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CHAPTER  2 

Diversity in Organizations 
 
 
LEARNING OBJECTIVES  
 
After studying this chapter, students should be able to: 
 
2-1. Describe the two major forms of workplace diversity. 
2-2. Demonstrate how workplace discrimination undermines organizational effectiveness. 
2-3. Describe how the key biographical characteristics are relevant to Organizational Behavior 
(OB).  
2-4. Explain how other differentiating characteristics factor into OB. 
2-5. Demonstrate the relevance of intellectual and physical abilities to OB. 
2-6. Describe how organizations manage diversity effectively. 
 
 
INSTRUCTOR RESOURCES 
 
Instructors may wish to use the following resources when presenting this chapter. 
 
Text Exercises 
 

• An Ethical Choice: Affirmative Action for Unemployed Veterans 
• MyLab Management  

o Watch it!: Verizon: Diversity  
o Personal Inventory Assessments: Intercultural Sensitivity Scale 
o Try it!: Human Resources 

• Myth or Science?: “Bald is Better” 
• Career OBjectives: Should I Come Out At Work? 
• Point/Counterpoint: Affirmative Action Programs Have Outlived Their Usefulness 
• Questions for Review  
• Experiential Exercise: Differences 
• Ethical Dilemma: Voiding the “License to Discriminate” 
 

Text Cases 
 

• Case Incident 1: Can Organizations Train Diversity? 
• Case Incident 2: The Encore Career 

 
Instructor’s Choice  
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This section presents an exercise that is NOT found in the student's textbook. Instructor's Choice 
reinforces the text's emphasis through various activities. Some Instructor's Choice activities are 
centered on debates, group exercises, Internet research, and student experiences. Some can be 
used in class in their entirety, while others require some additional work on the student's part. 
The course instructor may choose to use these at any time throughout the class—some may be 
more effective as icebreakers, while some may be used to pull together various concepts covered 
in the chapter. 
 
Web Exercises 
 
At the end of each chapter of this Instructor’s Manual, you will find suggested exercises and 
ideas for researching OB topics on the Internet. The exercises “Exploring OB Topics on the 
Web” are set up so that you can simply photocopy the pages, distribute them to your class, and 
make assignments accordingly. You may want to assign the exercises as an out-of-class activity 
or as lab activities with your class. 
 
Summary and Implications for Managers   
 
This chapter looks at diversity from many perspectives. We paid particular attention to three 
variables—biographical characteristics, abilities, and diversity programs. Diversity management 
must be an ongoing commitment that crosses all levels of the organization. Policies to improve 
the climate for diversity can be effective, and diversity management can be learned.  

• Understand your organization's anti-discrimination policies thoroughly and share them 
with all employees. 

• Assess and challenge your stereotype beliefs to increase your objectivity. 
• Look beyond readily observable biographical characteristics and consider the individual’s 

capabilities before making management decisions; remain open and encouraging for 
individuals to disclose any hidden disabilities.  

• Evaluate fully what accommodations a person with disabilities will need and then fine-
tune a job to that person’s abilities. 

• Seek to understand and respect the unique biographical characteristics of your 
employees; a fair but individualistic approach yields the best performance. 
 

This chapter opens with a vignette describing how a single commercial kitchen in San Francisco’s Mission District is 
enabling low-income, female food entrepreneurs from diverse ethnic backgrounds to formalize, grow, and develop 
their businesses. La Cocina provides affordable kitchen space (at roughly a third of the San Francisco market rate), 
specialized knowledge of the food industry, and business development opportunities to these diverse entrepreneurs so 
that these women can have an opportunity to do what they love to do while fostering an inclusive, vibrant San 
Francisco united by the love of food. The barriers and hardships facing immigrants and women such as those in the 
San Francisco area are substantial, and they are examples of why diversity is so important for organizations. The 
story of La Cocina, and the impact it has had on the food industry across America, is one hopeful account of a business 
incubator drawing strength from a diverse community. In this chapter, we look at how organizations should work to 
maximize the potential contributions of a diverse workforce. Because each of us is different from others in myriad 
ways, we consider diversity in many different forms. We also show how individual differences in abilities affect 
employee behavior and effectiveness in organizations. 
BRIEF CHAPTER OUTLINE 
 
I. Introduction  
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A. In this chapter, we’ll learn how individual characteristics like age, gender, race, ethnicity, 
and abilities can influence employee performance. 

B. We’ll also see how managers can develop awareness about these characteristics and 
manage a diverse workforce effectively.   

I. Diversity 
A. Demographic Characteristics  

1. The predominantly white, male managerial workforce of the past has given way to a 
gender-balanced, multiethnic workforce.  
a. For instance, in 1950, only 29.6 percent of the U.S. workforce was female, but by 

2016, women comprised 46.8 percent. 
b. Both in the United States and internationally, women today are much more likely 

than before to be employed full time, have an advanced education, and earn 
wages comparable to those of men. 

2. In addition, the earnings gap between whites and other racial and ethnic groups in the 
United States has decreased significantly, partially due to the rising number of 
minorities in the workforce.  
a. Hispanics will increase from 13 percent of the workforce in 2014 to 25.1 percent 

in 2044, blacks will increase from 12 to 12.7 percent, and Asians from 5 to 7.9 
percent. 

3. These changes are increasingly reflected in the makeup of managerial and 
professional jobs. These changes also mean organizations must make diversity 
management a central component of their policies and practices. 

B. Levels of Diversity 
1. Although much has been said about diversity in age, race, gender, ethnicity, religion, 

and disability status, experts now recognize that these demographic characteristics are 
just the tip of the iceberg.  

2. These characteristics mostly reflect surface-level diversity, not thoughts and 
feelings, and can lead employees to make stereotypes and assumptions about others 
from certain demographic backgrounds.  

3. However, evidence has shown that people are less concerned about demographic 
differences if they see themselves as sharing more important characteristics, such as 
personality and values, that represent deep-level diversity. 

II. Discrimination 
1. Discrimination is to note a difference between things. 

B. Stereotype Threat 
1. Stereotype threat describes the degree to which we internally agree with the 

generally negative stereotyped perceptions of our groups. 
2. People become their own worst enemies when they feel a stereotype threat.   

a. They may unconsciously exaggerate the stereotype. 
b. They may engage in self-handicapping. 
c. They may over-compensate for the stereotype threat they feel. 
d. Stereotype threat can serve as a “brain drain” for employees, causing them to 

deplete their working memories so that they do not perform as well on 
employment tests or training. 

3. Stereotype threat has serious implications for the workplace. It can lead to 
underperformance on tests, performance evaluations, training exercises, negotiations, 
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and everyday interactions with others as well as to disengagement, poor job attitudes, 
a reluctance to seek feedback, and poor performance in the employees experiencing 
stereotyping Judging someone on the basis of our perception of the group to which 
that person belongs. 

4. The following organizational changes can be successful in reducing stereotype threat: 
increasing awareness of how stereotypes may be perpetuated, reducing differential 
and preferential treatment through objective assessments, confronting micro-
aggressions against minority groups, and adopting transparent practices that signal the 
value of all employees. 

C. Discrimination in the Workplace 
1. Unfair discrimination is assuming stereotypes about groups and refusing to recognize 

differences. 
2. Exhibit 2-1 lists definitions and examples of different types of discrimination.  

III. Biographical Characteristics 
A. Biographical characteristics such as age, gender, race, disability, and length of service 

are some of the most obvious ways employees differ. 
1. Start with factors that are readily available in an employee’s personnel file. There is a 

sizable amount of research on these factors.  
B. Age 

1. The relationship between age and job performance is likely to be an issue of 
increasing importance during the next decade for several reasons.  

2. Employers hold mixed feelings about older workers.  
a. They see a number of positive qualities older workers bring to their jobs, such as 

experience, judgment, a strong work ethic, and commitment to quality.  
b. But older workers are also perceived as lacking flexibility and resisting new 

technology.  
3. What effect does age actually have on turnover, absenteeism, productivity, and 

satisfaction?  
a. The older you get, the less likely you are to quit your job.  

4. It may seem likely that age is positively correlated to absenteeism, but this isn’t true.  
a. Most studies show that older employees have lower rates of avoidable absence 

versus younger employees. 
5. The majority of studies have shown “virtually no relationship between age and job 

performance,” according to Director Harvey Sterns of the Institute for Life-Span 
Development and Gerontology. 
a. Related to performance, there is a conception that creativity lessens as people age. 

6. A final concern is the relationship between age and job satisfaction, where the 
evidence is mixed.  
a. A review of more than 800 studies found that older workers tend to be more 

satisfied with their work, report better relationships with coworkers, and are more 
committed to their employing organizations.  

C. Other studies, however, have found that job satisfaction increases up to middle age, at 
which point it begins to drop off. Sex 
1. Few issues initiate more debates, misconceptions, and unsupported opinions than 

whether women perform as well on jobs as men do. 
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a. The best place to begin to consider this is with the recognition that few, if any, 
important differences between men and women affect job performance.  

b. A recent meta-analysis of job performance studies found that women scored 
slightly higher than men on performance measures.  

