical
expertise, but they are slightly uncomfortable with the prospect of working closely
with her. Although they would balk at the suggestion, their feelings and behavior
toward Lynn are shaped by the behavior patterns and associated stereotypes about
women that prevailed when they were much younger.

Overall, the oldtimers experience ambivalence about Lynn as a teammate.
Anticipating the benefits that may accrue to the team due to Lynn's technical
knowledge and status as a Wharton graduate, they are also somewhat threatened by
her education and social status (Paul and Richard have only recently enrolled in the
executive MBA program offered by the local state college). Also, they are skeptical
about how much a woman-and a young one at that-can contribute to the complex
finance-related matters that they have been dealing with for so many years. Still, the

oldtimers are optimistic about Lynn's transition into the team: As long as she is eager
to learn they feel a positive working relationship will probably evolve.

Lynn experiences anxiety as she begins her transition into this team. Initially, her
anxiety is comparable to that experienced by any newcomer. It is accompanied by
a feeling of attraction to a team of professionals who she views as similar due to their
common areas of expertise. She appreciates their status within the system and hopes
to be accepted as a colleague. However, as time passes, the oldtimers'stereotypes about
women and their expectations for her become more clear. Her anxiety and her identity
as a woman are heightened as a result.

Fresh from a successful stint with an insurance company and with memories of
an outstanding academic record still salient, Lynn feels confident about her skills.
Sensitive to her role as a newcomer, she decides to keep a low profile initially,
particularly during the team's daily meetings. Her quiet manner inadvertently confirms
the oldtimers' low expectations regarding her ability to contribute to their project.
After a few weeks, more confident in her assessment of the oldtimers and the nature
of the work, Lynn begins to speak up more frequently. Most of the time her teammates
interrupt her when she attempts to contribute so she begins to feel that her suggestions
are not taken seriously. Also, she realizes that her teammates frequently socialize

(continued)
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Figure 2. (Continued)

together outside of work, and she occasionally overhears off-color remarks about
"girls" made by Jerry, which draw chuckles from the other oldtimers. This heightens
her awareness of being different and leads her to comment about the "old-boy
network" when she talks with her friends about life at work.

Lynn becomes progressively more frustrated with the oldtimers and their resistance
to her ideas about new ways to analyze the costs associated with various benefits
packages. Her increasing outspokenness during meetings creates some anxiety among
the oldtimers, who aren't sure how to react. Fortunately, she has at least established
a bit of a friendship with Tom, who she discovered grew up in the same small town
as she did. Tom has begun to take her comments more seriously, but as a result there
seems to be some tension between him and the other oldtimers. Being well-meaning,
he attempts to act as a mentor, suggesting to Lynn that her ideas might be given more
weight by the others if she adopted a more feminine style and was a bit less aggressive.
Put off a bit by this remark, Lynn begins to reassess her role in the group. She doesn't
accept the subordinate role the oldtimers have carved out for her but she nevertheless
continues to want to be accepted by them. She knows their evaluations can have
i mportant career implications, particularly given how well-connected they are
politically within the system.

Lynn decides that the smoothest and most fruitful approach is to work behind the
scenes on the project, subtly proffering her ideas to her teammates on a one-to-one
basis outside of the formal meetings held by the team. The new tactic meets with
mixed success. Her demure behavior during meetings yields subtle approval, yet she
continues to feel her ideas are undervalued. In spite of her belief that the oldtimers'
behavior reflects their inability to take female peers seriously, in general, self-doubts
about her ability to handle such a high level job begin to pervade her thoughts. When
Hal checks with her to see how things are going, her self-doubt, along with her fear
of being labelled "weak" or "not a team player," lead her to conceal her feelings of
frustration. Nor does she reveal her feelings to Tom, her one ally on the team, for
fear he will not understand. Being new to state government and having few female
colleagues to turn to she feels isolated.

During the months that follow, Lynn copes by monitoring the reactions of her
teammates and adjusting her behavior accordingly-to a point. After four months
on the job, relationships within the team appear to stabilize. The oldtimers now make
efforts to ask for her input during each meeting and Lynn typically reins in her
comments until that time. Slowly, minor new cost analyses have been incorporated
into their projections for their report. Lynn has lowered her expectations about how
much she can contribute to the project, particularly given her teammates' resistance
to her ideas, but she freely speaks her mind when she has a strong opinion about
a debated issue. She has learned to continue to keep talking when she is interrupted,
and finds she is interrupted less now than she was initially. At the same time, she
is developing her network outside of the team with hopes of learning about other
job opportunities.
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Individual Attributes

At the individual level of analysis, attributes describe characteristics of team
members, including both newcomers and oldtimers. Two types of attributes
relevant to a discussion of diversity are demographic attributes and personal
attributes. Demographic attributes refer to those that are immutable, that can
be readily detected during a brief interaction with a person, and for which social
consensus can be assumed (e.g., sex, race, ethnicity, age). Personal attributes
are mutable and subjectively construed psychological and interpersonal
characteristics (e.g., status, knowledge, behavioral style), which can change as
a consequence of socialization processes.

Although both demographic and personal attributes can influence team
processes, the influences they have are likely to differ. Both types of attributes
are associated with some characteristic behaviors. However, easily detected
demographic attributes are the basis for the way people spontaneously
categorize each other (Stangor, Lynch, Duan, & Glass, 1992); thus, they are
the primary basis of social cognitions, including stereotypes, expectancies, and
attributions. In a sense, these social cognitions reflect the inferential logic by
which people translate easily detected information about demographic
attributes into best-guess hypotheses about the personal attributes of a stranger.

Attribute (Dis)similarity

Dissimilarity is a relational construct that refers to the degree to which two
entities share common attributes. In the present discussion, the entities of
interest are social in nature and the attributes of primary interest are
demographic. Thus, we use the term demographic similarity to characterize
the degree to which two individuals share common attributes (e.g., Tsui &
O'Reilly, 1989) and the degree to which an individual's attributes are shared
by other members of a team (e.g., Jackson, Brett, Sessa, Cooper, Julin, &
Peyronnin, 1991; Wagner, Pfeffer, & O'Reilly, 1984). The term similarity can
also be used to characterize the degree to which members of two subgroups
or groups share common attributes.

Attribute Heterogeneity

Heterogeneity refers to the degree to which members of a group, as a whole,
are similar (homogeneous) or dissimilar (heterogeneous) to each other on
individual-level attributes. Thus, heterogeneity is a summary description that
specifies the average degree of similarity among all possible pairs of individuals
in a group on a given dimension. In laboratory experiments, heterogeneity is
often treated as a dichotomous variable, with only two levels generally
observed: homogeneous groups are compared to heterogeneous groups whose
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members are split 50-50 between two categories. In natural field settings,
however, heterogeneity is a matter of degree. It takes a low value when all
members of a group belong to the same category and approaches higher values
to the extent (a) members are relatively equally distributed among all categories
represented in the group, and (b) there are many categories represented in the
group.

Conceptually, the constructs of dissimilarity and heterogeneity can both be
used to characterize relations between social entities for an entire array of
attributes. That is, degrees of dissimilarity and heterogeneity are best captured
by comparing attribute profiles rather than considering dissimilarity and
heterogeneity for attributes singly and in isolation from each other. While it
is likely that future research will utilize profile measures of similarity and
heterogeneity (cf. Chatman, 1991; Rentsch, 1990), most past theorizing and
empirical research in this area considers the consequences of attributes treated
singly. Although our references to empirical studies reflects this past practice,
we intend our propositions to be interpreted as consistent with the more
complex operational indices likely to be used in the future.

Intrapersonal Mediating Processes

In our framework, intrapersonal mediating processes are conceptualized as
i ndividual-level psychological phenomena. As is true for all components of the
framework shown in Figure 1, the phenomena listed as mediating processes
can be used to characterize the experiences of oldtimers as well as newcomers.
For example, in our hypothetical case (Figure 2), the feelings and behaviors
of both the newcomer, Lynn, and the oldtimers reflect the stereotyping people
naturally engage in.

Self-concept
Theories about the nature of the self are many, varied, and complex (see

Rosenberg, 1990). Following Cooley's (1902/1964) discussion of the "looking-
glass" self, we treat self-concept as an individual's view of him- or herself,
assuming this self-view partly reflects how others view the person. Figure 1
highlights three interdependent components of self: social identity, self-esteem,
and self-efficacy. Social identity refers to that part of the self-concept that is
derived from one's membership in various social categories and groups (Turner,
1 987). Self-esteem is a global evaluative component of the self-concept
indicative of the degree to which one views oneself with positive regard. Self-
efficacy refers more specifically to a person's beliefs about his or her ability
to perform successfully (Bandura. 1986); in this paper, successful task and role
performances are the presumed target of felt efficacy.
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Affective Responses

Reflecting the cognitive revolution within psychology, current efforts to
understand the dynamics of intergroup relations often emphasize social
cognitions over affective responses. However, recent research suggests that
affective (rather than cognitive) responses to national, ethnic, and religious
groups may be superior predictors of interpersonal relations (Stangor, Sullivan,
& Ford, 1991; also see Isen & Baron, 1991). Numerous distinct affective
responses undoubtedly occur throughout the socialization process, although
we highlight only three: attraction, anxiety, and frustration.

Attraction refers to the strength of one's desire to be accepted by another
person or group. For both newcomers and oldtimers, attraction implies greater
motivation to make the transition a positive and successful experience.

Anxiety refers to a state of fear or evaluation apprehension. A recent
description of terror management theory clearly describes anxiety's relevance
to an understanding of diversity: "terror management theory posits that any
information that implies that the cultural worldview [of a person] is wrong
or that alternative, incompatible worldviews are equally valid should engender
anxiety" (Solomon, Greenberg, & Pyszczynski, 1991, p. 128). For newcomers,
anxiety also may be aroused by concerns about not being capable of performing
as required in a new role or not being accepted by the group. Additionally,
oldtimers might experience anxiety if they view a newcomer as a potential
threat to the status quo (as might occur when a high status newcomer or a
new leader enters the team).

Frustration refers to an affective response to blocked opportunities to attain
valued outcomes. Relevant outcomes may include being able to express one's
personal identity, being accepted by the team, and/or, being able to use one's
abilities. As is true for attraction and anxiety, frustration may be experienced
by oldtimers as well as newcomers.

Social Cognitions

In order for diversity to impact socialization processes, individuals must
attend to and be influenced by differences among members' attributes.
Cognitive structures such as stereotypes and associated expectancies influence
what available information is attended to and used by perceivers, the
attributions made about the causes and meaning of another's behavior, and
the interaction process itself. These effects are described in much more detail
later in this paper.

Interpersonal Manifestations

As used in this paper, socialization refers to a broad range of phenomena
that occur relatively early in the formation of a team. Socialization encom-
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passes the entire process of mutual adjustment that occurs as newcomers and
oldtimers negotiate-both proactively and reactively-the details of a new
uncial order. The entire sequence of events described in Figure 2 depicts one
example of such mutual adjustment.

The beginning of the socialization process is difficult to identify precisely,
and the end of the initial socialization process is ambiguous also (Van Maanen
& Schein, 1979). Conceptually, we anchor the beginning of a team's
socialization phase as the time when a newcomer begins to enter the team,
acknowledging the importance of recruitment activities that sometimes precede
the establishment of formal team membership. We assume the socialization
phase has ended when a relatively stable relationship between the group and
its new member has been established. Normally, this point of stabilization
means that the newcomer's role within the group is established to the
satisfaction of both the newcomer and the group (cf. Moreland & Levine, 1982).
We recognize that roles may later be renegotiated and that resocialization
processes may later occur, but we do not treat these processes explicitly in this
paper.

While our conceptualization of socialization is broad, we do not give equal
treatment to all alternative targets of socialization, described as job tasks,
interpersonal relationships, and culture by Louis (1990). Within this
taxonomy, our emphasis is on interpersonal relationships. Many types of
i nterpersonal relationships must be established among organizational
members, including those with immediate colleagues, supervisors,
subordinates, associates in other departments or work units, clients, and so
forth. This paper focuses on socialization processes within work teams and
so considers primarily relationships among immediate colleagues.
Interpersonal manifestations of the socialization process include
communication behaviors and relationships established between and among
oldtimers and newcomers.