2. Yet biases and stereotypes persist.  
a. Men are more likely to be chosen for leadership roles. 

3. Women still earn less money than men for the same positions, even in traditionally 
female roles. 
a. Working mothers also face “maternal wall bias” by employers, which limits their 

professional opportunities, and both men and women face discrimination for their 
family caregiving roles.  

4. Many countries have laws against sexual discrimination.  
D. Race and Ethnicity 

1. Race is a controversial issue in society and in organizations.  
a. We define race as the heritage people use to identify themselves; ethnicity is the 

additional set of cultural characteristics that often overlaps with race. 
2. Research into effects of race and ethnic diversity. 

a. Employees tend to favor colleagues of their own race in performance evaluations, 
promotion decisions, pay raises. 

b. Members of racial and ethnic minorities report higher levels of discrimination in 
the workplace. 

c. African Americans generally do worse than whites in employment decisions. 
d. While better representation of all racial groups in organizations remains a goal, an 

individual of minority status is much less likely to leave the organization if there 
is a feeling of inclusiveness, known as a positive diversity climate. 

E. Disabilities 
1. With the Americans with Disabilities Act (ADA) in 1990, individuals with disabilities 

became an increasing number in the U.S. workforce. 
2. A person is disabled who has any physical or mental impairment that substantially 

limits one or more major life activities. 
3. The “reasonable accommodation” is problematic for employers. 
4. Research on workers with disabilities have found: 

a. They receive higher performance evaluations based on lower performance 
expectations. 

b. They are less likely to be hired. 
F. Hidden Disabilities 

1. Hidden, or invisible disabilities, generally fall under the category of sensory 
disabilities, chronic illness or pain, cognitive or learning impairments, sleep disorders, 
and psychological challenges.  

2. As a result of recent changes to the Americans with Disabilities Act Amendments Act 
of 2008, U.S. organizations must accommodate employees with a very broad range of 
impairments.  

3. However, employees must disclose their conditions to their employers in order to be 
eligible for workplace accommodations and employment protection.  

G. Other Differentiating Characteristics 
1. Tenure 

CLICK HERE TO ACCESS THE COMPLETE Solutions

https://testbanks.ac/product/9780134729329-SOLUTIONS-5/


Chapter 2 Diversity in Organizations Page 47  

 Copyright © 2019 Pearson Education, Inc.  

a. Extensive reviews have been conducted of the seniority–productivity relationship. 
(1)  The evidence demonstrates a positive relationship between organizational 

tenure (i.e., how long an employee has been in his or her organization) and job 
performance. 

b. Organizational tenure appears to be a good predictor of employee productivity. 
2. Religion 

a. There are few—if any— countries in which religion is a nonissue in the 
workplace. For this reason, employers are prohibited by law from discriminating 
against employees based on religion in many countries, including Australia, the 
United Kingdom, and the United States. 

b. Religious discrimination claims have been a growing source of discrimination 
claims in the United States. 

3. Sexual Orientation and Gender Identity 
a. While much has changed, the full acceptance and accommodation of lesbian, gay, 

bisexual, transgender, and questioning (LGBTQ) employees remains a work in 
progress. 

b. Perhaps as a result of perceived discrimination, many LGBTQ employees do not 
disclose their status. 

c. U.S. federal law does not protect employees against discrimination based on 
sexual orientation, although 29 states and more than 160 municipalities do. 
(1) As a first step in the United States, the federal government has prohibited 

discrimination against government employees based on sexual orientation. 
d. Many organizations have implemented policies and procedures protecting 

employees on the basis of sexual orientation. 
e. Companies are increasingly putting in place policies to govern how their 

organizations treat transgender employees. 
4. Cultural Identity 

a. People choose their cultural identity, and they also choose how closely they 
observe the norms of that culture. 

b. Cultural norms influence the workplace, sometimes resulting in clashes. 
c. A company seeking to be sensitive to the cultural identities of its employees 

should look beyond accommodating its majority groups and instead create as 
much of an individualized approach to practices and norms as possible. 

IV.  Ability  
A.  Ability is an individual’s current capacity to perform various tasks in a job. 
B. Intellectual Abilities 

1. Intellectual abilities are abilities needed to perform mental activities—thinking, 
reasoning, and problem solving.  

2. Most societies place a high value on intelligence, and for good reason.  
3. The seven most frequently cited dimensions making up intellectual abilities are 

number aptitude, verbal comprehension, perceptual speed, inductive reasoning, 
deductive reasoning, spatial visualization, and memory. (Exhibit 2-2) 
a. If you score high on verbal comprehension, you’re more likely to also score high 

on spatial visualization.  
4. Researchers recognize a general factor of intelligence, general mental ability 

(GMA). 
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5. Evidence  supports the idea that the structures and measures of intellectual abilities 
generalize across cultures.  

6. Jobs differ in the demands they place on intellectual abilities.  
a. The more complex a job in terms of information-processing demands, the more 

general intelligence and verbal abilities will be necessary to perform successfully. 
b. Where employee behavior is highly routine and there are few or no opportunities 

to exercise discretion, a high IQ is not as important to performing well.  
7. Although intelligence is a big help in performing a job well, it doesn’t make people 

happier or more satisfied with their jobs.  
C. Physical Abilities 

1. Introduction 
a. Though the changing nature of work suggests intellectual abilities are increasingly 

important for many jobs, physical abilities have been and will remain valuable. 
b. Nine basic abilities involved in the performance of physical tasks. (Exhibit 2-3)  

V. Implementing Diversity Management Strategies 
A. Introduction 

1. Having discussed a variety of ways in which people differ, we now look at how a 
manager can and should manage these differences.  

2. Diversity management makes everyone more aware of and sensitive to the needs 
and differences of others.  

B. Attracting, Selecting, Developing, and Retaining Diverse Employees 
1. One method of enhancing workforce diversity is to target recruiting messages to 

specific demographic groups underrepresented in the workforce.  
2. Research has shown that women and minorities have greater interest in employers 

that make special efforts to highlight a commitment to diversity in their recruiting 
materials. Hat fail to show  

3. Diversity advertisements that fail to show women and minorities in positions of 
organizational leadership send a negative message about the diversity climate at an 
organization. 

C. Diversity in Groups 
1. Groups are an essential part of organizational settings. 

a. If employees feel no cohesion or sense of membership, group attributes are likely 
to be less. 

b. Does diversity help or hurt group performance? 
(1) Whether diverse or homogeneous teams are more effective depends on the 

characteristic of interest.  
(2) On the other hand, teams of individuals who are highly intelligent, 

conscientious, and interested in working in team settings are more effective. 
c. In other cases, differences can be a strength.  

(1) Groups of individuals with different types of expertise and education are more 
effective than homogeneous groups.  

D. Expatriate Adjustment 
1. The experience of moving to a different country and adjusting to its new cultural, 

interactive, and work-related norms is a major undertaking for both the expatriate 
(i.e., the employee on international assignment) and the host country nationals.  
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2. If it is not handled properly, poor adjustment can result in employee dissatisfaction, 
poor performance, prejudice, and misunderstanding. 

3. Studies suggest that organizations should select employees for international 
assignments who are capable of adjusting quickly and then ensure they have the 
support they need for their assignment. 

E. Effective Diversity Programs 
1. Effective diversity programs have three components: 

a. They teach managers about the legal framework for equal employment 
opportunity and encourage fair treatment of all people regardless of their 
demographic characteristics.  

b. They teach managers how a diverse workforce will be better able to serve a 
diverse market of customers and clients.  

c. They foster personal development practices that bring out the skills and abilities 
of all workers, acknowledging how differences in perspective can be a valuable 
way to improve performance for everyone. 

2. Much concern about diversity has to do with fair treatment. 
3. Organizational leaders should examine their workforce to determine whether target 

groups have been underutilized.  
4. If groups of employees are not proportionally represented in top management, 

managers should look for any hidden barriers to advancement.  
5. Communications should focus as much as possible on qualifications and job 

performance; emphasizing certain groups as needing more assistance could well 
backfire.  

VI.  Summary and Implications for Managers 
A. This chapter looked at diversity from many perspectives. We paid particular attention to 

three variables—biographical characteristics, ability, and diversity programs.  
B. Diversity management must be an ongoing commitment that crosses all levels of the 

organization.  
C. Policies to improve the climate for diversity can be effective, and diversity management 

can be learned. 
1. Understand your organization's anti-discrimination policies thoroughly and share 

them with your employees. 
2. Assess and challenge your stereotype beliefs to increase your objectivity. 
3. Look beyond readily observable biographical characteristics and consider the 

individual’s capabilities before making management decisions; remain open and 
encouraging for individuals to disclose any hidden disabilities.  

4. Evaluate fully what accommodations a person with disabilities will need and then 
fine-tune a job to that person’s abilities. 

5. Seek to understand and respect the unique biographical characteristics of each 
individual; a fair but individualistic approach yields the best performance. 

 
EXPANDED CHAPTER OUTLINE 
 
I. Introduction  

A. In this chapter, we look at how organizations work to maximize the potential 
contributions of a diverse workforce. 
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B. Because each of us is different from others in a myriad of ways, we consider diversity in 
many different forms. 

C. We also show how individual differences in abilities affect employee behavior and 
effectiveness in organizations.  

II. Diversity 
A. In this chapter, we’ll learn how individual characteristics like age, gender, race, ethnicity, 

and abilities can influence employee performance.   
B. We’ll also see how managers can develop awareness about these characteristics and 

manage a diverse workforce effectively.  
C. Demographic Characteristics  

1. The predominantly white, male managerial workforce of the past has given way to a 
gender-balanced, multiethnic workforce. 

2. Earnings gaps between groups have narrowed. 
3. Workers over the age of 55 are an increasingly large portion of the workforce as well, 

both in the United States and globally. 
D. Levels of Diversity 

1. Although much has been said about diversity in age, race, gender, ethnicity, religion, 
and disability status, experts now recognize that these demographic characteristics are 
just the tip of the iceberg. 

2. These characteristics mostly reflect surface-level diversity, not thoughts and 
feelings, and can lead employees to make stereotypes and assumptions about others 
from certain demographic backgrounds.  

3. However, evidence has shown that people are less concerned about demographic 
differences if they see themselves as sharing more important characteristics, such as 
personality and values, that represent deep-level diversity. 

III. Discrimination 
A. Discrimination is to note a difference between things. 
B. Stereotyping is judging someone on the basis of our perception of the group to which 

that person belongs. 
C. Stereotype Threat 

1. Stereotype threat describes the degree to which we internally agree with the 
generally negative stereotyped perceptions of our groups. 

2. People become their own worst enemies when they feel a stereotype threat.   
a. They may unconsciously exaggerate the stereotype. 
b. They may engage in self-handicapping. 
c. They may over-compensate for the stereotype threat they feel. 

 
3. Stereotype threat can serve as a “brain drain” for employees, causing them to deplete 

their working memories so that they do not perform as well on employment tests or 
training. 

4. Stereotype threat has serious implications for the workplace. 
5. It can lead to underperformance on tests, performance evaluations, training exercises, 

negotiations, and everyday interactions with others as well as to disengagement, poor 
job attitudes, a reluctance to seek feedback, and poor performance in the employees 
experiencing the threat. 
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6. The following organizational changes can be successful at reducing stereotype threat:  
increasing awareness of how stereotypes may be perpetuated, reducing differential 
and preferential treatment through objective assessments, banning stereotyped 
practices and messages, confronting micro-aggressions against minority groups, and 
adopting transparent practices that signal the value of all employees. 

D. Discrimination in the Workplace 
1. Unfair discrimination is assuming stereotypes about groups and refusing to recognize 

differences. 
2. Exhibit 2-1 lists definitions and examples of different types of discrimination. 
3. Under increasing legal scrutiny and social disapproval, most overt forms have faded, 

but this may have resulted in an increase in covert forms such as incivility or 
exclusion. 

4. Some forms are difficult to root out because they are unobservable.  
5. Whether intentional or not, serious negative consequences may arise for employers. 
6. Diversity is a broad term, and workplace diversity can describe any characteristic that 

makes one person different from another. 
IV. Biographical Characteristics   

A. Introduction 
1. Biographical characteristics such as age, race, gender, disability, and length of 

service are some of the most obvious ways employees differ.   
2. Start with factors that are readily available in an employee’s personnel file. There is a 

sizable amount of research on these factors.  
B. Age 

1. Age in the workforce is likely to be an issue of increasing importance during the next 
decade for many reasons.  
a. First, the workforce is aging in most developed countries.  

(1) The United States and Australia, among other countries, have laws directed 
against age discrimination. Most U.S. workers today no longer have to retire 
at age 70. 

2. Employers hold mixed feelings about older workers.  
a. They see a number of positive qualities older workers bring to their jobs, such as 

experience, judgment, a strong work ethic, and commitment to quality.  
b. But older workers are also perceived as lacking flexibility and resisting new 

technology.  
c. And when organizations are actively seeking individuals who are adaptable and 

open to change, the negatives associated with age clearly hinder the initial hiring 
of older workers and increase the likelihood they will be let go during cutbacks. 

3. What effect does age actually have on turnover, absenteeism, productivity, and 
satisfaction?  
a. The older you get, the less likely you are to quit your job.  
b. As workers get older, they have fewer alternative job opportunities as their skills 

have become more specialized to certain types of work.  
c. Their long tenure also tends to provide them with higher wage rates, longer paid 

vacations, and more attractive pension benefits. 
4. It may seem likely that age is positively correlated to absenteeism, but this isn’t true.  
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a. Most studies show that older employees have lower rates of avoidable absence 
versus younger employees. 

b. Furthermore, older workers do not have more psychological problems or day-to-
day physical health problems than younger worker. 

5. The majority of studies have shown “virtually no relationship between age and job 
performance,” according to Director Harvey Sterns of the Institute for Life-Span 
Development and Gerontology. 
a. Indeed, some studies indicate that older adults perform better. 

6. Related to performance, there is a conception that creativity lessens as people age.  
7. A final concern is the relationship between age and job satisfaction, where the 

evidence is mixed.  
a. A review of more than 800 studies found that older workers tend to be more 

satisfied with their work, report better relationships with coworkers, and are more 
committed to their employing organizations.  

b. Other studies, however, have found a U-shaped relationship.  
(1) Several explanations could clear up these results, the most plausible being that 

these studies are intermixing professional and nonprofessional employees.  
(2) When we separate the two types, satisfaction tends to continually increase 

among professionals as they age, whereas it falls among nonprofessionals 
during middle age and then rises again in the later years. 

C. Sex 
1. Few issues initiate more debates, misconceptions, and unsupported opinions than 

whether women perform as well on jobs as men do. 
a. The best place to begin to consider this is with the recognition that few, if any, 

important differences between men and women affect job performance.  
b. A recent meta-analysis of job performance studies found that women scored 

slightly higher than men on performance measures.  
2. Women still earn less money than men for the same positions, even in traditionally 

female roles. 
a. Working mothers also face “maternal wall bias” by employers, which limits their 

professional opportunities, and both men and women face discrimination for their 
family caregiving roles. 

3. Thankfully, many countries, including Australia, the United Kingdom, and the United 
States, have laws against sex discrimination.  

4. Other countries, such as Belgium, France, Norway, and Spain, are seeking gender 
diversity through laws to increase the percentage of women on boards of directors. 

5.  Gender biases and gender discrimination are still serious issues, but there are 
indications that the situation is improving. 

D. Race and Ethnicity 
1. Race is a controversial issue.  

a. We define race as the heritage people use to identify themselves; ethnicity is the 
additional set of cultural characteristics that often develops with race. 

b. Typically, we associate race with biology and ethnicity with culture, but there is a 
history of self-identifying for both classifications. 

c. Laws against race and ethnic discrimination are in effect in many countries, 
including Australia, the United Kingdom, and the United States. 
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2. Research into effects of race and ethnic diversity. 
a. Employees tend to favor colleagues of their own race in performance evaluations, 

promotion decisions, pay raises. 
b. African-Americans generally do worse than whites in employment decisions. 
c. Most research shows that members of racial and ethnic minorities report higher 

levels of discrimination in the workplace. 
d. Discrimination leads to increased turnover, which is detrimental to organizational 

performance. 
3. While better representation of all racial groups in organizations remains a goal, an 

individual of minority status is much less likely to leave the organization if there is a 
feeling of inclusiveness, known as positive diversity climate. 
a. Some research suggests that having a positive climate for diversity overall can 

lead to increased sales, commitment, and retention, suggesting there are 
organizational performance gains associated with reducing racial and ethnic 
discrimination. 

E. Disabilities 
1. With the Americans with Disabilities Act (ADA) in 1990, individuals with disabilities 

became an increasing number in the U.S. workforce. 
2. It requires reasonable accommodation for disabilities. 
3. A person is disabled who has any physical or mental impairment that substantial 

limits one or more major life activities. 
4. The “reasonable accommodation” is problematic for employers. 
5. Research on workers with disabilities have found: 

a. They receive higher performance evaluations based on lower performance 
expectations.  

b. They are less likely to be hired. 
F. Hidden Disabilities 

1. Hidden, or invisible, disabilities generally fall under the categories of sensory 
disabilities, autoimmune disorders, chronic illness or pain, cognitive or learning 
impairments, sleep disorders, and psychological challenges. 

2. As a result of recent changes to the Americans with Disabilities Act Amendments Act 
of 2008, U.S. organizations must accommodate employees with a very broad range of 
impairments. 

3. However, employees must disclose their conditions to their employers in order to be 
eligible for workplace accommodations and employment protection. 

4. Research suggests that disclosure helps all – the individual, others, and organizations. 
5. Disclosure may increase the job satisfaction and well-being of the individual, help 

others understand and assist the individual to succeed in the workplace, and allow the 
organization to accommodate the situation to achieve top performance. 

G. Other Differentiating Characteristics 
1. Tenure 

a. The issue of the impact of job seniority on job performance has been subject to 
misconceptions and speculations.  
(1) Extensive reviews of the seniority-productivity relationship have been 

conducted. 
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(2) The evidence demonstrates a positive relationship between organizational 
tenure (i.e., how long an employee has been in his or her organization) and job 
performance.  

(3) As such, organizational tenure appears to be a good predictor of employee 
performance, although there is some evidence that the relationship is not 
linear: Differences in organizational tenure are more important to job 
performance for relatively new or inexperienced employees than among those 
who have been on the job longer. 