Communication

In Figure 1, behaviors that occur during socialization are separated from
the relationships eventually established as a result of these behaviors. Of
particular interest are behaviors related to communication. The term
communication refers to the acquisition and/or offering of information
through interpersonal channels. The behaviors of newcomers and oldtimers
are included. Furthermore, we include here both direct and indirect
information exchange, both passive and proactive activities, and both verbal
and nonverbal behaviors. 2 Unfortunately, nonverbal behaviors are seldom
studied in organizational contexts. Yet, because nonverbal behaviors are
difficult to control and easily monitored by others (see DePaulo, 1992), they
may serve as particularly important sources of information about oldtimers'
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evaluations of newcomers. As will be discussed in some detail, such evaluations
are a key force during socialization.

We highlight three domains of communication: work-related communica-
tions, friendship-related communications, and influence-related communica-
tions. Behaviors within these three domains can be treated as conceptually
distinct, although in everyday interactions they are often inextricably
intertwined. Work-related communications include the exchange of descriptive
information (e.g., "here is what your job requires") and the exchange of
evaluative information (e.g., "you have done your job well"). Influence-related
communications include the exchange of information for the purpose of
changing the attitudes, values, beliefs, or behaviors of others (attempted
influence). Finally, friendship-related communications include seeking and/or
offering social support.

As is true for many other constructs we discuss, communication can be
assessed as an individual-level phenomenon (e.g., sent communications,
received communications), as an interaction between two entities (e.g.,
information exchange), and/or as a group-level phenomenon (e.g., a
communication network).

Relations Established

The team relations established during the socialization process are the most
proximal consequences of the communications between newcomers and
oldtimers. These relations can be characterized in several ways, three of which
are listed in Figure 1. The first dimension, the reference orientation of
newcomers, addresses the degree to which the newcomer adopts the norms
and values of the team as general guidelines for orienting his or her behaviors
and affective reactions, versus using the norms and values of alternative
reference groups (outgroups) as orienting perspectives. 3 Studies of women and
members of ethnic minority groups clearly suggest that newcomers who are
relatively dissimilar from their new teammates experience considerable tension
as they attempt to resolve the conflicting implications of their multiple group
memberships (e.g., see Bell, 1990; Denton, 1990).

A useful taxonomy for describing reference orientations of newcomers
distinguishes between four types: assimilation, integration, marginalization,
and separation (see Berry, 1984; Berry, Kim, Power, Young, & Bujaki, 1989).
Two dimensions describe the differences among these four types of
relationships, namely the degree of adherence to the culture of the new team
and the degree of adherence to the culture of alternative groups (e.g., ethnic
groups, gender groups, occupational groups). Assimilation occurs when the
team's culture replaces the culture of one of the newcomer's reference groups.
Integration characterizes a newcomer who accepts and tries to conform to both
cultures; that is, the newcomer uses as guides to behavior both the culture of
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t lie new team and the culture of an alternative reference group. Separation
characterizes a newcomer who rejects the new team's culture while adhering
t o the culture of another reference group. Marginalization characterizes a
newcomer who remains fairly independent from both the team and other
groups in which he or she is a member (the "individualist").

Although this taxonomy for describing a person's relationship to groups was
developed to describe how people from one ethnic or national culture might
relate to members of another ethnic or national culture, we use these terms
to describe the orientations people can adopt vis-a-vis any types of groups with
distinctive cultures. In our example in Figure 2, the cultures relevant to Lynn
are those of her new work team and those of her peer cohort, with whom she
shares educational experiences and social values. The scenario described
depicts Lynn as caught uncomfortably between assimilation and integration.

We use the term role to refer to shared evaluations of behavior for what
t hose in particular positions should do (Heiss, 1990). In the types of work teams
t hat are the focus of this paper, roles are highly interdependent: expectations
I'or one role imply reciprocal expectations for associated roles. Consistent with
recent treatments of the socialization process, we assume that both oldtimers
and newcomers can be active agents who attempt to exert influence over each
other and who either resist or adapt in response to such attempts (Louis, 1990;
Nicholson, 1984; Van Maanen & Schein, 1979). That is, we assume reciprocal
plasticity in the expectations (as well as the values, beliefs, and behaviors) of
both newcomers and oldtimers. In our example, Lynn's battle to be heard and
the team's gradual adjustment is a small illustration of such reciprocal give-
and-take.

A custodianship situation occurs when newcomers entering the team fit into
their roles as defined by the team at the time of transition (Schein, 1971). For
oldtimers, custodianship implies little or no change in their old roles. From
the newcomer's perspective, custodianship can arise in two ways. First, if the
newcomer's team role is consistent with his or her identity and habitual
behaviors, there is little need for the newcomer to change, and simple
replication of the role as enacted by others is possible. Alternatively,
custodianship may occur when the newcomer gives up an existing identity and
behavior pattern in order to carry out the new team role. In this case, absorption
occurs, with the newcomer bearing the burden of adjustment (Nicholson, 1984).

Whereas custodianship implies stability in the roles of oldtimers, role
innovation implies that oldtimers adjust to accommodate the newcomer. In
the extreme case of newcomer determination, the newcomer imposes new role
demands and oldtimers adapt to these demands. Determination implies little
or no change in the identity and behaviors of the newcomer (Nicholson, 1984).
More likely, however, role innovation occurs through mutual exploration and
reciprocal adjustment on the part of both newcomers and oldtimers. Because
of role interdependencies, innovation in a newcomer's role presumes innovation
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in the roles of oldtimers 4 (cf. Van Maanen & Schein, 1979). In our example,
Lynn's attempt to import innovative cost estimation techniques is constrained
by the oldtimers' willingness to acknowledge her expertise and learn from her.

Finally, we use the term cohesiveness to describe the degree to which
relationships among team members are characterized by mutual attraction and
respect. Thus, cohesiveness is a team-level construct that parallels the
individual-level construct of attraction. Our model assumes that initial
attraction to a relatively unfamiliar other (newcomer or oldtimer) influences
subsequent behaviors and responses, which, in turn, enhance or attenuate team
cohesiveness. It is also possible that team cohesiveness partially influences the
attractiveness of team membership.

Subsequent Consequences

Events that occur during socialization have direct and indirect implications
for many phenomena at many levels of analysis. Compared to the team
relations established during socialization, the subsequent consequences listed
in the right-most column of Figure 1 are more distal in time and/or in the
strength of the causal role socialization plays. In this column, we highlight only
those subsequent individual and team consequences that we believe are most
likely to be impacted by diversity. These include performance, power and
influence, development (i.e., improvement, learning and growth), and
membership stability. Existing empirical evidence (reviewed below) clearly
supports our assumption that diversity is associated with several of these
longer-term outcomes. What is less clear, however, are the intervening
dynamics that account for these empirical associations.

Moderating Conditions

This paper describes how the demographic attributes of newcomers and
oldtimers are likely to influence the nature of the interpersonal relationships
that develop when a team undergoes the transition of adding a new member.
Our intent is to describe general patterns of behavior that are predicted by
current theory and research. Nevertheless, we recognize that the framework
we present is necessarily culture-bound; the interpersonal dynamics we describe
reflect theories and research generated by scientists whose worldviews and
subject populations reflect particular cultural contexts. For example, the
processes we describe may adequately depict only socialization processes that
occur within the context of relatively individualistic societies (e.g., see Markus
& Kitayama, 1991; Triandis, 1989). The moderating conditions shown in Figure
I acknowledge the importance of this larger context for shaping relationships
among team members, although we only briefly consider how differences in
context might impact the general processes described. The moderating
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conditions we explicitly address are team characteristics, the nature of the
team's task, and human resource management practices.

DOES THE EMPIRICAL LITERATURE CONFIRM THE
COMMON ASSUMPTION THAT DIVERSITY IMPACTS

TEAM PROCESSES AND PERFORMANCE?

The framework presented in Figure I reflects our assumption that the
composition of a team impacts longer-term consequences such as performance
and membership stability. Does the empirical evidence support this
assumption? For teams as the unit of analysis, the answer is clearly `yes.' The
general assumption among employers regarding the importance of work force
diversity is consistent with a substantial volume of empirical evidence, which
shows that homogeneous teams experience outcomes different from those of
heterogeneous or diverse teams. Detailed reviews of this literature have been
provided by others (Haythorn, 1968; Jackson, 1991; Shaw, 1976). Here we
briefly summarize some of the major findings that pertain to the impact of
diversity on team performance and intra-team processes.

Social Psychological Studies of Small Groups

Performance Tasks

McGrath (1984) developed a task taxonomy to describe the types of tasks
studied by social psychologists interested in groups. He used the term
performance tasks to refer to tasks that engage primarily perceptual and motor
skills. These tasks require cooperation rather than competition among team
members, and task proficiency and productivity are typically the criteria of
interest. Although research on the consequences of diversity for performance
on such tasks is limited, a tentative conclusion is that demographically
heterogeneous teams tend to perform less well than homogeneous teams. In
contrast to the negative effects of demographic heterogeneity, it appears that
heterogeneity of skills and abilities is beneficial for performance tasks. The
superior performance of teams with members who have differing abilities does
not appear to be the result of differences among members, per se. Rather, this
effect requires that heterogeneous teams successfully match member abilities
to tasks (Voiers, 1956).

Events occurring during socialization may partially determine whether such
matching of tasks to the most qualified team members occurs. Diversity may
be especially influential within self-managed teams that autonomously allocate
various subtasks and activities to team members. In such situations, perceptions
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of the skills and abilities of team members can be expected to influence task
allocations; this is in contrast to situations in which objective testing of skills
and abilities is carried out by a personnel department, which then makes task
assignments. As we document later, perceptions of skills and abilities are driven
in part by demographic characteristics such as sex and ethnicity.

Intellective Tasks

Whereas performance tasks engage perceptual and motor skills, intellective
tasks are cognitively-based and require cooperative problem-solving activities
(McGrath, 1984). By definition, these are tasks for which a "correct" answer
exists, either factually or based on the consensus of experts. Unfortunately,
too few studies are available to draw firm conclusions about the general impact
of diversity on such tasks. However, for the attribute of sex, a meta-analysis
of 12 studies indicates some, albeit weak, support for the conclusion that mixed-
sex teams outperform same-sex teams (Wood, 1987). The mechanism for such
an effect is unclear.

Idea Generation and Decision-making Tasks

Like intellective tasks, idea generation and decision-making tasks are also
cognitively-based (McGrath, 1984). Creative idea generation tasks emphasize
new ideas whereas decision-making tasks require peer consensus in reaching
a "preferred" solution. Laboratory studies often treat these two types of tasks
as independent. However, because they typically co-occur in natural team
settings, we discuss them together here. Several reviews indicate that
heterogeneous teams outperform homogeneous teams for these two types of
tasks (Filley, House, & Kerr, 1976; Hoffman, 1979; McGrath, 1984). This effect
appears to be robust across several types of attributes, including ethnicity
(McLeod & Lobel, 1992). A common explanation for the superior performance
of heterogeneous teams is that the team members bring multiple perspectives
to bear on the tasks. In organizations, socialization processes often act to
suppress unique ways of thinking and behaving and so creativity tends to
decline over a period of time (Katz, 1982). However, high levels of initial
heterogeneity may attenuate the rate of this decline.

Team Cohesiveness and Conflict

Cohesiveness and conflict are thought to mediate the effects of diversity on
outcomes such as task performance. For groups valuing high performance as
their goal, cohesive groups tend to outperform or at least match the
performance of noncohesive groups (McGrath, 1984; Shaw, 1971). Other
positive outcomes associated with greater cohesiveness include greater
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satisfaction, lower absenteeism, and lower attrition from the group (Lott &
Lott, 1965; Stogdill, 1972). Cohesiveness, in turn, appears to be influenced by
heterogeneity, with greater heterogeneity being associated with less
cohesiveness (McGrath, 1984; Shaw, 1971). One of the most robust social
psychological principles is that people are attracted to others with similar
attitudes (Byrne, 1971; Heider, 1958; Newcomb, 1956). Given that cohesiveness
i s often defined as attraction to other members of one's team (Shaw, 1971),
it follows that teams with members who are similar with respect to attitudes
should be more cohesive.

Empirical evidence shows that attitudes are not distributed randomly across
demographically defined groups. At least some attitudes vary systematically
with some demographic characteristics, as both politicians and market
researchers are well aware. Thus, members of age cohorts share some attitudes
and values that distinguish their cohort from others (e.g., Elder, 1974, 1975),
and members of particular ethnic groups share some attitudes and values that
differentiate them from members of other ethnic groups (Bontempo, Lobel,
& Triandis, 1990; Hofstede, 1980). Such associations between demographic
characteristics and attitudes provide one widely-cited explanation for why
demographically heterogeneous teams tend to be less cohesive than
homogeneous teams. Recent evidence documents that attitudes and
perceptions correspond to people's locations within formal organizations also
( Rentsch, 1990), providing one reason to expect that multidepartment teams
and other lateral alliances within organizations are influenced by the dynamics
of diversity.