2. Religion 
a. Although employees are protected by U.S. federal law regarding their religion, it 

is still an issue in the workplace. 
(1) There are nearly 3 million Muslims in the United States, and the number is 

predicted to double by 2030, when they will represent 1.7 percent of the 
population, according to the Pew Research Center.  

(2) At that point, there will be as many Muslims in the United States as there are 
Jews and Episcopalians. 

(3) Despite these numbers, there is evidence that people are discriminated against 
for their Islamic faith even in the workplace. Perhaps as a result of different 
perceptions of religion’s role in the workplace, religious discrimination claims 
have been a growing source of discrimination claims in the United States.  

3. Sexual Orientation and Gender Identity 
a. Sexual orientation 

(1) While much has changed, the full acceptance and accommodation of gay, 
lesbian, bisexual, and transgender employees remains a work in progress. 

(2) Federal law does not protect employees against discrimination based on 
sexual orientation, although 29 states and more than 160 municipalities do. 

(3) As a first step in the United States, the federal government has prohibited 
discrimination against government employees based on sexual orientation.  

(4) The EEOC recently held that sex-stereotyping against lesbian, gay, and 
bisexual individuals represents gender discrimination enforceable under the 
Civil Rights Act of 1964. 

(5) Employers differ regarding their policies on this issue. 
b. Gender identity 

(1) Companies are increasingly putting in place policies to govern how their 
organizations treat transgender employees.  

4. Cultural Identity 
a. People choose their cultural identity, and they also choose how closely they 

observe the norms of that culture. 
b. Cultural norms influence the workplace, sometimes resulting in clashes. 
c. Thanks to global integration and changing labor markets, global companies do 

well to understand and respect the cultural identities of their employees, both as 
groups and as individuals. 

d. A company seeking to be sensitive to the cultural identities of its employees 
should look beyond accommodating its majority group and instead create as much 
of an individualized approach to practices and norms as possible.  

V. Ability  
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A. Ability is an individual’s current capacity to perform various tasks in a job. 
B. Intellectual Abilities 

1. Intellectual abilities are abilities needed to perform mental activities – thinking, 
reasoning, and problem solving.  

2. Most societies place a high value on intelligence, and for good reason.  
a. Smart people generally earn more money and attain higher levels of education.  
b. They are also more likely to emerge as leaders of groups.  
c. Intelligence quotient (IQ) tests, for example, are designed to ascertain a person’s 

general intellectual abilities.  
d. So, too, are popular college admission tests, such as the SAT and ACT, and 

graduate admission tests in business (GMAT), law (LSAT), and medicine 
(MCAT).  

e. Testing firms don’t claim their tests assess intelligence, but experts know they do. 
3. The seven most frequently cited dimensions making up intellectual abilities are 

number aptitude, verbal comprehension, perceptual speed, inductive reasoning, 
deductive reasoning, spatial visualization, and memory. Exhibit 2-2 describes these 
dimensions. 

4. If you score high on verbal comprehension, you’re more likely to also score high on 
spatial visualization.  
a. The correlations aren’t perfect, meaning people do have specific abilities that 

predict important work-related outcomes when considered individually.  
b. However, they are high enough that researchers also recognize a general factor of 

intelligence, general mental ability (GMA). 
5. Evidence strongly supports the idea that the structures and measures of intellectual 

abilities generalize across cultures.  
6. Jobs differ in the demands they place on intellectual abilities. 

a. The more complex a job is in terms of information-processing demands, the more 
general intelligence and verbal abilities will be necessary to perform successfully. 

b. Where employee behavior is highly routine and there are few or no opportunities 
to exercise discretion, a high IQ is not as important as performing well.  

c. However, that does not mean people with high IQs cannot have an impact on 
traditionally less complex jobs. 

7. Although intelligence is a big help in performing a job well, it doesn’t make people 
happier or more satisfied with their jobs.  
a. In fact, research suggests that those with higher cognitive ability and who are high 

performers in the workplace might be victimized, bullied, and mistreated by their 
peers due to envy and social comparison. 

C. Physical Abilities 
1. Introduction 

a. Though the changing nature of work suggests intellectual abilities are increasingly 
important for many jobs, physical abilities have been and will remain valuable.  

b. Nine basic abilities involved in the performance of physical tasks. (Exhibit 2-3)  
VI. Implementing Diversity Management Strategies 

A. Introduction 
1. Having discussed a variety of ways in which people differ, we now look at how a 

manager can and should manage these differences.  
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2. Diversity management makes everyone more aware of and sensitive to the needs 
and differences of others.  

3. This definition highlights the fact that diversity programs include and are meant for 
everyone. 

4. Diversity is much more likely to be successful when we see it as everyone’s business 
than if we believe it helps only certain groups of employees. 

B. Attracting, Selecting, Developing, and Retaining Diverse Employees 
1. One method of enhancing workforce diversity is to target recruiting messages to 

specific demographic groups underrepresented in the workforce.  
a. This means placing advertisements in publications geared toward specific 

demographic groups.  
b. Diversity advertisements that fail to show women and minorities in positions of 

organizational leadership send a negative message about the diversity climate at 
an organization. 

2. Some companies have been actively working toward recruiting less-represented 
groups. 

C. Diversity in Groups 
1. Groups are an essential part of organizational settings. 

a. If employees feel no cohesion or sense of membership, group attributes are likely 
to be less. 

b. Does diversity help or hurt group performance? 
(1) Whether diverse or homogeneous teams are more effective depends on the 

characteristic of interest.  
(2) Demographic diversity (in gender, race, and ethnicity) does not appear to 

either help or hurt team performance in general.  
(3) On the other hand, teams of individuals who are highly intelligent, 

conscientious, and interested in working in team settings are more effective. 
(4) Thus, diversity on these variables is likely to be a bad thing – it makes little 

sense to try to form teams that mix in members who are lower in intelligence, 
conscientiousness, and uninterested in teamwork.  

c. In other cases, differences can be a strength. 
(1) Groups of individuals with different types of expertise and education are more 

effective than homogeneous groups.  
(2) Similarly, a group made up entirely of assertive people who want to be in 

charge, or a group whose members all prefer to follow the lead of others, will 
be less effective than a group that mixes leaders and followers. 

(3) Regardless of the composition of the group, differences can be leveraged to 
achieve superior performance.  

D. Expatriate Adjustment 
1. The experience of moving to a different country and adjusting to its new cultural, 

interactive, and work-related norms is a major undertaking for both the expatriate 
(i.e., the employee on international assignment) and the host country nationals. 

2. If it is not handled properly, poor adjustment can result in employee dissatisfaction, 
poor performance, prejudice, and misunderstanding. 

3. Several factors can be targeted to ensure that the adjustment process goes smoothly.  
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a. For one, feelings of empowerment along with the motivation to interact with 
those of other cultures were found in one study to be related to ease of adjustment, 
increased satisfaction, and reduced intentions to leave prematurely. 

b. Although adjustment tends to increase over time in a curvilinear fashion for all 
expatriates, those with previous culture-specific work experience as well as higher 
self-esteem and self-efficacy tend to adjust and be promoted more quickly. 

c. A review of 66 studies on nearly 9,000 expatriates suggests that  several other 
factors work in concert to affect different forms of adjustment, including language 
ability, relational skills, role clarity and autonomy, organizational support, and 
familial support. 

4. These studies suggest that organizations should select employees for international 
assignments who are capable of adjusting quickly and then ensure they have the 
support they need for their assignment. 

E. Effective Diversity Programs 
1. Effective diversity programs have three components: 

a. They teach managers about the legal framework for equal employment 
opportunity and encourage fair treatment of all people regardless of their 
demographic characteristics.  

b. They teach managers how a diverse workforce will be better able to serve a 
diverse market of customers and clients.  

c. They foster personal development practices that bring out the skills and abilities 
of all workers, acknowledging how differences in perspective can be a valuable 
way to improve performance for everyone. 

2. Much concern about diversity has to do with fair treatment. 
a. Most negative reactions to employment discrimination are based on the idea that 

discriminatory treatment is unfair.  
b. Regardless of race or gender, people are generally in favor of diversity-oriented 

programs, including affirmative action, if they believe the policies ensure 
everyone a fair opportunity to show their skills and abilities. 

3. Organizational leaders should examine their workforce to determine whether target 
groups have been underutilized.  

4. If groups of employees are not proportionally represented in top management, 
managers should look for any hidden barriers to advancement.  

5. Communications should focus as much as possible on qualifications and job 
performance; emphasizing certain groups as needing more assistance could well 
backfire.  

6. Finally, research indicates a tailored approach will be needed for international 
organizations. 

VII. Summary and Implications for Managers 
A. This chapter looks at diversity from many perspectives paying particular attention to 

three variables – biographical characteristics, ability, and diversity programs.  
B. Diversity management must be an ongoing commitment that crosses all levels of the 

organization.  
C. Policies to improve the climate for diversity can be effective, so long as they are designed 

to acknowledge all employees’ perspectives.  
D. Implications for managers: 
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1. Understand your organization's anti-discrimination policies thoroughly and share 
them with your employees. 