Conclusion

Overall, a large body of basic research on group dynamics suggests that
diversity is detrimental to group cohesiveness but beneficial to performance
on some tasks. If these results generalize to employment settings, then
employers seem to face a dilemma. In order to gain the advantage of
creativity, for example, they must risk lowered work force cohesiveness,
which in turn may increase the probability of dysfunctional turnover. To
assess whether the results summarized above appear to generalize to work
teams, we next briefly describe the results of studies of diversity conducted
in organizations.

Recent Field Research in Organizations

Among the few recent studies investigating diversity in natural,
organizational settings, performance, team cohesiveness, and turnover are
outcomes that have received attention.
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Performance Outcomes

One stream of research relevant to diversity in organizations was stimulated
by Hambrick and Mason's (1984) description of an upper echelons approach
to strategic leadership. The upper echelons perspective is differentiated from
other leadership theories by its emphasis on top management teams.
Furthermore, Hambrick and Mason advanced numerous propositions relating
top management team demographics to the strategic actions and performances
of the organizations the teams serve. Some support for such a relationship has
now been found in several studies (Bantel & Jackson, 1989; Eisenhardt &
Schoonhoven, 1990; Finkelstein & Hambrick, 1990; Michel & Hambrick, 1992;
Murray, 1989; Singh & Harianto, 1989; Wiersema & Bantel, 1992). For
example, based on a review of research on creativity in small groups, Bantel
and Jackson (1989) hypothesized that banks with heterogeneous top
management teams would be more innovative than those with a homogeneous
senior management group. The demographic diversity in these teams was
limited for some dimensions, such as sex and ethnicity, so the impact of these
attributes was not tested. However, diversity with respect to the functional
backgrounds of the top executives was associated with organizational
innovation. The demographic composition of top management teams has been
linked to financial performance (Murray, 1989) and to firms' strategic actions
(Finkelstein & Hambrick, 1990), as well. In all of these studies, however, the
results are complex and researchers lack parsimonious explanations for the
processes that account for them (Jackson, 1992). For example, in Bantel and
Jackson's study of banks, functional heterogeneity in the top management team
was associated with greater administrative innovativeness but not greater
technical innovativeness. Furthermore, although the study's theoretical
foundation assumed that heterogeneity caused innovativeness, its design could
not rule out alternative causal explanations (e.g., administrative innovativeness
may lead to staffing decisions that create more diverse top management teams).
Such problems clearly point to the need for theoretical models that explain
why and how diversity impacts team dynamics and performance outcomes.

Cohesiveness and Turnover

A second stream of relevant studies was spawned by Pfeffer's (1983)
sociologically-oriented organizational demography thesis. Pfeffer argued that
the distribution of demographic attributes among members of an organization
serves as a proxy for the distribution of members' attitudes and values, which
should, in turn, impact the level of mutual attraction among organizational
members. Mediated by the similarity-attraction phenomenon, organizational
demography should, therefore, influence processes such as communication,
cohesiveness, and turnover.
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Several recently published studies have tested the hypothesis that
dIcinographic diversity is associated with higher turnover rates, and data from
employees in several different occupations (faculty, nurses, managers, sales
i cpresentatives) are supportive (Jackson et al., 1991; McCain, O'Reilly &
I'feffer, 1983; O'Reilly, Caldwell & Barnett, 1989; Wagner, Pfeffer & O'Reilly,

1 984). Most of the relevant studies report results using teams as the unit of
analysis. Presumably, diversity generates higher turnover rates in part because
it inhibits the development of strong affective ties among group members. This
explanation for the effect of diversity on turnover was tested directly by
O'Reilly et al. (1989). Based on research linking group member similarity to
social integration, O'Reilly et al. (1989) hypothesized that group homogeneity
i n age and tenure would be associated with group-level social integration. Social
i iltegration, in turn, was hypothesized to predict turnover. Data collected from
79 employees comprising 20 convenience-store chain work groups found that
age heterogeneity predicted turnover and indicated that social integration
mediated the age heterogeneity -- turnover link. The group-level explanation,
t lien, is that heterogeneity impacts group dynamics, which in turn increase the
turnover propensity of all team members.

I n contrast to group-level explanations, relational explanations for the
associations found between team diversity and turnover rates argue that an
individual's dissimilarity to the team prevents satisfactory socialization of the
person into the team, and that this dissatisfaction increases the probability that
t he dissimilar individual will leave. Dissimilar individuals may leave because
t hey feel dissatisfied with the team and/or because team members pressure
t hemn to leave (Wagner et al., 1984). Jackson et al. (1991) examined the effects
of both relational dissimilarity and team-level heterogeneity. They found that
both relational and team-level effects contributed significantly to the prediction
of turnover.

Tsui, Egan, and O'Reilly (1991) investigated the impact of diversity on
supervisor-subordinate pairs. In addition to examining both supervisor and
subordinate demographic attributes, these investigators gauged the impact of
dyadic demographic similarity. Based on the similarity-attraction paradigm they
postulated that, in general, work outcomes would be more negative the greater
the demographic dissimilarity between supervisors and subordinates. Results
i ndicated that demographic dissimilarity was significantly related to
commitment, absenteeism, intent to stay, and overall organizational attachment.
Contrary to what they expected, however. Tsui et al. found that the effects of
being different were much stronger for male employees and for white employees.
This interesting finding suggests that the consequences of diversity may actually
be greater for those who are members of traditional majority groups than for
members of minority groups: this is contrary to an Implicit assumption
Underlying muchh of the existing literature, which tends to view minority group
members as victims and majority group members as beneficiaries.
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Conclusions

Empirical research in both laboratory and field settings supports the
conclusion that effectively managing diversity in organizational settings is likely
to be of some benefit. The challenge, it seems, is to create an organizational
environment that encourages the development of cohesive work groups without
sacrificing the unique contributions that people from diverse backgrounds can
offer.

Socialization processes may play a key role here, for it is during socialization
that newcomers and oldtimers negotiate the norms of interaction that will
subsequently regulate behavior. Whether the norms of the group will be
supportive of diversity or will operate to homogenize the behaviors of group
members may ultimately determine both the creative capacities and the longer-
term viability of work teams. In the remainder of this paper, we examine the
dynamics of the socialization process and consider how these can influence
an organization's ability to maintain team cultures characterized by both
diversity and cohesiveness.

If socialization processes provide a partial explanation for why team diversity
is related to outcomes such as team performance and stability, then an empirical
linkage between demographic attributes and socialization experiences should
also exist. Next, we consider evidence relevant to this linkage.

DOES THE EMPIRICAL LITERATURE
SUPPORT THE ASSUMED LINKAGE

BETWEEN DEMOGRAPHIC ATTRIBUTES
AND SOCIALIZATION PROCESSES?

Here we review studies relating demographic and personal attributes to
socialization (for more extensive reviews see Church, 1982; Moreland & Levine,
1989). In contrast to studies reviewed in the previous section, where the unit
of analysis was most often the team as a whole, studies that focus on
socialization more often treat individuals (newcomers) as the unit of analysis.
Several studies indicate that an individual's demographic and personal
attributes sometimes impact ease of adjustment to and socialization into new
groups. However, there is also evidence suggesting that individual attributes
are less informative than the relational similarity between a newcomer and
other members of the group.

Sex

Based on their review of the socialization literature, Moreland and Levine
(1989) concluded that neither sex seems to have a clear advantage across all
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situations, although the studies they reviewed often involved young children.
some studies indicate that girls are socialized more easily (Ziller & Behringer,

1 961) while others indicate that boys are socialized more easily (Newman,
1 974). What seems more clear from such studies is that socialization is more
difficult for young newcomers who are in the minority (Fairhurst & Snavely,

1 983). In the management literature, the difficulties women face during
socialization have received considerable attention; discussions sometimes
reflect the assumption that the personal attributes of women account for their
socialization experiences, but more often relational dissimilarities are assumed
to explain why socialization processes differ for male and female newcomers
( Bell, 1990; Kanter, 1977; Tsui, Egan, & O'Reilly, 1991).

Ethnicity

We found no evidence to suggest socialization is more difficult for members
of particular ethnic groups, in general. However, research in the fields of
sociology, cross-cultural psychology and international management clearly
lead to the expectation that socialization is likely to be more difficult for a
newcomer entering a homogeneous group of people whose ethnic heritage is
dissimilar to the newcomer's (Adler, 1990; Jones, 1991; Oberg, 1960).
Furthermore, research on the adjustment of international sojourners indicates
that adjustment to a new culture is more difficult for visitors whose home
countries are more "culturally distant" from the host country (Church, 1982).
Again the evidence suggests that it is the experience of being dissimilar that
is key.

Age

Several studies of adults and children indicate that younger newcomers are
socialized more easily than older newcomers (e.g., Brett, 1980; Church, 1982;
Deutsch, 1970). As Moreland and Levine (1989) point out, there are many
possible explanations for why socialization may be easier for younger
newcomers. For example, younger people may be more willing to adapt to
the group's norms, or the group may expect less adaptation from younger
newcomers in comparison to older newcomers. Alternatively, the differences
in ease of socialization may have less to do with internal group dynamics than
with differences in the strength of ties older and younger newcomers have with
people outside the group being studied.

Status

Like age, status seems to have a clear effect on socialization: Socialization
is easier for higher-status newcomers than for lower-status newcomers. Two



70

	

SUSAN E. JACKSON, VERONICA K. STONE, and EDEN B. ALVAREZ

processes may help to account for this effect. Initially, group members behave
more positively toward higher-status new members (Zander & Cohen, 1955),
perhaps because higher status newcomers contribute to a positive group
identity (Turner, 1987). Newcomers, in turn, are able to detect a group's
affective reaction to them and newcomers then reflect this reaction back to
the group. This process is aptly referred to as a "two-way mirror" by some
researchers (Davis, 1963, 1971) and as "perceptual reciprocity" by others
(Ibrahim, 1970). Thus, positive affect appears to operate like a lubricant that
smooths the adjustments that must occur during socialization. In addition, due
to the social exchange value of high status, oldtimers may be more willing to
adjust their own behavior to accommodate higher-status newcomers than they
are for lower-status newcomers.

Knowledge, Skills, and Abilities

Socialization is easier for newcomers with task-relevant skills and abilities
(Moreland & Levine, 1989), but the reasons for this are not clear. Like status,
task-relevant skills are valued resources that newcomers bring to a team and
thereby enhance the team's identity. Newcomers who bring skills into the team
may, as a consequence, be given greater latitude and/ or they may be in a better
position to effect changes in group norms. General knowledge and skills related
to being a newcomer also appear to facilitate the socialization process. Studies
of organizational newcomers, neighborhood newcomers, and international
sojourners all suggest that-other things being equal-people with more
frequent experience in the newcomer role are more easily socialized (e.g., Brett,
1980; Church, 1982; Fellin & Litwak, 1963).

Behavioral Style

Given that the socialization process involves mutual adjustments by
newcomers and oldtimers, behavioral flexibility on the part of the newcomer
could be expected to facilitate socialization. Across studies using several
personality measures indicative of flexibility, such as tolerance for ambiguity
and openness, the evidence supports this expectation to a degree (Mendenhall
& Oddou, 1985; Morrison, 1977; Reichers, 1987). For newcomers, these
behavioral styles might speed the socialization process because they lessen the
probability that the newcomer will initiate negotiations over roles and norms.

Other Attributes

Socialization researchers have examined only a few of the many possible
attributes that might influence interpersonal relations during socialization.
Other attributes are likely to be influential, also. For example, because of the
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i mportant role of communication during socialization, differences between
newcomers and oldtimers with respect to a wide range of values, beliefs, or
perspectives may impact how the socialization process unfolds. Thus, attributes
related to membership in any type of group with a strong and distinct culture
(e.g., religious groups, political groups, and some occupations) could color
socialization experiences. Another general class of attributes relevant to
socialization processes are social stigmas. Stigmas are actual or inferred
attributes that serve as the basis for perceiving someone as atypical, aberrant,
or deviant (Stone, Stone, & Dipboye, 1992). Included in this category of
attributes would be physical handicaps, disfigurement, and mere unattractive-
ness. Although we do not include a full discussion of them here, stigmatized
attributes that are readily apparent, disruptive, or aesthetically displeasing may
be especially powerful determinants of the intrapersonal and interpersonal
processes shown in Figure 1. In fact, attributes of almost any type have some
potential for shaping the socialization process. This is illustrated by studies
of ingroup-outgroup biases, which reveal that interpersonal relations can be
influenced simply by labeling a group of strangers as members of meaningless
nominal groups. Such labeling alone leads people to exhibit an ingroup bias
(Tajfel, 1970; Tajfel, Flament, Billig, & Bundy, 1971). When salient, even trivial
similarities and differences can enhance or inhibit the development of positive
relationships.