2. Assess and challenge your stereotype beliefs to increase your objectivity. 
3. Look beyond readily observable biographical characteristics and consider the 

individual’s capabilities before making management decisions; remain open and 
encouraging for individuals to disclose any hidden disabilities.  

4. Fully evaluate what accommodations a person with disabilities will need and then 
fine-tune a job to that person’s abilities. 

5. Seek to understand and respect the unique biographical characteristics of your 
employees; a fair but individualistic approach yields the best performance.  

 
 

 An Ethical Choice 
 Affirmative Action for Unemployed Veterans 
 
 
This exercise contributes to: 
Learning Objectives:  Describe how organizations manage diversity effectively; Demonstrate how workplace 
discrimination undermines organizational effectiveness 
Learning Outcomes: Describe the factors that influence the formation of individual attitudes and values; Apply the 
study of perception and attribution to the workplace; Define diversity and describe the effects of diversity in the 
workforce 
AACSB: Diverse and multicultural work environments 
 
Unemployed veterans, take heart: Walmart wants YOU. In a historic move, the retailing giant 
vows to hire any returning U.S. veteran who applies. As a result, the company hired more than 
42,000 veterans by mid-2014 and expects that total to reach 100,000 by 2018. Other businesses 
have launched similar initiatives, such as the 100,000 Jobs Mission, which aimed to hire 100,000 
veterans by 2020. The coalition, which originally included 11 companies, now consists of 230 
companies from nearly every industry. As of 2017, 395, 261 veterans had been hired. The 
immense growth has prompted the coalition to commit to raise its goal to hiring 1,000,000 U.S. 
military veterans and to change its name to the Veteran Jobs Mission. Is this an ethical choice all 
businesses should be emulating?  
Few people would disagree there is a need to address the plight of returning soldiers in America. 
Many veterans say employers don’t want them. “There are a lot of companies that say they want 
veterans, but that conflicts with the unemployment numbers,” said Hakan Jackson, a former 
technician in the Air Force. He’s right: unemployment rates remain higher for veterans. The 
suicide rate for veterans is also sharply higher than for active-duty soldiers, and the 
“hopelessness of unemployment almost certainly plays a role,” reports Georgette Mosbacher, 
CEO of the Borghese Cosmetics Company and board member of the Intrepid Fallen Heroes 
Fund. Veterans need jobs. But is affirmative action justified, or are these former soldiers not 
competing well in the job market? 
 
According to some veterans, the returning solders are not competitive in the marketplace. Erik 
Sewell, an Iraq war veteran, suggested the reason the veteran unemployment rate is poor is partly 
because vets often don’t market their strengths well or showcase their transferable skills to 
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potential employers. Bryson DeTrent, a 12-year veteran of the National Guard, observed that one 
of the key reasons vets haven’t found jobs is that they aren’t working hard at it, preferring to 
collect unemployment instead. However, he also found that companies are reluctant to hire 
veterans, especially National Guard members, fearing these employees may later be recalled to 
duty. Mental and emotional well-being is also a concern because employers may worry that 
veterans suffer from post-traumatic stress disorder (PTSD). Despite concerns, some managers 
report that veterans’ work ethic, team outlook, and receptivity to training are greater than among 
the general populace.  
Sometimes, affirmative action is needed to give an unfairly disadvantaged workforce segment an 
opportunity to succeed, whether it is done through percentage quotas, number quotas, or hiring 
all prospective employees from the desired groups. But any affirmative action program risks 
including under-qualified individuals from the target group while excluding qualified individuals 
from other workforce segments, creating reverse discrimination.  
 
Resources are always scarce, and there are only so many jobs to go around. Managers must 
balance the ethics of affirmative action against the responsibility of strengthening their 
workforces for the good of their organizations. 
 
Sources: Veteran Jobs Mission [Website], Accessed June 30, 2017, https://www . veteranjobsmission.com/; D. C. Baldridge and M. L. Swift, 
“Withholding Requests for Disability Accommodation: The Role of Individual Differences and Disability Attributes,” Journal of Management 
(March 2013): 743–62; “Walmart Celebrates More Than 40,000 Hires in First Year of Veterans Commitment,” Walmart Foundation press release 
(May 21, 2014), http://news .walmart.com/news-archive/2014/05/ 21/walmart-celebrates-more-than-40-000- hires-in-first-year-of-veterans-
commitment; B. Yerbak and C. V. Jackson, “Battling to Get More Vets in the Work Force,” Chicago Tribune (October 28, 2012), http:// 
articles.chicagotribune.com/2012-10-28/ business/ct-biz-1028-vets-20121028_1_ train- veterans-unemployment-rate-war-zone; and “Veterans 
Unemployment Drops but Remains High,” HR Magazine, February 2013, 16. 
Class Exercise 
 

1. Have the students divide into groups of four to five students. 
2. Ask students to consider a situation in which their boss has asked for help in fulfilling a 

new company policy to hire a large number of returning war veterans.  
3. After interviewing numerous veterans, and not finding a promising candidate, a candidate 

who had been on the short list prior to the company’s new policy toward war veterans 
remains on the top of the list. 

4. Have students prepare a letter to their boss outlining why the most promising candidate 
should be overlooked in favor of a less qualified veteran, and a letter outlining why the 
promising candidate should be hired even if it goes against company policy. 

5. Ask students to vote on which individual is offered the new job. Discuss what this means 
for their prospects in the job market.  
 

 
Teaching Notes 
 
This exercise is applicable to face-to-face classes or synchronous online classes such as 
BlackBoard 9.1, WIMBA, and Second Life Virtual Classrooms. See 
(http://www.wimba.com/solutions/higher-education/wimba_classroom_for_higher_education) and 
(http://docplayer.net/19442732-Effective-use-of-collaboration-tools-for-online-learning-jennifer-pontano-
ke-anna-skipwith-drexel-university-e-learning-2-0-conference-march-2011.html) for more information. 
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 MyLab Management   
 Watch It! 
     Verizon: Diversity  
 
If your instructor has assigned this activity, go to www.pearson.com/mylab/management to complete the 
video exercise. 
 

 MyLab Management   
 Personal Inventory Assessments 
         Multicultural Awareness Scale  
 

 

Are you aware of intercultural dynamics?  Take this PIA to assess your intercultural sensitivity.  

 

 MyLab Management   
 Try It! 
     Human Resources 
 

If your instructor has assigned this activity, go to www.pearson.com/mylab/management  to 
complete the video exercise. 

 

   Myth or Science? 
   “Bald is Better” 
 
 
This exercise contributes to:  
Learning Objectives: Describe how the key biographical characteristics are relevant to OB 
Learning Outcomes: Describe the factors that influence the formation of individual attitudes and values; Apply the 
study of perception and attribution to the workplace; Define diversity and describe the effects of diversity in the 
workforce 
AACSB: Diverse and multicultural work environments 
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Surprisingly, it appears true that bald is better for men in the workplace. A recent study showed 
that observers believe a male’s shaved head indicates greater masculinity, dominance, and 
leadership potential than longer or thinning hair. Thinning hair was perceived as the least 
powerful look, and other studies have agreed that male-pattern baldness (where some hair 
remains) is not considered advantageous. But why is this? 
 
In some respects, the reported youthful advantage of a shaved head is counterintuitive. Because 
we have more hair when we are young, and our culture considers youthfulness a sign of 
capability (if you doubt this, see the sections on aging in this chapter), it would make more sense 
for a hairless head to be a distinct disadvantage. Yet  the media is loaded with images of 
powerful men  with shaved heads – military heroes, winning athletes, and action heroes. No 
wonder the study participants declared the men with shaved heads were an inch taller and 13 
percent stronger than the same men with hair. 
 
A bald head has become the hallmark of some important CEOs, notably Jeff Bezos of Amazon, 
Lloyd Blankfein of Goldman Sachs, Marc Andreessen of Netscape, and “Shark Tank” investor 
Daymond John. Men who shave their heads report it can give them a business advantage, 
whether or not it makes them look younger (which is debatable).  According to psychologist 
Caroline Keating, just as older silver-back gorillas are “typically the powerful actors in their 
social groups,” so it is in the office, where baldness may “signal who is in charge and potentially 
dangerous.” Research professor Michael Cunningham agrees, adding that baldness “is nature’s 
way of telling the rest of the world you are a survivor.” Men with shaved heads convey 
aggressiveness, competitiveness, and independence, he adds. Will you join the 13 percent of men 
who shave their heads? Though we don’t wish to advocate head shaving for this reason, it does 
demonstrate how biased we continue to be in judging people by superficial characteristics. Time 
will tell if this situation ever improves. 
 
Sources: D. Baer, “People Are Psychologically Biased to See Bald Men as Dominant Leaders,” Business Insider (February 13, 2015), 
http://www.businessinsider.com/bald-men- signals-dominance-2015-2; J. Misener, “Men with Shaved Heads Appear More Dominant, Study 
Finds,” The Huffington Post (October 1, 2012), www.huffingtonpost.com/2012/10/01/bald-men-dominantshaved-heads-study_n_1930489.html; 
A. E.  
 Mannes, “Shorn Scalps and Perceptions of Male Dominance,” Social Psychological and Personality Science, (2012), doi: 
10.1177/1948550612449490; and R. E. Silverman, “Bald Is Powerful,” The Wall Street Journal (October 3, 2012), B1, B6. 
Class Exercise 
 

1. Ask students to discuss in class attitudes toward shaved heads versus balding. What does 
each student believe in agreement or disagreement with points made about balding? 