Conclusion

Evidence from studies of many types indicates that the demographic and
personal attributes of newcomers impact the nature of socialization
experiences. There is some evidence that newcomers' attributes per se are
predictive of their socialization experiences (for sex, age, skills, and some
aspects of behavioral style), but relational similarity between newcomers and
oldtimers appears to shape the socialization process also. When the objective
is understanding the consequences of diversity for socialization processes, the
relational effects are of primary interest. Nevertheless, given that both attributes
per se and attribute similarity have the potential to influence the socialization
process, researchers should assess attribute constructs at both levels of analysis
(and possibly total team heterogeneity as well). If this is not done, inappropriate
conclusions may be drawn due to a confounding of newcomer attributes and
newcomer dissimilarity to the team.

The studies reviewed above usually considered socialization experiences
from the perspective of newcomers. However, task and role interdependence
between newcomers and oldtimers means the socialization process as
experienced by oldtimers would be influenced also. Thus the evidence is
consistent with the conclusion that the attributes of all parties involved in the
process of socialization shape the team relations established by that process.
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Assuming a linkage between the attributes of those involved in socialization
and the process of socialization, the next task is to specify the intervening
processes that explain why the linkage exists. The remainder of this paper
addresses this task. Our primary objective is to propose specific consequences
of diversity for behaviors exhibited by newcomers and oldtimers during the
socialization process. Propositions relating diversity constructs to specific
socialization behaviors are derived by logically extending findings from
research on social cognition, self-categorization theory, and related research.
In addition, we suggest some possible consequences of diversity for more distal
outcomes.

NEW PROPOSITIONS TO BE TESTED

The Role of Demographic Attributes

Pervasive throughout the management literature is the congruence
assumption, which holds that empirical relationships found between
demographic attributes and various outcomes are epiphenomenal. That is, such
relationships are presumed to arise because demographic attributes are
correlated with cognitions, values, and other psychological characteristics.
Furthermore, these psychological characteristics are thought to be the primary
causal factors influencing behaviors and, therefore, interpersonal relations.
This assumption was stated explicitly by Hambrick and Mason (1984) in their
influential article describing an upper echelons perspective for understanding
leadership and by Pfeffer (1983) in his influential treatise on organizational
demography. Generally, demographic variables are treated as little more than
highly visible and admittedly imperfect markers; their merit as research
variables derives from the ease with which they can be assessed by investigators
rather than from their intrinsic theoretical importance.

In a critique of demography research, Lawrence (1991) recently questioned
the validity of this assumption of congruence between demographic and
personal attributes. Following up on the critique advanced by Lawrence,
Jackson et al. (forthcoming) reviewed the evidence regarding the relationships
between several demographic attributes (sex, age, ethnicity, and organizational
affiliations) and several personal attributes (knowledge, behavioral style,
status). Numerous reviews of research on nation-based cultural differences have
also appeared (see Ferdman, 1992). The evidence clearly supports the
congruence assumption to a degree; however, many relationships between
demographic and personal attributes are only weak to moderate in strength.
Of particular relevance to socialization processes are (a) studies that indicate
differences in the behavioral styles (including nonverbal behaviors) of people
of different demographic standing (males versus females, members of different
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ethnic groups), and (b) studies revealing that members of some demographic
groups (women, members of ethnic minority groups, older people) are generally
considered to have lower status in American society (in comparison to men,
whites, and younger people, respectively).

The framework depicted in Figure 1 reflects an assumption of some
congruence between demographic and personal attributes as a partial
explanation for associations between the constructs of diversity and
socialization processes. However, even if the congruence assumption were not
empirically valid, we would nevertheless expect demographic diversity to
impact the socialization process. This is because, contrary to those who view
demographic attributes as merely convenient markers for researchers to take
advantage of, we assume demographic attributes are highly visible markers
that are used routinely as behavioral guides by people in everyday life. This
assumption is well supported by research on the consequences of stereotypes
(e.g., see Feingold, 1992; Stephan, 1985) and research on expectation states
theory (Berger, Cohen & Zeldich, 1965; Berger, Wagner, & Zelditch, 1985).
In summary, we assume that readily detectable demographic attributes of
newcomers and oldtimers will be predictive of behavior during the socialization
process. The consequences of demographic attributes may be due, in part, to
actual empirical associations that exist between demographic group
memberships and personal attributes, but these associations are not the sole
explanations for the powerful effects of demographic diversity. In addition,
diversity creates consequences through the mediating effects of social
cognitions, including accurate as well as inaccurate cognitive representations
about one's self and about others.

Levels of Analysis

The assumption stated above is not expected to hold equally well for all
levels of analysis (individuals, individual-to-team interface, team). Many
studies of socialization have been conducted in the tradition of psychological
research, adopting the individual level of analysis and focusing on consequences
of socialization for the individual newcomer (e.g., see the reviews by Church
[ 1982] and Moreland & Levine [ 1989]). Research in this tradition reveals some
i mpact of demographic attributes at the individual level of analysis (i.e., main
effects of newcomer demographics on ease of socialization), but the studies
reported often fail to control for the effects of relational constructs (attribute
similarity between newcomers and oldtimers) or for the effects of group level
attributes. In contrast, descriptions of socialization appearing in the
organizational literature more accurately capture the mutual interdependence
between newcomers and oldtimers (e.g., Reichers, 1987; Van Maanen & Schein,
1979). In this literature, both newcomers and oldtimers are viewed as actively
negotiating an acceptable relationship. This view of socialization positions the
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phenomena of interest at the individual-team interface, treating the newcomer
as the individual of interest and treating oldtimers as comprising the team of
interest. Consistent with this dynamic view of socialization, newcomer
attributes are likely to be most predictive of socialization processes when
operationalized as relational constructs that take into account the attributes
of newcomers in interaction with the attributes of oldtimers. Therefore,

Proposition 1. Work force diversity has consequences for socialization
processes to the degree it impacts the relational similarity between
newcomers and oldtimers. That is, the nature of socialization processes
will be influenced by the degree of relational dissimilarity between
newcomers and members of the team they are joining.

Socialization processes can be considered using any of several units of analysis
as the targets for study, including individual newcomers, cohorts of newcomers,
individual oldtimers, oldtimers considered as a team, newcomer-oldtimer
dyads, whole teams that include both newcomers and oldtimers, and so forth.
The proposition above does not preclude consideration of any of these units
of analysis.

Relational Similarity and lntrapersonal Mediating Processes

Proposition 1 is a rather general one that merely directs attention to
relational constructs as the most relevant for understanding the consequences
of diversity. More specific propositions describing the psychological dynamics
set in motion by diversity are suggested by research and theory on self-
categorization, intergroup relations, and social cognitions. Next, we review this
work in some detail in order to begin to elucidate the path between team
diversity and socialization outcomes. Our review draws from two distinct
literatures: Social cognition research, conducted primarily by social
psychologists within the United States, has described the cognitive structures
of stored social information and the dynamics of information processing. It
shows that the social labels we apply to ourselves and others influence the way
we process information about ourselves, the way we process information about
others, and the subsequent behaviors of both ourselves and others. A
complementary stream of research on self-categorization and intergroup
behavior, conducted primarily by European-trained social psychologists,
addresses the conditions that influence whether social labels are likely to be
activated, which labels we are likely to apply to ourselves and others, and the
consequences of labelling on behavior. Based on evidence from research in
these areas, we develop propositions to suggest how dissimilarity influences
the intrapersonal experiences (self-concepts, social cognitions, and affective
responses) of newcomers and oldtimers.
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( Diversity and the Self-concept

Self-categorization theory (Turner, 1987) is a cognitively-based theory that
evolved out of Tajfel and Turner's (1979, 1986) social identity theory of
intergroup behavior. The theory articulates the basic processes that account
(or the formation of a "psychological group," which is equivalent to a positive
reference group. Symbolic interactionism postulates reference groups as
i mportant in the formulation, expression, and changing of attitudes and
behaviors (cf. Ashforth & Mael, 1987). Over a century ago, William James
observed:

Properly speaking, a man has as many social selves as there are individuals who recognize
him and carry an image of him in their mind .... But as the individuals who carry the images
fall naturally into classes, we may practically say that he has as many selves as there are
distinct groups of persons about whose opinions he cares. He generally shows a different
side of himself to each of these different groups ... We do not show ourselves to our children
as to our club ... companions, to our customers as to the laborers we employ, to our own
masters and employers as to our intimate friends. (1890. p. 294)

Self-categorization theory addresses the question of which of these different
selves is likely to become salient in a situation and, as a consequence of its
salience, serve as a behavioral guide. This question is relevant to understanding
the behaviors of both newcomers and oldtimers involved in the socialization
process.

Consistent with the perspective offered by James (1890), self-categorization
theory proposes that, under some circumstances, people perceive and relate
to others not as unique individuals, but as members of groups. That is, one's
i dentity or self-concept is defined, in part, by group memberships. Importantly,
the conditions that make group memberships salient arise easily and frequently.

According to self-categorization theory, multiple cognitive representations
comprise the self-concept. These representations, referred to as self-
categorizations, are organized according to levels. The self-concept has
meaning at each of these levels. At the personal level, one's identity reflects
similarities and differences between the self and relevant others on
psychological dimensions such as personality or behavioral style. At this level
of abstraction, the self is categorized as a unique individual; this is consistent
with traditional views of the self-concept. At an intermediate level of
abstraction is the social self-concept. Here the self is categorized as a member
of an ingroup, based on a comparison between one's membership group (e.g.,
males) and relevant outgroups (e.g., females).

These levels of self-categorization co-exist within the self-concept. Furthermore,
at each level, numerous possible dimensions can be used for self-categorization.
For example, social identity can be based on demographic characteristics
("American," "woman"), family-related characteristics (e.g., "father," "cousin,"
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"single"), and work-related characteristics (e.g., "bricklayer," "executive," "work
group ABC," "organization XYZ"). At any point in time, which dimensions of
one's social identity become salient depends largely on the situational context.
Because self categorization is based on contrasts between self and others, the
characteristics of others partly determine which aspects of one's own self-concept
influence our interactions (Wilder & Shapiro, 1984).

Turner ( 1987) describes social self-perception as a continuum, bounded by
perceptions of the self as a unique individual at one end and perceptions of
the self as a member of a social group at the other. Much of the time, self
perceptions fall near the midpoint of this continuum; that is, people define
themselves according to some unique personal characteristics on which they
are moderately different from ingroup members while also viewing ingroup
members as moderately different from members of outgroups. Turner posits
that categorization at the social level of identity is a function of an interaction
between the accessibility of the category and its fit with the social stimulus.
In addition to information processing factors (e.g., recency effects; Higgins &
King, 1981), the importance of group membership to self-identity and the
categorization's current emotional significance are thought to be primary
determinants of accessibility (Oakes, 1987; Turner, 1987).

A key proposition of self-categorization theory is that self-categorization at
the social level of the self-concept accentuates perceived intragroup similarities
and intergroup differences. Furthermore, the salience of unique personal self-
conceptions is inversely related to the salience of social identities. For example,
self-categorization at the social level (e.g., Asian-American) accentuates
ingroup similarities and outgroup differences, and the exaggerated perceived
ingroup similarities inhibit the salience of one's identity as a unique individual.
In other words, categorization of the self as a member of a social ingroup
depersonalizes self-perception: the self is stereotyped on dimensions defining
the ingroup. One's own goals are seen as interchangeable with those of other
ingroup members, and this occurs even when one's interdependence with
members of the ingroup are weak (as is true for demographically-defined
groups). Given that an ingroup category is derived from the perception that
differences between a collection of individuals are less than the differences
between those individuals and other psychologically relevant individuals, the
following proposition is suggested:

Proposition 2. To the degree a newcomer is demographically dissimilar
to oldtimers as a group, the social identities (e.g., woman, Asian-
American) of both the newcomer and the oldtimers will become more
salient.