2. Have students relate their own experiences or those of close friends to determine if any of 
them can remember situations in which they were judged either positively or negatively 
because of their hair.  

3. What do these experiences tell students about surface-level characteristics and 
discrimination in the workplace?   

4. Finally, as a class, ask students to look at images of men with shaved heads and men with 
full heads of hair. Ask students to write down the first thought that comes to mind.  
Tabulate the results and discuss what they mean for men looking for a job or a 
promotion. 
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Teaching Notes 
 
This exercise is applicable to face-to-face classes or synchronous online classes such as 
BlackBoard 9.1, WIMBA, and Second Life Virtual Classrooms. See 
(http://www.wimba.com/solutions/higher-education/wimba_classroom_for_higher_education), 
(http://go.secondlife.com/landing/education/) and (http://docplayer.net/19442732-Effective-use-of-
collaboration-tools-for-online-learning-jennifer-pontano-ke-anna-skipwith-drexel-university-e-learning-2-0-
conference-march-2011.html) for more information. 

 
 

  Career OBjectives 
    Should I come out at work? 
 
 
This exercise contributes to:  
Learning Objectives: Describe how the key biological characteristics are relevant to OB; Describe how 
organizations manage diversity effectively 
Learning Outcomes: Describe the factors that influence the formation of individual attitudes and values; Apply the 
study of perception and attribution to the workplace; Define diversity and describe the effects of diversity in the 
workforce 
AACSB: Diverse and multicultural work environments 
 
I’m gay, but no one at my workplace knows it. How much should I be willing to tell? I want to 
be sure to have a shot at the big positions in the firm. —Ryan 
 
Dear Ryan: 
Unfortunately, you are right to be concerned. Here are some suggestions: 
• Look for an inclusive company culture. Apple CEO Tim Cook said, “I’ve had the good fortune 
to work at a company that loves creativity and innovation and knows it can only flourish when 
you embrace people’s differences. Not everyone is so lucky.”  Recent research has focused on 
discovering new methods to counteract a discrimination culture in the United States, the United 
Kingdom, and Australia. 
• Choose your moral ground. Do you feel you have a responsibility to “come out” to help effect 
social change? Do you have a right to keep your private life private?  The balance is a private 
decision.  A recent study by the U.S. Human Rights Campaign indicated that only half of LGBT 
employees nationwide disclose their status. 
• Consider your future in top management. Corporate-level leaders are urged to be open with 
peers and employees.  As Ernst & Young global vice chairperson Beth Brooke said about her 
decades of staying closeted, the pressure to be “authentic” adds stress if you are keeping your 
gay status a secret. 
• Weigh your options.  The word from people at the top who are gay (some who have come out 
and others who have not) is mixed. Brooke said, “Life really did get better” after she announced 
her status in a company sponsored video. Mark Stephanz, a vice chairman at Bank of America 
Merrill Lynch, agreed, remarking that “most people still deal with you the same way they always 
do.” Yet Deena Fidas, deputy director for the largest LGBT civil rights group in the United 
States, reported that being gay in the workplace is still “far from being a ‘nonissue’.” 
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• Be aware of international and national laws.  Sadly, some nations and states are intolerant. You 
will need to study the laws to be sure you will be safe from repercussions when you reveal your 
status.   
 
So, think about your decision from both an ethical and a self-interested point of view.   Your 
timing depends not only on what you think are your ethical responsibilities, but also on your 
context – where you work, the culture of your organization, and the support of the people within 
it.  Thankfully, globalization is ensuring that the world becomes increasingly accepting and fair. 
 
Good luck in your career!  
 
Sources: M. D. Birtel, “‘Treating’ Prejudice: An Exposure-Therapy Approach to Reducing Negative Reactions 
Toward Stigmatized Groups,” Psychological Science (November 2012): 1379–86; L. Cooper and J. Raspanti, “The 
Cost of the Closet and the Rewards of Inclusion,” Human Rights Campaign report (May 2014), http://hrc-assets.s3-
websiteus-east-1.amazonaws.com//files/assets/resources/Cost_of_the_Closet_May2014. pdf; N. Rumens and J. 
Broomfield, “Gay Men in the Police: Identity Disclosure and Management Issues,” Human Resource Management 
Journal (July 2012): 283–98; and A. M Ryan and J. L. Wessel, “Sexual Orientation Harassment in the Workplace: 
When Do Observers Intervene?” Journal of Organizational Behavior (May 2012): 488–509. The opinions provided 
here are of the managers and authors only and do not necessarily reflect those of their organizations. The authors 
or managers are not responsible for any errors or omissions, or for the results obtained from the use of this 
information. In no event will the authors or managers, or their related partnerships or corporations thereof, be 
liable to you or anyone else for any decision made or action taken in reliance on the opinions provided here. 
 

 Point/Counterpoint  
 Affirmative Action Programs Have Outlived Their Usefulness 
 
 
This exercise contributes to:  
Learning Objectives: Describe the two major forms of workplace diversity; Describe how organizations manage 
diversity effectively 
Learning Outcomes: Describe the factors that influence the formation of individual attitudes and values; Apply the 
study of perception and attribution to the workplace; Define diversity and describe the effects of diversity in the 
workforce 
AACSB: Diverse and multicultural work environments 
 
Point 
 
U.S. Supreme Court Justice Sonia Sotomayor is arguably the court’s strongest supporter of 
affirmative action . . . in theory.  In a recent case upholding the Michigan ban on affirmative 
action for underrepresented races in state university admission practices, Justice Sotomayor 
refused to use the term. “Affirmative action,” she said, has the connotation of “intentional 
preferential treatment based on race alone.” Yes, it does. Isn’t that the point?  
 
Affirmative action programs (AAP) were needed to get the process of workplace diversity 
started, but that was all a long time ago. The practice, now outlawed in Arizona, California, 
Florida, Michigan, Nebraska, New Hampshire, Oklahoma, and Washington, raises the 
percentage of minority individuals but does not create a positive diversity climate.  Here’s why: 

CLICK HERE TO ACCESS THE COMPLETE Solutions

http://hrc-assets.s3-websiteus-east-1.amazonaws.com/files/assets/resources/Cost_of_the_Closet_May2014
http://hrc-assets.s3-websiteus-east-1.amazonaws.com/files/assets/resources/Cost_of_the_Closet_May2014
https://testbanks.ac/product/9780134729329-SOLUTIONS-5/


Chapter 2 Diversity in Organizations Page 64 

Copyright © 2019 Pearson Education Inc.  

• Affirmative action lowers the standards for everyone by shifting the criteria for admission 
from performance standards to quotas based on race or other non-performance attributes.  
Performance standards for the organization are then effectively lowered. Groups not helped 
by the initiative will be resentful, which can lead to workplace discrimination. Individuals 
“helped” into the organization also suffer from perceptions of low self-competence (“I don’t 
know if I would have made it here if not for AAP”) and stereotype threat (“I’m afraid others 
can’t see me as competent because I was let in by the AAP”). Research indicates that 
minority students are not helped by AAP in pursuing higher education. In fact, a large-scale 
study showed that minority law students who attended schools best matched to their LSAT 
scores performed better than those who went to higher-ranked schools than their scores 
would warrant without affirmative action.  

Some of the world’s AAPs have resulted in strife. For example, Sri Lanka has suffered from civil 
wars partially caused by affirmative action that further polarized the Tamils and Shinalese. In 
Africa, the quota system to help blacks created a climate of race entitlement and marginalization 
of Indians. In fact, most countries have struggled with issues arising from affirmative action 
policies. 
Affirmative action has run its course to increase diversity, and it’s time to create true equality by 
focusing on merit-based achievements. 
 
Counterpoint 
 
Affirmative action was enacted to ensure equality, and it’s still needed today. When the United 
States was considering the issue for black minorities back in 1965, President Lyndon B. Johnson 
said, “You do not take a person who, for years, has been hobbled by chains and liberate him, 
bring him up to the starting line of a race and then say, ‘You are free to compete with all the 
others,’ and still justly believe that you have been completely fair.” Dr. Martin Luther agreed 
that, in order to create equal opportunity, proactive measures are needed as long as some people 
remain at a disadvantage. Therefore, what we should be asking is: are minority groups faring as 
well as majority groups in the United States? No, they are not-not by any indicator.  
 
South Africa has affirmative action for blacks through the Equal Employment Act; China has 
“preferential policies” that require that ethnic minorities and women be appointed to top 
government positions; Israel has a class-based affirmative action policy to promote women, 
Arabs, blacks, and people with disabilities; India has a policy of reservation, a form of 
affirmative action, for underrepresented castes; Sri Lanka has the “standardization” affirmative 
action policy to help those in areas with lower rates of education; Malaysia’s New Economic 
Policy (NEP) provides advantage for the majority group, the Malays, who have lower income; 
Brazil, Finland, France, New Zealand, and Romania have education AAPs; Germany’s Basic 
Law has AAPs for women and those with handicaps; Russia has quotas for women and ethnic 
minorities; and Canada’s Employment Equity Act provides affirmative action to women, the 
disabled, aboriginal people, and visible minorities. 
To be certain, fairness is in the eye of the beholder. Affirmative action provides opportunity, but 
then it is up to the individual to meet the expectations of schools or employers. As blogger 
Berneta Haynes wrote, “I’m not ashamed to admit that without affirmative action, I’m not certain 
I would be on the precipice of the law career that I’m at right now. As an African-American 
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woman from a poor family, I have little doubt that affirmative action helped me get into college, 
earn a degree, and enroll in law school.”  
 
If we change anything about affirmative action, we should expand the program until the 
achievements of underserved groups fully match those of long-overprivileged groups. 
Sources: D. Desilver, “Supreme Court Says States Can Ban Affirmative Action: 8 Already Have,” Pew Research 
Center Thinktank (April 22, 2014), http://www.pewresearch.org/fact-tank/2014/04/22/supreme-court-says-states-
can-ban-affirmative-action-8-already-have/; B. Haynes, “Affirmative Action Helped Me,” Inside Higher Ed (March 
12, 2013), www.insidehighered.com/views/2013/03/12/affirmative-action-helped-me-and-benefits-society-essay; D. 
Leonhardt, “Rethinking Affirmative Action,” The New York Times (October 13, 2012), 
www.nytimes.com/2012/10/14/sunday-review/rethinking-affirmativeaction. html?pagewanted=all; L. M. Leslie, D. 
M. Mayer, and D. A. Kravitz, “The Stigma of Affirmative Action: A Stereotyping-Based Theory and Meta-Analytic 
Test of the Consequences for Performance,” Academy of Management Journal 57, no. 4 (2014): 964–89; and B. 
Zimmer, “Affirmative Action’s Hazy Definitions,” The Wall Street Journal (April 26–27, 2014), C4. With help 
from Wikipedia. 
 
Class Exercise 
 

1. Assign teams of students comprising of three students each. 
2. Assign Point or Counterpoint to each group. 
3. Assign groups to focus on the issues in the Point/Counterpoint and to do some Internet or 

library fact-finding supporting their assigned positions. 
4. In class, draw lots from groups assigned to a position.  
5. Have the group members present their positions in persuasive presentation with the goal 

to address factors brought up by the opposing position. 
6. Repeat for other groups. 

or 
 
Assign students to write a position paper on the Point or Counterpoint that contrasts the positions 
and draws conclusions based on facts. 
 
Teaching Notes 
 
This exercise is applicable to face-to-face classes or synchronous online classes such as 
BlackBoard 9.1, WIMBA, and Second Life Virtual Classrooms. See 
(http://www.wimba.com/solutions/higher-education/wimba_classroom_for_higher_education), 
(http://go.secondlife.com/landing/education/) and (http://docplayer.net/19442732-Effective-use-of-
collaboration-tools-for-online-learning-jennifer-pontano-ke-anna-skipwith-drexel-university-e-learning-2-0-
conference-march-2011.html) for more information. 

 
 

 Questions for Review 
 
 
2-1. What are the two major forms of workplace diversity? 
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Answer: The two major forms of workplace diversity are surface level diversity and deep 
level diversity.  Surface level diversity refers to differences in easily perceived 
characteristics, such as gender, race, ethnicity, age, or disability, that do not necessarily 
reflect the ways people think or feel but that may activate certain stereotypes.  Deep level 
diversity refers to differences in values, personality, and work preferences that become 
progressively more important for determining similarity as people get to know one 
another better.  
Learning Objective: Describe the two major forms of workplace diversity 
Learning Outcome: Define diversity and describe the effects of diversity in the workforce 
AACSB: Diverse and multicultural work environments 

2-2. How does workplace discrimination undermine organizational effectiveness? 
Answer: Actual discrimination can lead to increased negative consequences for 
employers, including reduced productivity and organizational citizenship behavior 
(OCB), more conflict, increased turnover, and even increased risk-taking behavior.  
Unfair discrimination also leaves qualified job candidates out of initial hiring and 
promotions.  
Learning Objective: Demonstrate how workplace discrimination undermines 
organizational effectiveness 
Learning Outcome: Define diversity and describe the effects of diversity in the workforce 
AACSB: Diverse and multicultural work environments 
 

2-3. How are the key biological characteristics  relevant to OB? 
Answer:  

1. Age – Older workers bring experience, judgment, a strong work ethic, and 
commitment to quality. 

2. Gender – Few differences between men and women that affect job performance. 
3. Race (the biological heritage used to identify oneself) – Contentious issue; 

differences exist, but could be more culture-based. 
4. Tenure – People with job tenure (seniority at a job) are more productive, absent 

less frequently, have lower turnover, and are more satisfied. 
5. Religion – Islam is especially problematic in the workplace in this post-9/11 world. 
6. Sexual Orientation – Federal law does not protect against discrimination, but state 

or local laws may. Domestic partner benefits are important considerations. 
7. Gender Identity – Relatively new issue is transgendered employees.  

These characteristics are important to OB since corporations are always searching for 
variables that can impact employee productivity, turnover, deviance, citizenship, and 
satisfaction. Data that is easily defined and available in an employee personnel file can 
contribute to success in an organization.  
Learning Objectives: Describe how the key biographical characteristics are relevant to 
OB 
Learning Outcomes: Explain the relationship between personality traits and individual 
behavior; Describe the factors that influence the formation of individual attitudes and 
values 
AACSB: Diverse and multicultural work environments 
 

2-4. How do other differentiating characteristics factor into OB?  
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Answer: Other differentiating characteristics include tenure, religion, sexual orientation 
and gender identity, and cultural identity. Tenure, expressed as work experience, appears 
to be a good predictor of employee productivity, though there is some evidence that the 
relationship is not linear: differences in tenure are more important to job performance for 
relatively new or inexperienced employees than among those who have been on the job 
longer. Religion can be an employment issue wherever religious beliefs prohibit or 
encourage certain behaviors. The behavioral expectations can be informal, or they may be 
systemic. Religious individuals may also believe they have an obligation to express their 
beliefs in the workplace, and those who do not share those beliefs may object. While 
much has changed, the full acceptance and accommodation of lesbian, gay, bisexual, and 
transgender (LGBT) employees remains a work in progress. Surveys indicate that more 
than 90 percent of the Fortune 500 companies have policies that cover sexual orientation. 
Finally, an organization seeking to be sensitive to the cultural identities of its employees 
should look beyond accommodating its majority groups and instead create as much of an 
individualized approach to practices and norms as possible. Often, managers can provide 
the bridge of workplace flexibility to meet both organizational goals and individual 
needs. 

 Learning Objective: Explain how other differentiating characteristics factor into OB 
Learning Outcomes: Explain the relationship between differentiating characteristics 
traits and individual behavior; Describe the factors that influence the formation of 
individual attitudes and values 

 AACSB: Diverse and multicultural work environments 
 
2-5. What are the relevant points of intellectual and physical abilities to organizational 

behavior? 
Answer: The two types of abilities are intellectual abilities and physical abilities. 
Intellectual abilities lead to the mental abilities needed to perform jobs in the changing 
operational environments of today’s business. Physical abilities have been a factor of job 
design and performance since Fredrick Taylor’s Scientific Management. Studies have 
suggested nine different physical abilities performed in work. They are mutually 
exclusive. Therefore, they are important considerations in the management functions. 
Learning Objectives: Demonstrate the relevance of intellectual and physical abilities to 
OB 
Learning Outcomes: Explain the relationship between personality traits and individual 
behavior; Describe the factors that influence the formation of individual attitudes and 
values 
AACSB: Diverse and multicultural work environments 
 

2-6. How can organizations manage diversity effectively? 
Answer: Effective diversity management capitalizes on diversity for organizational 
success. This includes recruiting and selection as well as training and development of 
employees to take advantage of diverse workforces. Effective programs have three 
components: 
1. They teach managers about the legal framework for equal employment opportunity 

and encourage fair treatment of all people. 
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2. They teach managers how a diverse workforce will be better able to serve a diverse 
market of customers and clients. 

3. They foster personal development practices that bring out the skills and abilities of all 
workers.  

Learning Objectives: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual 
behavior; Describe the factors that influence the formation of individual attitudes and 
values 
AACSB: Diverse and multicultural work environments 
 
 

 Experiential Exercise 
 Differences 
 
 
This exercise contributes to: 
Learning Objective: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual behavior; Describe the 
factors that influence the formation of individual attitudes and values 
AACSB: Diverse and multicultural work environments 
 
The instructor randomly assigns the class into groups of four. It is important that group 
membership is truly randomly decided, not done by seating, friendships, or preferences. 
Without discussion, each group member first answers the following question on paper: 

2-7.  How diverse is your group, on a scale of 1–10, where 1 = very dissimilar and 10 = 
very similar? 

Putting that paper away, each person shares with the group his or her answers to the following 
questions: 
• What games/toys did you like to play with when you were young? 
• What do you consider to be your most sacred value (and why)? 
• Are you spiritual at all? 
• Tell us a little about your family. 
• Where’s your favorite place on earth and why? 
 
Each group member then answers the following question on paper: 

2-8.  How diverse is your group, on a scale of 1–10, where 1 = very dissimilar and 10 = 
very similar? 