When social identities become salient, stereotype-based information
processing and its effects are more likely to occur also. The most impressive
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evidence of this comes from research on so-called "minimal groups" (e.g., see
fajfel, 1970; Tajfel, Flament, Billing, & Bundy, 1971). In the minimal group
paradigm, social categorization is isolated as an independent variable so its
effects on intergroup behavior can be explored. Subjects are randomly assigned
to groups; sometimes subjects are told they were randomly assigned to groups,
or they may be told they were assigned to groups on the basis of ostensibly
trivial performance criteria. They then work on decision tasks that involve
privately deciding how to treat other people who have been identified solely
by their group membership. The original goal of the paradigm was to strip
away all variables typically thought to determine group-based behavior (e.g.,
task interdependence, intragroup cohesiveness, social interaction, a conflict of
i nterest between groups) and then systematically reintroduce the variables to
see when intergroup discrimination "kicks in." However, results showed that
the perceptions of group belonging created merely by the formation of such
minimal groups were sufficient to generate pro-ingroup bias and anti-outgroup
discrimination.

Diversity and Affective Responses

Self-categorization theory assumes that people evaluate self-defining
categories positively and are motivated to maintain such evaluations.
Positive evaluation of self categories is associated with positively evaluating
others who fit within the same category. For the group and its members,
this translates into interpersonal attraction, group cohesiveness, and
ethnocentrism. Thus, self-categorization theory views a person's motivation
to maintain a positive self-identity as a partial explanation for the well-
documented effect of similarity on attraction (Byrne, 1971; Lott & Lott,
1 965). The following propositions are consistent with self-categorization
theory and the empirical evidence:

Proposition 3. Newcomers will be attracted to oldtimers (both individually
and as a group) to the degree their relational demographic similarity is
high. Associated with greater newcomer attraction will be a desire on
the part of the newcomer to be accepted by the team.

Proposition 4. Oldtimers (both individually and as a group) will be
attracted to newcomers to the degree their relational demographic
similarity is high. Associated with greater oldtimer attraction will be a
desire on the part of oldtimers to be accepted by the newcomer and a
desire to facilitate the newcomer's transition into the group.

Flowing from social identities are expectations for behavior (Thoits, 1991).
The behavioral expectations associated with an identity serve as a script that
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guides behavior and imparts a sense of meaning and purpose. Successful
enactment of identity scripts is associated with positive self evaluations
(Hoelter, 1983); failure to meet identity-relevant expectations may result in
lower self-esteem, lower self-efficacy, and lower psychological well-being
(Solomon et al., 1991).

For both newcomers and oldtimers, the entry of a new member into a new
team and the ensuing process of socialization may be perceived as potentially
threatening for particular identities and/or as opportunities for identity
enhancement. Feelings of anxiety and stress will be associated with either
perception, but perceptions of threat are likely to have more debilitating effects
on productivity, satisfaction, commitment, and tenure in the team.

Whether this time of transition will be perceived as a threat to one's identities
is likely to be partially determined by demographic similarity. When
newcomers are relatively similar to oldtimers, they are more likely to anticipate
congruence between their existing script for an identity and the expectations
held by oldtimers. However, when similarity is low, the likelihood that
expectations will be incongruent increases. When expectations are incongruent,
the newcomer may anticipate pressures from oldtimers to modify the existing
identity script or to divest the identity. Alternatively, the newcomer may
anticipate engaging in interactions that will modify the scripts held by
oldtimers. This line of argument suggests the following proposition:

Proposition 5. The anxiety experienced by newcomers will be greater to
the degree their relational demographic similarity to oldtimers
(individually and as a group) is low. The heightened anxiety of dissimilar
newcomers will be associated with heightened sensitivity to information
concerning the team's evaluation of them.

Proposition 6. The anxiety experienced by oldtimers (individually and as
a group) will be greater to the degree their relational demographic
similarity to newcomers is low.

The .ambient status level and the skills of new members may moderate the
effects of relational demographic similarity, however. Assuming the team serves
as a positive reference group for oldtimers, self-categorization theory predicts
that oldtimers' positive feelings will covary with their perceptions that the team
is held in high regard. From the perspective of the oldtimers, the addition of
a new member who has relatively high status and/ or team-relevant skills would
be a positive change because it would increase the status of the team as a whole,
suggesting the following proposition:

Proposition 7. The effects of relational dissimilarity on the salience of
social identities, attraction, and anxiety will be influenced by the ambient
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status of the newcomer. To the degree a newcomer has relatively high
status in comparison to oldtimers, and/or valuable team-relevant skills,
the effects of relational dissimilarity will be weaker.

Diversity and Social Cognitions

A stereotype refers to a cognitive structure that contains a person's beliefs
about a social group and its members; the particular beliefs one holds regarding
the characteristics that a group and its members are likely to exhibit are referred
to as stereotypic expectancies (Hamilton, Sherman, & Ruvolvo, 1990).
Numerous studies have described the stereotypes Americans hold about
members of various social categories (e.g., Crosby, Bromley, & Saxe, 1980;
Fernandez, 1991; Heilman, Block, Martell, & Simon, 1989; Jones, 1991).
Consistent with self-categorization theory, the evidence reveals that social
stereotypes are widely shared, with people tending to exaggerate the degree
of similarity that exists among members of groups, especially members of
outgroups, and to exaggerate the degree of difference that exists between
groups. The dynamics of self-categorization (and its companion, categorization
of others), in combination with the strong stereotypes associated with social
group membership, set the stage for stereotypic information processing to occur
during the process of socialization. These effects are described next.

Social situations are inherently ambiguous, but ambiguity can be heightened
even more than usual when the actors in a situation are strangers to each other.
Interpretations of situations-including causal attributions and inferences
made about people's motives, abilities and values-induce affective reactions
and guide behavior. The information acquired about the situation partly
determines how it is interpreted. By necessity, information is attended to,
retained, and elaborated selectively; stereotypic expectancies play a major role
in this process. Furthermore, their effects seem to be greater the more complex
the information processing task becomes (Hamilton et al., 1990).

In general, stereotypes operate in ways that bias interpretation of new
i nformation in the direction of maintaining consistency with preexisting
expectancies. Biased information processing occurs at several points. At the
point of initial encoding, ambiguous information is interpreted through the
lens of stereotypic expectancies. For example, the same mildly aggressive
behaviors are interpreted by both white and black subjects as being less
aggressive when the perpetrator is white rather than black (Duncan, 1976;
Sagar & Schofield, 1980). Stereotypes influence memory retrieval processes,
also. Although researchers disagree about the precise mechanisms responsible
for stereotypic bias during retrieval, they agree that a bias operates to distort
recalled information in the direction of being consistent with preexisting
expectations (Stangor & McMillan, 1992). Even if stereotype-inconsistent
i nformation is recalled, it is less likely to impact judgments than is consistent
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information (Hamilton et al., 1990). For example, one study found that people
gathered significantly less information and spent less time exploring
informational cues for targets described as being employed in stereotypic
occupations, compared to targets not described as employed in such
occupations. These effects of occupational stereotyping persisted even when
information that was inconsistent with the stereotype was available (Hattrup
& Ford, 1991).

A clear pattern of evidence documents the biasing effects of stereotypes on
social information processing. The conclusion from these studies is that
interpretations of situations will be biased by stereotypic expectancies whenever
a perceiver is relating to another individual as a member of a social group.
That is, stereotypic information processing will be more prevalent to the extent
social identities (rather than personal identities) are salient. Assuming social
identities are more salient when newcomers and oldtimers are demographically
dissimilar,

Proposition 8. Stereotypically biased information processing will be more
prevalent during socialization to the degree newcomers and oldtimers are
demographically dissimilar. This effect will occur for both newcomers'
perceptions of oldtimers and oldtimers' perceptions of newcomers.

If diversity includes stereotypically biased information processing, and given
that stereotypes held about ingroup members are generally more favorable than
stereotypes held about outgroup members, it is nearly inevitable that the
evaluations people make of outgroup members, who are perceived as
dissimilar, will be more negative (Kraiger & Ford, 1985) and less accurate (Fox,
Ben-Nahum, & Yinon, 1989). For example, Tsui and O'Reilly (1989) found
that subordinates whose gender was different from that of their supervisor
received lower performance evaluations and were liked less well (however, the
expected effect of race dissimilarity was not found). Such negative evaluations
may account for the negative consequences of diversity on affective reactions
to work settings, including dissatisfaction and low organizational commitment
(Tsui, Egan, & O'Reilly, 1991; Wharton & Baron, 1987). The next proposition
addresses this phenomenon.

Proposition 9. Newcomers and oldtimers will make negative judgments of
each other to the degree their relational dissimilarity is large.

Summary

To this point, our discussion of the effects of diversity has emphasized its
cognitive and affective consequences for individuals. We have argued that
diversity makes social identities more salient, which in turn causes personal
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identity to be submerged, reduces interpersonal attraction among dissimilar
team members, increases anxiety, and triggers stereotyping and biased
information processing. Next, we extend our discussion to interpersonal
relationships and behaviors.

Interpersonal Manifestations: Communications

The preceding section focused mostly on the intrapersonal consequences of
diversity. Presumably, these intrapersonal consequences are reflected in
i nterpersonal relationships among team members. That is, intrapersonal
consequences are reflected in behavioral manifestations. As Figure 1 suggests,
we view communication behaviors as being the most immediate interpersonal
manifestations of intrapersonal processes. It is through such communications
that somewhat stable relationships among team members are negotiated and
stabilized.

Studies of communication in organizations often distinguish between work-
related communications, which are instrumental, and friendship-based
communications, which are viewed as ends in and of themselves (e.g., Brass,
1984; lbarra, 1990). Figure 1 reflects this distinction, and also differentiates
information exchange and support from proactive influence attempts. These
specific types of communications are considered next, and propositions are
developed to suggest how patterns of information giving and seeking are likely
to be affected by the relational similarity between newcomers and oldtimers.

Work-related Communications

The entry of an individual into an organization, unit, or team is usually
accompanied by feelings of uncertainty and ambiguity. As newcomers attempt
to clarify their role and position within the social milieu and learn the prevailing
rules of conduct, they engage in information search behaviors (see Ashford,
1 986; E. Morrison, in press a). For newcomers, information acquisition may
help relieve role ambiguity and its associated anxiety. Oldtimers are likely to
consider information acquisition by newcomers as essential to the socialization
process, and mar' actively encourage it (cf. Miller & Jablin, 1991). In addition,
especially under conditions of interdependence among team members,
oldtimers can be expected to seek information about the newcomer.

Communication is often characterized as a social exchange, making salient
players' potential rewards and costs. For information seekers, potential rewards
related to information search include positive affect and resource acquisition
(Blau, 1964), but these are often sought at the risk of social rejection (Roloff,
1 981). For the information provider, the experience of positive affect may be
an immediate reward. In addition, as described below, perceived rewards may
include anticipation of future personal gains that will accrue.
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Early discussions of information search behaviors in organizational settings
focused specifically on feedback-seeking behaviors and identified two tactics
for information search: direct inquiry and unobtrusive monitoring (e.g.,
Ashford, 1986; Ashford & Cummings, 1983). Subsequent elaboration of the
tactics used to acquire information makes more precise distinctions (Miller &
Jablin, 1991). Among the different direct tactics available for acquiring
information are overt questioning and testing limits (e.g., through intentional
rule violation). Less obtrusive tactics include surveillance, observation, indirect
questioning, disguised conversations, and use of third parties. Although these
tactics have been described as the means by which information seekers acquire
information, they can also be considered channels for information
dissemination. That is, these tactics represent alternative channels for
information exchange.

Presumably, individuals choose to use channels that minimize costs and
maximize rewards (e.g., see E. Morrison & Cummings, 1992; Northcraft &
Ashford, 1990), regardless of whether they are seeking or disseminating
information. Relational dissimilarity may enter into this calculus by influencing
the anticipated costs and rewards of those involved in the communication. For
the information seeker, relational similarity may influence general expectations
regarding the tone of evaluative information. Because evaluations of outgroup
members tend to be more negative than evaluations of ingroup members,
dissimilar newcomers are likely to anticipate receiving more negative
information, compared to similar newcomers. Therefore, they are more likely
to rely on tactics that offer protection against a negative public image (cf. E.
Morrison & Bies, 1991) and one's private self-concept (see Crocker & Major,
1989), suggesting the following proposition:

Proposition 10. When seeking evaluative information, newcomers will rely
on unobtrusive tactics to the degree they are demographically dissimilar
to oldtimers. That is, dissimilar newcomers will be more likely to seek
evaluative information through indirect questioning, disguised
conversations, surveillance and third parties; conversely, similar
newcomers will be more likely to seek evaluative information through
overt questioning and testing limits. 5

For newcomers, dissimilarity is expected to increase the anticipated costs
associated with information search; for oldtimers, it is expected to decrease
the anticipated rewards. Several factors may lead oldtimers to anticipate fewer
rewards for providing information to dissimilar newcomers. For example,
assuming information is valued, some expression of appreciation is likely to
be forthcoming from the newcomer. Due to the oldtimers' greater attraction
to more similar newcomers, appreciation expressed by similar (vs. dissimilar)
newcomers should generate stronger positive affect for oldtimers. Also,
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oldtimers may anticipate that greater future benefits will accrue as a
consequence of building good relationships with similar newcomers; this is
because similar newcomers may be perceived as more likely to succeed in the
future and as more likely to include the information provider within a circle
of close associates. Therefore,

Proposition 11. Oldtimers will be more likely to consciously provide
evaluative information (using either direct or indirect tactics) to similar
newcomers than to dissimilar newcomers.

Not all information provided by oldtimers is provided intentionally; often
information is provided unintentionally, for example through nonverbal
communications or because it is transmitted by a third party. These channels
of information exchange usually are not monitored closely so the information
t hey reveal is equally available to relatively similar and dissimilar newcomers.
Furthermore, unmonitored channels may provide observant newcomers with
more accurate evaluative information. In particular, negative evaluations are
more likely to leak through these channels. A consideration of the negative
stereotypes held for outgroups and the functioning of unmonitored
information channels suggests the next proposition:

Proposition 12. The evaluative information received by newcomers will be
more negative to the degree the newcomers are demographically
dissimilar to oldtimers. This effect is expected to occur primarily as a
consequence of information received through communication channels
that are not closely monitored by oldtimers.

The preceding propositions addressed evaluative communications, but these
are not the only types of communications that occur during socialization. Upon
entering a new job setting, most newcomers are likely to also seek technical
information about how to carry out job tasks (see E. Morrison, in press b),
for even if the newcomer has held a similar job elsewhere, nuances related to
performing in the new context need to be learned. The desire for technical
information is not likely to differ for similar and dissimilar newcomers, nor
are the costs or rewards associated with the search for such information likely
to differ as a result of newcomer similarity to oldtimers. Therefore,

Proposition 13. Demographic similarity between newcomers and
oldtimers will not account for significant differences in the information
search tactics used by newcomers to obtain technical information.

Just as newcomers seek information about the team they are entering,
oldtimers seek information about newcomers, although this phenomenon has
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received little attention. In particular, oldtimers are likely to seek information
about the job performance of newcomers, especially under conditions of
interdependence. Due to the negative stereotypes often held about social groups
that are dissimilar to one's own (as discussed above), oldtimers may expect
poorer performance from dissimilar newcomers. This, in turn, may lead to
closer performance monitoring, suggesting the following proposition:

Proposition 14. To the degree newcomers are demographically dissimilar
to oldtimers, oldtimers will engage in more frequent information search
behaviors targeted at assessing newcomers' performances.

One way to think of stereotypes is as initial hypotheses (expectancies) that
guide information gathering. Adopting this view of stereotypes, several studies
indicate a tendency for people to seek information that confirms their
hypotheses (Klayman & Ha, 1987). Thus, stereotypes are enacted, creating the
pygmalian effect. For example, when subjects were given a list of questions
to ask a target person, they chose different questions to ask depending on
whether they were testing the hypothesis that the target person was an extrovert
(e.g., What would you do if you wanted to liven things up at a party?) or an
introvert (e.g., What do you dislike about loud parties?) (Snyder & Swann,
1978). Because such information seeking strategies engage the target person,
the behavioral effects of stereotypes are not limited to the behavior of the
perceiver; the target person's behavior is influenced as well. This was cleverly
illustrated in a study by Snyder, Tanke, and Berscheid (1977). Male students
were shown photographs of attractive or unattractive females and led to believe
that these were photos of the person with whom they were speaking during
a telephone conversation. Men who thought they were speaking with attractive
women adopted a more friendly manner and, in turn, elicited more friendly
behavior from the women with whom they spoke.

In studies of racial stereotyping, similar communication effects have been
shown (Word, Zanna, & Cooper, 1974). In a simulated job interview, white
subjects interviewed black and white confederates who were trained to behave
in a standardized way. When interviewing black applicants, the interviewers
conducted shorter interviews characterized by more negative nonverbal
behaviors (less eye contact, more speech errors). To assess the effects of the
interviewers' behaviors, the investigators then trained confederates to behave
in nonverbally negative and positive styles. Applicants interviewed under these
differing conditions were rated by independent judges, who saw only the
applicants' behaviors. Those interviewed by someone using a negative
nonverbal style were evaluated as performing worse than those who had been
interviewed by someone using a positive nonverbal style. Thus, the following
proposition is suggested:



Socialization Amidst Diversity

	

85

Proposition 15. To the degree newcomers and oldtimers are demographi-
cally dissimilar, the verbal and nonverbal behaviors of oldtimers toward
newcomers are likely to reflect and communicate the oldtimers'
stereotypes for the demographic social groups in which the newcomer
is a member; newcomers, in turn, are likely to respond by behaving in
line with the projected stereotypes.

It is worth noting that this proposition implies that, to the degree relational
similarity is high, newcomers are less likely to behave in line with stereotypes
held for their demographic membership groups and are more likely to express
their personal identities. This is because the behavior of similar newcomers
is less likely to be shaped by stereotype-driven verbal and nonverbal
communications from oldtimers.

For newcomers, communication activities with peers and senior co-
workers are among the most helpful and most important in determining
newcomer satisfaction and commitment (Louis, Posner, & Powell, 1983; E.
Morrison, in press a). Considerable evidence indicates that employees with
minority status in terms of ethnicity or gender believe they face special
barriers to informal communication networks (A. Morrison & Von Glinow,
1 990). Such evidence is consistent with studies of communication patterns

i n work organizations, which indicate that demographic diversity is related
to lower amounts of communication among coworkers. These studies
typically consider only intentional, verbal communications. For example, in
one study that examined communication networks in five organizations,
demographic homogeneity (on the dimensions of authority, education, sex,
race, and organization branch) was consistently found to characterize work-
communication chains, suggesting that diversity decreases communication
activities (Lincoln & Miller, 1979). Other studies of communication patterns
have shown that work-related communications between men and women are
less frequent in units that are more diverse with respect to sex (South,
Bonjean, Markham, & Corder, 1982); that formal and informal meetings
among peers and with immediate subordinates are lower in racially diverse
groups (Hoffman, 1985); and that age and tenure similarities between co-
workers predict levels of communication among project teams of engineers
( Zenger & Lawrence, 1989). These latter results are consistent with the well-
established similarity-attraction effect (Byrne, 1971), and suggest the
following propositions:

Proposition 16. To the degree newcomers are demographically dissimilar
to oldtimers, deliberate communication (although perhaps not
unintentional communication) between newcomers and oldtimers will be
less frequent, resulting in less information exchange.
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Friendship-related Communications
Friendship ties represent an important source of social support, which can

be construed as a social reward available through employment. The similarity-
attraction phenomenon is a primary force that shapes the development of
friendship ties within organizations. Similarity among friendship pairs, referred
to as homophily, has been found for a variety of demographic and personal
attributes, including age, sex, race, education, prestige, social class, attitudes
and beliefs (e.g., Berscheid, 1985; Brass, 1984; Byrne, 1971; Cohen, 1977;
McPherson & Smith-Lovin, 1987; Verbrugge, 1977; Zander & Havelin, 1960).

Team composition provides an arena for the formation of friendship ties.
During socialization, relational similarity between newcomers and oldtimers
should facilitate the integration of newcomers into existing friendship
networks. Given that people are attracted to similar others and tend to evaluate
them positively, similarity should increase both the newcomer's desire for
acceptance by the team and the team's interest in facilitating the newcomer's
adjustment. Demographic dissimilarity between the newcomer and oldtimers
may, therefore, restrict friendship opportunities. Furthermore, similarity on
less observable attributes may not be easily discovered due to the exaggeration
of perceived differences resulting from ingroup-outgroup categorizations,
which tend to increase cohesiveness among the similar oldtimers and result
in negative evaluations of the dissimilar newcomer. These factors, in addition
to the newcomer's anxiety and sensitivity to team members' evaluations, are
likely to increase the newcomer's need for the social support afforded by
friendship ties. Given this, dissimilar newcomers are likely to turn outward from
the team in search of allies (Thomas, 1990). Therefore,

Proposition 17. To the degree newcomers are demographically dissimilar
to oldtimers, newcomers will be more likely to seek support through
friendship ties outside the team.

Proposition 18. To the degree newcomers are demographically dissimilar
to oldtimers, newcomers will be less likely to develop friendship ties
within the team.

Stereotypes and self-categorization processes can be expected to influence
the search for allies outside the team. Consequently, if the dissimilar newcomer
is a member of a demographic minority within the organization, and assuming
employees who are members of a minority group generally are not well
integrated into organizational friendship networks, it follows that the
homophilious friendship ties of the newcomer will provide fewer links to the
friendship network of the organization as a whole. Evidence that informal
networks are segregated along demographic lines (Brass, 1984; Lincoln &
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Miller, 1979) is consistent with this view of communication processes,
suggesting the next proposition:

Proposition 19. To the degree newcomers are demographically similar to
oldtimers, socialization processes will result in greater centrality of
newcomers in the friendship network of the team and the friendship
network of the organization.

(The consequences of newcomers' similarity to oldtimers may not be as great
for integration into work-related communication networks as it is for friendship
networks, however. This is because, regardless of similarity, teams are likely
to be concerned about the work-related success of newcomers, particularly
when their tasks are interdependent.)

To the extent that the newcomer's relationship to the team approaches a
state of marginalization or separation, due perhaps to the fact that friendship
networks of dissimilar newcomers are focused outward from the team,
newcomer centrality in the informal work-related networks of the organization
is less likely. That is, dissimilar newcomers may be more likely to find
themselves seeking job-related information and advice primarily from within
the team while seeking social support from non-team members. Consequently,
they would be more likely to form weak, singular network ties rather than
stronger, multiplex ties. Similar newcomers, however, may be able to obtain
both job-related information and support from within the team, thereby
forming multiplex ties. Therefore,

Proposition 20. The greater the relational similarity between the newcomer
and oldtimers, the more multiplex network ties within the team there
will be for newcomers.

Influence-related Communications

Team members with multiplex ties may be in better positions to exert
i nfluence over one another (Pettigrew, 1973). Friendship ties could be expected
to strengthen the degree to which team members attempt to use normative
i nfluence (and their responsiveness to such attempts), while work-related ties
suggest more opportunities for informational influence (see Deutsch & Gerard,

1 955). Alternatively, friendship ties can be viewed as enhancing the referent
power of team mates, while work-related ties imply influence primarily through
l egitimate power and perhaps reward power (French & Raven, 1959).
Assuming multiplex ties provide greater opportunities for successful influence
attempts,
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Proposition 21. The greater the relational similarity between the newcomer
and oldtimers, the more influence oldtimers will be able to exert over
newcomers.

Interpersonal Manifestations: Relations Established

Reference Orientations of Newcomers
Assuming established work teams have unique histories and partially

idiosyncratic patterns of interpersonal relations, the experience of being a
newcomer to a work team can be likened to the experience of anyone entering
a new and somewhat foreign culture. Just how unfamiliar and different the
team's culture is depends on the specific past experiences of the newcomer,
although as a general pattern, the new culture is likely to be less familiar and
more different for newcomers who are demographically dissimilar to the group
as a whole.

For the newcomer, the experience of moving into a new culture is shaped
in part by two psychological forces, which can be considered to be somewhat
independent (Berry, Kim, Minde, & Mok, 1987): How important is it to the
newcomer to maintain an identity based on participation in a culture other
than the one defined by the group? and How much participation and contact
does the newcomer wish to establish vis-a-vis the new work team? A
newcomer who is eager to participate fully in the new team's culture and

who (a) is unconcerned about maintaining a preexisting identity or (b) seeks
to maintain another identity that is consistent with the team's values and
norms for behavior would be most likely to seek assimilation into the team's
culture. Assimilation implies adapting to the team's norms and internalizing
their values as given. Condition (a) is unlikely to explain assimilation into
work teams, given that social identities are normally developed and
maintained throughout the life-course. On the other hand, condition (b) is
likely to occur. For example, if the nonwork-related social identities of
oldtimers (e.g., those based in family, religious or leisure activities) are similar
to those of the newcomer, acceptance by the team would provide some
support for these other identities.

When conditions for assimilation are not present, the adoption of an
integrationist stance is likely. An integrationist stance would characterize a
newcomer faced with a desire to participate as a full team member while
maintaining an established identity that is associated with norms and values
that are not consistent with those of the new team. The stance of an
integrationist essentially involves maintaining a bicultural identity and
attempting to conform to the norms of both cultures. Assuming that employees
usually prefer to be accepted by their new work team, the integrationist stance
is likely to characterize newcomers who are demographically dissimilar to
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members of a new work team. These newcomers are most likely to achieve
i ntegration by learning and adopting the behaviors approved by the new work
team while in that context, temporarily submerging an alternative identity
without letting go of the values and behaviors associated with it (e.g., see
Ferdman & Cortes, 1991). Alternatively, newcomers who adopt an
integrationist stance may attempt social change; that is, they may attempt to
change the values and norms of their alternative reference groups to create
more similarity between the expectations of these groups for the newcomer's
behavior.

Some newcomers may be motivated to maintain a preexisting cultural
connection and be relatively unconcerned about acceptance by the work team.
Newcomers such as these may be willing to maintain an important social
i dentity at the expense of becoming a marginal member of the work team.
Marginalization is most likely to occur when behavior that is consistent with
the preexisting identity directly contradicts the expectations of the new (team)
culture. Although it may be an unusual orientation for a newcomer in a work
team to adopt initially, those who do adopt this stance are likely to be relatively
dissimilar to the team's oldtimers. These considerations of how newcomers
adjust upon entering a new culture suggests the following proposition:

Proposition 22. Newcomers who are demographically similar to oldtimers
are more likely to seek assimilation into a new work team. In contrast,
demographically dissimilar newcomers are more likely to adopt the
stance of an integrationist or to accept marginalization vis-a-vis the work
team.

The attitudinal stance of newcomers during cultural transitions is associated
with the amount of stress they experience (Berry et al., 1987). Assimilation
and integration are associated with lower stress, relative to marginalization.
However, for dissimilar newcomers, integration can also be stressful because
it requires either cognitive machinations that justify conforming to team norms
defined by members of a demographic outgroup (Bell, 1990) or negotiating
a new social reality-that is, it requires convincing reference groups to adjust
their expectations for the newcomer in a direction that reduces inconsistency
among expectations held by differing groups. The experience of a newcomer
who has adopted the integrationist stance would, therefore, be similar to the
experience of any employee faced with the burden of resolving conflicting job
demands and may lead to some of the negative consequences associated with
role conflict (see Jackson & Schuler, 1985). On the other hand, integration
may result in the positive consequences associated with role accumulation
( Ashforth & Mael, 1989; Thoits, 1983).
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Roles of Newcomers and Oldtimers in the Team

As Van Maanen and Schein (1979) have described, newcomers entering a
group may adopt a custodial stance vis-a-vis the role for their position in the
group, or they can innovate and change the role associated with their position.
The brief review of research on team diversity and creativity provided earlier
in this chapter suggests that entry of a dissimilar newcomer into a group of
homogeneous oldtimers sets the stage for role innovation because their entry
into the team increases the team's diversity. Despite the group-level finding
that heterogeneity is associated with greater creativity and innovation,
however, the probability of a single, dissimilar newcomer stimulating much
innovation is low. When viewed as an outsider and a "deviant" relative to the
team, the lone dissimilar newcomer will most likely be subjected to strong
pressures to conform; attempts by the newcomer to convince the team to accept
role innovations will likely be resisted (see Nemeth [19861 for a more complete
discussion of minority influence effects).

Conditions that create a minority greater than one should enhance the ability
of dissimilar newcomers to successfully engage in role innovations. Such
conditions include the entry of at least one other newcomer who is both
dissimilar to the oldtimers and supportive of role innovations, and/ or diversity
among oldtimers themselves, especially if at least one oldtimer is
demographically similar to the newcomer who is attempting role innovation.
However, even if there is no match between the newcomer and a particular
oldtimer, diversity among oldtimers should nevertheless facilitate role
innovation because the more diverse oldtimers would likely be less cohesive
and present a less formidable barrier to change. Therefore,

Proposition 23. Role innovation by a newcomer is more likely to occur
to the degree the newcomer is dissimilar to oldtimers, provided the
newcomer's attempts at role innovation are supported by at least one
other member of the team. Such support is more likely to be present
when at least one other member of the team is demographically similar
to the newcomer.

Whereas conditions that increase the newcomer's power within the team
facilitate role innovation, conditions that increase pressures for conformity by
the newcomer and increase the majority's resistance to influence encourage
custodianship. Conditions for custodianship might include a strong desire for
acceptance on the part of the newcomer, relatively low newcomer expertise
and/or self-efficacy, an entering cohort of newcomers which is itself diverse
and therefore not cohesive, and high levels of cohesiveness among oldtimers
(e.g., see Chatman, 1989; Cohen & Zhou, 1991; Hogg & Abrams, 1988; Levine
& Moreland, 1985).
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Cohesiveness

Implicit in much of the preceding discussion is the conclusion that team
cohesiveness will be influenced by the degree of relational similarity between
newcomers and oldtimers. When teams take on new members, the team enters
a phase of transition and change, as do its individual team members. Thus, there
i s a temporary unfreezing of norms and relationships, a phase that is likely to
he characterized by somewhat lower cohesiveness for all teams, regardless of the
degree of similarity between oldtimers and newcomers. Adjustment and
refreezing follow, creating the potential for a significant shift in the tenor of
relations among team members. (Alternatively, the refreezing phase may solidify
the status quo [cf. Staw, Sandelands & Dutton, 1981].) For some teams,
socialization processes may stimulate lasting change. If substantial change occurs,
the most probable scenario appears to be that a previously cohesive team would
become less cohesive. This could occur whenever the salience of social identities
i s heightened by the arrival of dissimilar newcomers. For example, a
homogeneous cohesive team might be transformed into a team of
demographically-based conflicting coalitions, or they may experience a modest
decline in cohesiveness due to a lack of assimilation or integration of a single
newcomer. The opposite direction of lasting change-a group low in cohesiveness
becoming more cohesive-appears to be less likely to occur naturally, regardless
of the similarity between oldtimers and newcomers. That is,

Proposition 24. The extent to which team cohesiveness is disrupted by the
entry of a newcomer is likely to be greater to the degree the newcomer
is demographically dissimilar to oldtimers.

Summary

In this section, we described some of the behavioral manifestations of
diversity for newcomers and oldtimers. We argued that these behavioral
manifestations occur, in part, as natural extensions of cognitive and affective
experiences engendered under conditions of interpersonal dissimilarity. Next,
we very briefly comment on a few of the longer-term consequences depicted
in Figure 1, focusing on consequences for the team as a whole. Then we turn
to a discussion of how the phenomena we have described might be impacted
by the larger organizational context.

Subsequent Consequences of Socialization Amidst Diversity

Performance

Previously we noted that stereotypes applied to outgroup members often
include a negative evaluative component. Because stereotypes elicit



92

	

SUSAN E. JACKSON, VERONICA K. STONE, and EDEN B. ALVAREZ

confirming behaviors from those to whom they are applied, this might
suggest that dissimilarity is likely to be associated with lower overall job
performance. Furthermore, a central tenet of symbolic interactionism holds
that a person's self-concept reflects the evaluations that others communicate
about the person. Because motivation is enhanced by feelings of mastery and
can be undermined by feelings of failure, this line of reasoning also suggests
that motivation levels and subsequent performance of dissimilar newcomers,
and consequently the performance of the team as a whole, may be negatively
impacted (e.g., see Jussim, Brown, Suffin, Ley, & Kohlhepp, 1992). However,
there are reasons for not always assuming that dissimilarity and stereotype-
driven behavior will translate necessarily into poorer performance. In
particular, whenever the stereotypes applied to newcomers include a belief
that the newcomer is likely to have task-relevant expertise, the performance
of dissimilar newcomers probably will not be negatively influenced (cf.
Heilman, 1983). Nevertheless, even when actual performance is not
negatively impacted by oldtimers' stereotypes, evaluations of the
performance may reflect stereotypic expectancies (Swann & Snyder, 1980;
also see Lawrence, 1988).

Power and Influence

In a previous section, we discussed how the similarity of newcomers and
oldtimers impacts the development of communication networks within a
team, and noted potential consequences of such networks. But the
consequences of a newcomer's location within communication networks are
not limited to their experiences within the work team. As we described, ties
within the team also provide indirect links to the informal network of the
organization as a whole. Informal network contacts, including friendship
ties, link individuals to a wide array of resources important to the
development of power within the broader organizational context. Por
example, material resources, mentoring relationships, job mobility
information, functional expertise, and political information and access can
be gained through informal networks, which are also often forums for
informal decision making (Brass, 1984; Ibarra, 1990; Kanter, 1983; Kotter,
1982; Lincoln & Miller, 1979; Pettigrew, 1973; Ragins & Sundstrom, 1989;
Thomas & Alderfer, 1989). Thus, to the extent individual oldtimers or the
team itself are powerful, internal team ties offer opportunities for newcomers
to become integrated into the network of the dominant coalition (Brass, 1984,
1985). The following proposition addresses this possibility:

Proposition 25. Greater organizational power will accrue through
informal networks to newcomers who are relatively similar
demographically (rather than dissimilar) to oldtimers.
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Paradoxically, while dissimilar newcomers lose an important source of
power by turning outward from the group for friendship ties, these very ties
may represent an important alternative external source of potential power for
a newcomer's work team. The homophilious external ties of dissimilar
newcomers indirectly link the team to information and ideas that would not
be available to them otherwise. These "weak ties," which link together members
of different groups (Granovetter, 1973), may facilitate the introduction of
i nnovations into the team, which, in turn, may enhance their position of power
i n the organization. Although evidence that weak ties are related to team power
is lacking, the empirical link between weak ties and individual power (Brass,
1 985) combined with the above line of reasoning suggests the following:

Proposition 26. Dissimilar newcomers provide the team with a source of
weak ties, which offer opportunities for enhanced team innovation and
team power.

In general, the potential value of the external ties of dissimilar newcomers
may be realized only when the conditions needed for minority influence to
occur are present. That is, the team cannot benefit from a newcomer's external
contacts unless it uses the information such ties bring to light. The term
"minority influence" refers to changes in a group's attitudes or beliefs that are
i nduced by a numerical minority of group members whose views diverge from
those of the majority. Research on social influence processes and attitude
change reveals that in order for minority influence to occur, the minority
position must be communicated consistently and persistently (Nemeth, 1986).
Under these conditions, the majority is more likely to attend seriously to the
minority's perspective and attempt to understand it. For a newcomer entering
an established team, pressure to conform may be especially strong, so
persistently advocating a minority opinion would require unusual resolve on
the part of the newcomer. Such resolve may be stimulated by a desire to
maintain a positive social identity and it can be sustained by the physical
presence of just one ally (Allen, 1975), such as a compatriot within the team,
or by the psychological presence of a valued reference group (Kelley, 1955),
such as a support network that exists outside the team. These conditions should
i ncrease the probability that a team will benefit from the alternative
perspectives newcomers may bring to the team. Therefore, organizations faced
with increasing diversity should attempt to create and sustain these conditions.
Human resource management practices may be especially useful in achieving
this objective (see below).

Development

As Feldman (1989) points out, "The_ whole question of adaptation and
i nnovation, as outcomes of training and socialization, raises another important
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issue: the extent to which the absorption of newcomers into an organization
can provide training and developmental experiences for job incumbents" (p.
391). Perhaps the most obvious opportunities for development arise when the
skills and knowledges of oldtimers and newcomers are dissimilar, for these
situations provide a forum for learning new technical information. As suggested
by the hypothetical case presented earlier in this paper, however, the degree
of technical learning that occurs may be partly determined by whether team
members develop positive interpersonal relations characterized by mutual
respect. Socialization processes also offer opportunities for social development,
which occurs as a result of being confronted to assess one's habitual behaviors
and social stereotypes. Such development, which may be traumatic or occur
almost unnoticed, is more likely to occur in an environment of demographic
diversity than in an environment characterized by demographic uniformity.

Membership Stability
Another important consequence of socialization amidst diversity-

membership stability-is a result of the interplay between the reference
orientation of newcomers, member roles, and cohesiveness. Stability requires
that both newcomers and oldtimers remain members of the team. Conversely,
instability results if either newcomers or oldtimers choose to exit from the
team.

The relations established between newcomers and oldtimers are especially
likely to influence whether newcomers stay as members of the team. As noted,
an integrationist stance, which is more likely to be adopted by dissimilar
newcomers, may result in role conflict. Role conflict, in turn, is generally
associated with turnover propensity (Jackson & Schuler, 1985). In contrast to
integration, assimilation, which presumes a level of newcomer-team value
congruence, is likely to enhance membership stability (e.g., see Chatman, 1991).

The role orientations of newcomers are likely to influence membership
stability, also. For example, an innovative role orientation may destabilize the
team more than would a custodianship orientation. For dissimilar newcomers,
role innovation attempts-or even the mere perception by oldtimers that role
innovation is likely-may result in strong pressures for newcomers to conform
and hence decrease newcomers' satisfaction (cf. Wagner et al., 1984).

It is obvious that the socialization phase which occurs upon the entry of
a team newcomer is an important determinant of the newcomer's longevity
as a team member, but it is perhaps less obvious that the entry of a newcomer
into a team can create a critical period for oldtimers as well. The arrival of
a newcomer may stimulate turnover by some oldtimers due to the creation
of new factions and alliances, to conflicts, or simply to feelings of being less
connected to and less attracted to the team. Turnover among oldtimers may
be especially likely when newcomers succeed in their attempts at role
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innovation. If an oldtimer is uncomfortable with the implications of role
i nnovation for their own status within the team, the oldtimer's reference
orientation may change from one of assimilation to integration or even
marginalization, calling into play feelings of value incongruence and role
conflict-the precursors of turnover.

Moderating Conditions

Figure 1 includes three moderators likely to impact the specific processes
described above. Although space constraints prohibit in-depth discussion of
these, the potential importance of moderators deserves some attention.
Research on socialization processes that ignores these and other moderating
conditions may produce misleading or uninterpretable results.

Team Characteristics

Although our discussion ignores many features of teams that can vary, we
do not intend to suggest that differences in the characteristics of teams are
unimportant. In fact, several characteristics of teams are likely to accentuate
the effects described. For example, closed teams with relatively stable
membership are likely to have a more cohesive contingent of oldtimers, in
contrast to open teams with more fluid memberships, and this cohesiveness
is likely to accentuate the socialization consequences of having a
demographically dissimilar newcomer join the team. Several other
characteristics of teams are likely to also contribute to cohesiveness among
oldtimers, thereby accentuating the consequences of newcomer dissimilarity,
including team longevity, homogeneity among oldtimers, and small team size.

The nature of a team's leadership is another contextual factor that is likely
to influence the processes described in this chapter. Group members, and more
specifically, newcomers, take their cues from all group members, but cues from
a leader may have added significance. In situations where a formal or informal
leader exists, the type of relationship that develops between the leader and the
newcomer can impact the socialization process for better or worse. This notion
is supported by research on the leader-member exchange theory (Graen, 1976;
Graen & Scandura, 1987), which focuses on the relationship that develops
between each member of the group and their leader, that is, the vertical dyad.
Because of time constraints, the leader is forced to selectively parcel out his
or her time and energy to various members of the group. The result is that
leader-member exchanges can be categorized as ingroup and outgroup
relationships, with those in the ingroup receiving from the leader greater trust,
i nteraction, support, and rewards than those in the outgroup. This relationship
eventually stabilizes through a cyclical process of behavioral reinforcement on
the part of the leader and the member (Dienesch & Liden, 1986). Thus, the
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relational similarity between the leader and both newcomers and oldtimers may
be especially important during socialization.

Nature of the Team's Task

McGrath (1984) offers a comprehensive discussion of dimensions that
characterize the nature of group tasks. Of these, the degree to which the task
structure encourages cooperation versus conflict is likely to be especially
relevant to understanding the consequences of diversity. Cooperation is
required when the team's task creates interdependency among members.
Interdependency and pressures for cooperation are likely to influence several
of the processes described (Gaertner, Dovidio, Mann, Murrell, & Pomare,
1990). For example, the initial categorization of dissimilar newcomers may be
influenced by the extent to which the performance of the team as a whole
depends on the newcomer's performance. When task interdependency is great,
the salience of a team identity should be heightened for team members (task
interdependence may also heighten the salience of the team's identity among
other members of the organization). Corresponding to a heightened team
identity would be a weaker tendency for oldtimers to use demographically-
based social identities to categorize dissimilar newcomers as outgroup
members. When social identities are not salient, stereotypes for these social
groups are less likely to influence information processing and behaviors toward
the newcomer. In addition, task interdependence may increase the frequency
of contact between oldtimers and newcomers, thereby encouraging oldtimers
to view newcomers in personalized terms. Findings from several studies support
the expectation that the effects of relational dissimilarity will be weaker under
conditions of high interdependency (Amir, 1969; Brewer & Miller, 1988;
Darley, Fleming, Hilton, & Swann, 1988; Gaertner, Dovidio, Mann, Murrell,
& Pomare, 1990).

Human Resource Management Practices

We include within this domain of moderators the full range of organizational
practices related to how work is managed. Socialization tactics, training,
staffing, appraisal and reward systems are all examples of human resources
management practices.

OrganizationallGroup Socialization Tactics. The experiences of newcomers
are shaped in part by the socialization tactics in their organization. These may
be selected consciously by management, as is the case for formal orientation
sessions that process large cohorts of newcomers, or used with little or no
explicit planning, as is sometimes the case when organizations adopt a "sink
or swim" approach (Van Maanen & Schein, 1979). Socialization tactics differ
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along many dimensions, a few of which may be especially relevant to the
consequences of diversity. Because different socialization tactics require, and
result in, different psychological responses, they can accentuate or attenuate
t he effects of dissimilarity between newcomers and oldtimers. For example,
collective socialization tactics should serve to encourage the development of
communication networks among an entering cohort of newcomers. These
networks are likely to stay intact even after newcomers become dispersed
throughout the organization. Assuming collective socialization facilitates the
development of communication ties outside of the newcomer's work team, the
effects of dissimilarity on externally directed communications would likely be
magnified for newcomers who are members of a collectively socialized cohort.
We would also expect socialization tactics that are less constraining of
oldtimers' and newcomers' behaviors to magnify the effects of dissimilarity.
Such tactics would include disjunctive socialization, informal tactics, and
investiture, which are the tactics most likely to encourage role innovation. On
the other hand, collective, formal, or divestiture tactics are more likely to
encourage newcomers to adopt a custodianship orientation (for descriptions
of these tactics, see Van Maanen, 1978).

Training Programs. Although socialization tactics and the training that
occurs upon entry into an organization often are treated as distinct aspects
of human resource management systems, the distinction is blurry, at best
(Feldman, 1989). For training programs targeted at newcomers, the
moderating effects of training are likely to be similar to those suggested above.
A second type of training is also relevant, however, namely training for
oldtimers. Training oldtimers to attend specifically to newcomers' needs for
support (Goldstein & Gilliam, 1990) may attenuate the negative effects of
relational dissimilarity. Similarly, traditional sensitivity training, which often
emphasizes the unique qualities of individuals, may attenuate the effects of
relational demography. The intended effects of sensitivity training are to
eliminate the depersonalization that occurs when people are perceived to be
members of an outgroup, thereby weakening the cognitive effects of
categorization at the social level (see Wilder, 1986). Unfortunately, however,
our analysis indicates that the negative consequences of relational dissimilarity
may be accentuated by some of the more recently developed "valuing
differences" training programs, which often emphasize and encourage the
celebration of differences between demographic groups.

Staffing. Feldman (1981) describes the importance of an organization's
selection procedures in determining socialization experiences. In particular,
valid procedures help ensure that newcomers (as well as oldtimers) have the
needed abilities and skills to perform their jobs. Anxiety and negative
i nteractions should be lessened for qualified newcomers, assuming oldtimers



98

	

SUSAN E. JACKSON, VERONICA K STONE, and EDEN B. ALVAREZ

have confidence in the selection system and believe it selects newcomers based
on job qualifications. One way to increase oldtimers' confidence in a selection
system is to involve them directly. When team members select newcomers or
are involved in their screening, the effects of stereotypes are likely to be weaker
during socialization, because the newcomer is more likely to be viewed as a
unique individual whose characteristics are valued by the group. However, in
this case, the effects of stereotyping may be transferred to the selection decision
itself (e.g., see Arvey & Campion, 1982; cf. Lindsay, 1990). Even when team
members have no direct say in selection decisions, the effects of stereotyping
can be reduced by giving oldtimers information about the competencies of
newcomers (Heilman et al., 1989).

Appraisal and Reward Systems. Appraisal and reward systems have the
potential to mitigate the effects of relational demography in at least two ways.
First, they serve as powerful tools for shaping task interdependency among
team members. Thus, some of the ways in which they may moderate the
consequences of diversity are parallel to those described above. In addition,
appraisal and reward systems can be used to focus the attention of oldtimers
on the performance of their team as well as to encourage supervisors to fully
develop their subordinates and make the most of their talents. Such practices
make superordinate goals salient, which should increase cooperation between
oldtimers and newcomers (Sherif, 1967) and help attenuate the effects of
relational dissimilarity.

CONCLUSIONS
Diversity's consequences pervade organizational life, impacting employees'
self-conceptions, work-related communications and social life, performance,
and power. Managing diversity effectively requires an understanding of its
impact on these phenomena. Our current lack of understanding of the processes
through which diversity shapes the psychological experiences and interpersonal
relations of employees constrains our ability to improve diversity management,
and ultimately, it constrains our ability to understand organizational behavior
in general.

To date, approaches to understanding the experiences of the growing pool
of employees who are members of demographic minorities in organizations
(e.g., women, African-Americans) have emphasized static comparisons
between groups of employees with differing demographic attributes. The
phenomena discussed in this chapter suggest that this approach is insufficient
for building a clear view of the consequences of diversity because it fails to
specify the affective, cognitive, and behavioral processes inherent in social
interactions. These are the processes through which diversity impacts an
organization, in both positive and negative ways.
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Interventions for managing diversity may moderate some of the effects of
diversity. However, other effects may not be easily controlled-especially those
due to fundamental psychological processes such as self-categorization and
stereotyping. In addition, the many possible outcomes of diversity mean that
interventions can be expected to improve a situation in some ways or in the
view of some employees while at the same time creating new problems. For
example, interventions that enhance the process of assimilation may impede
i nnovation. The challenge for organizations, therefore, is to understand the
likely costs and benefits associated with alternative management practices and
to consider these in the light of their prioritized objectives. Existing theory and
empirical evidence offers some guidance for evaluating the likely consequences
of some alternative diversity management practices, but field research that
directly examines how diversity impacts organizational behavior is lacking. Our
analysis suggests that studies of socialization amidst diversity may be
particularly beneficial for improving our knowledge base, because it is during
this phase of transition and change that enduring relationships are established.
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NOTES
I. When considering the influence of ethnicity on social phenomena, it is important to keep

i n mind the individual and group levels at which the cognitive and psychological properties
of ethnicity operate (Ferdman, 1992). While ethnicity at the group level emphasizes the common
features shared by members of a group, large within-group variation can be generally
assumed.

2. See Ashford and Cummings (1983) and Miller and Jablin (1991) for detailed discussions
regarding the many dimensions along which communications can be described.

3. Because we conceptualize oldtimers as comprising an established, homogeneous group, we
assume they have distinct norms and values that guide their behavior and shape their affective
reactions. That is, we assume the team has its own culture. The norms and values of the team
are not necessarily synonymous with those of the demographic groups to which oldtimers belong.
but considerable congruence would be expected when oldtimers are demographically
homogeneous.

4. It is possible that minor role innovation can occur in the newcomers role while having
relatively little impact on the roles of oldtimers. This may be the case when the newcomer's role
i s weakly defined and ambiguous. However, even when an existing role is ambiguous, we would
argue that significant role innovation (i.e.. creating a new, more strongly defined role) will imply
some redefinition of the extant roles for other group members.

5. This proposition does not include a prediction regarding use of observation as a tactic
because, as described by Miller and Jablin (1991). observation is used to learn how to perform
t asks rather than to obtain evaluative information.
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