After groups calculate the average ratings from before and after the discussion, they will share 
with the class the difference between their averages and answer the following questions: 

2-9.  Did your personal rating increase after the discussion time? Did your group’s 
average ratings increase after the discussion time? 

2-10.  Do you think that if you had more time for discussion, your group’s average 
rating would increase? 

2-11.  What do you see as the role of surface-level diversity and deep-level diversity in a 
group’s acceptance of individual differences? 
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Teaching Notes 
 
This exercise is applicable to face-to-face classes or synchronous online classes such as 
BlackBoard 9.1, WIMBA, and Second Life Virtual Classrooms. See 
(http://www.wimba.com/solutions/higher-education/wimba_classroom_for_higher_education), 
(http://go.secondlife.com/landing/education/) and (http://docplayer.net/19442732-Effective-use-of-
collaboration-tools-for-online-learning-jennifer-pontano-ke-anna-skipwith-drexel-university-e-learning-2-0-
conference-march-2011.html) for more information. 

 
 

  Ethical Dilemma 
 Voiding the “License to Discriminate” 
 
 
This exercise contributes to:  
Learning Objectives: Describe how organizations manage diversity effectively  
Learning Outcomes: Explain the relationship between personality traits and individual behavior; Describe the 
factors that influence the formation of individual attitudes and values; Define diversity and describe the effects of 
diversity in the workforce 
AACSB: Ethical understanding and reasoning; Diverse and multicultural work environments 
 
On April 15, 1947, Jackie Robinson became the first African American to play for the Brooklyn 
Dodgers, a Major League Baseball (MLB) team. Robinson was an excellent all-around player 
and eventually was elected to the Baseball Hall of Fame; but as the first black person on an MLB 
team, Robinson had to navigate the challenges of being permitted to join the white-dominated 
league and faced barriers toward “full participation” due to his race.  
 
In the workplace, tokenism refers to minority members being hired into a position because they 
are different from other members and sometimes to serve as proof that the organization or group 
is nondiscriminatory. Once in their positions, tokens are given work that would be 
stereotypically suitable for their demographic. For example, women may be given stereotypically 
female tasks instead of other tasks that they would be perfectly capable of performing. By 
engaging in tokenism, organizations may fall prey to a moral licensing effect, where employers 
are more likely to engage in prejudicial or unethical behavior when they have initially behaved in 
a morally acceptable way (such as in believing that selecting or including one minority member 
is “proof” that the group is nondiscriminatory). 
Sources: J. Galbreath, “Are There Gender-Related Influences on Corporate Sustainability? A Study of Women on 
Boards of Directors,” Journal of Management & Organization 17, no. 1 (2011): 17–38; L. Turner and A. Suflas, 
“Global Diversity—One Program Won’t Fit All,” HR Magazine, May 2014, 59–61; and J. S. Lublin, “‘Pink Quotas’ 
Alter Europe’s Boards,” The Wall Street Journal, September 12, 2012, B8. 
 
Questions 
 
2-12. Can you think of other examples in which tokenism might emerge in the workplace? 
What are they? 
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Answer: This question will have many possible answers depending on the viewpoints of 
students.  Many students will probably suggest that with the current focus on 
discrimination against members of the LGBTQ community, some companies might 
practice tokenism when it comes to individuals from this group.  Students may suggest 
that companies may hire or promote one or two individuals from this community as a 
way of indicating that they are open to alternative lifestyles. Other students might suggest 
that companies might practice tokenism with regard to hiring and promoting individuals 
from certain religious backgrounds such as Islam or those with disabilities.   

 
2-13. Organizations use a variety of diversity management strategies to make employees more 
aware of and sensitive to the needs of others. Do you think that these same practices may 
inadvertently (or intentionally) lead to tokenism or moral licensing? Why or why not? 

Answer: The response to this question will spark considerable debate. Those who agree 
with the quota concept are those who likely believe in other governmental quotas 
including affirmative action. Those against will likely express the concept that 
appointment should be for the most qualified regardless of their affiliation and the 
possibility that a country’s policy will lead to degradation of board effectiveness. 

 
2-14. What do you think can be done to limit tokenism in workgroups and organizations? 

Answer: One view will suggest that nothing needs to be done because as minorities 
develop the conceptual skills needed, the differences will eliminate themselves. Others 
will suggest that legal remedies are required because the situation will not change without 
requirements. Minorities desiring to climb to this level should engage in development 
programs to help them acquire the conceptual skills needed for the board’s work. Some 
may suggest that minorities take advantage of networking opportunities to raise their 
professional profiles.  

 
 

     Case Incident 1 
 Can Organizations Train Diversity? 
 
 
This exercise contributes to:  
Learning Objective: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual 
behavior; Describe the factors that influence the formation of individual attitudes and values 
AACSB: Diverse and multicultural work environments 
 
In Covington, Louisiana, two police officers became certified as cultural diversity trainers. By 
taking on this role, they have committed to working with other members of the police department 
to help improve relations between police and the surrounding communities to save lives. Sgts. 
Jake Lehman and Detective Kevin Collins went to Norman, Oklahoma, where they became 
certified instructors through the Racial Intelligence Training & Engagement (RITE) academy. 
RITE seeks to assist police officers in learning ways to understand their biases and improve their 
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communication skills by focusing on emotional and social intelligence, ultimately seeking to 
improve their ability to deescalate charged situations. “The idea is to deescalate whenever 
possible—which in turn will reduce use of force incidents,” their police chief Tim Lentz notes.  
 
Many police and public safety departments across the United States are seeing a renewed push to 
implement or improve diversity training programs because of the contentious nationwide debate 
surrounding the use of excessive force by police against minorities. For example, a recent 
settlement between the U.S. Justice Department and the city of Ferguson, Missouri, required the 
hiring of a monitor to analyze patterns of arrest and force, diversity training for police, and the 
use of body cameras. These changes come in the wake of the tragedy in which Michael Brown, 
an 18-year-old unarmed black man, was fatally shot in 2014.  
 
Overall, diversity training can take many shapes and forms. But how effective is it at improving 
an understanding of diversity and reducing prejudice? A large-scale review of over 250 
independent studies found that trainees react positively to diversity training and that it appears to 
be quite effective at improving the way trainees think about diversity, although it affects 
behavior to a lesser degree. Overall, diversity training worked best when accompanied by other 
diversity management approaches that focused on both diversity skill development and 
awareness, and when continuously implemented over time (instead of just a one-time training 
exercise). Many have found that the most effective programs engage people in working toward 
diversity goals, increase contact among various demographic groups, and draw on people’s 
desire to help one another.  
 
On the other hand, it appears as if many are not sold on the effectiveness of diversity training. 
For example, some note that there is a large obstacle to overcome: We are wired to make quick 
interpretations and automatic judgments. According to the esteemed behavioral economist, 
Daniel Kahneman, “Trying to outsmart bias at the individual level is a bit of a fool’s errand, even 
with training. We are fundamentally overconfident . . . so we make quick interpretations and 
automatic judgments.” Some diversity programs have failed because they too often attempt to 
control managers’ and employees’ behavior. Instead, many have advocated for changing the 
decision-making context and environment (changing the diversity policies and climate) so that 
employees can become more aware of their biases and make decisions that do not discriminate 
toward others.  
 
Either way, managers across a variety of industries and contexts are motivated to implement 
diversity management activities in their organizations to promote equity and positive interactions 
among their employees. 
 
Sources: “Midwest, Missouri: Deal to Reform Ferguson Police Is Approved [National Desk],” The New York Times, April 20, 2016, A12.; K. 
Bezrukova, C. S. Spell, J. L. Perry, and K. A. Jehn, “A MetaAnalytical Integration of over 40 Years of Research on Diversity Training 
Evaluation,” Psychological Bulletin 142, no. 11 (2016): 1227–74; L. Burrell, “We Just Can’t Handle Diversity: A Research Roundup,” Harvard 
Business Review, July 2016, 70–4; K. Chatelain, “2 Covington Police Officers Become Certified Diversity Trainers,” The Times-Picayune, 
January 27, 2017, http://www.nola .com/crime/index.ssf/2017/01/2_covington_cops_become_certif.html; F. Dobbin and A. Kalev, “Why 
Diversity Programs Fail and What Works Better,” Harvard Business Review, July 2016, 52–60; G. Morse, “Designing a Bias-Free Organization: 
It’s Easier to Change Your Processes Than Your People: An Interview with Iris Bohnet,” Harvard Business Review, July 2016, 63–7; and Racial 
Intelligence Training & Engagement [About Page], http://riteacademy.com/. 
 
Questions 
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2-15.    If you were to develop your own diversity training plan for an organization, what would 
you do? What parts of the training plan do you think would have to be present for it to 
work?  

Answer: This item can be assigned as a Discussion Question in MyLab Management.  
Student responses will vary.  

2-16.    A variety of industries have unique problems that come with a lack of understanding of 
 diversity. Can you think of any industries struggling with a lack of diversity? How can 
 diversity training be tailored to these industries?  

Answer: Responses to this question will vary depending on each student’s opinion.    
 
2-17.    Do you think diversity training is effective? If so, what about it makes it effective? If not, 

what would you do to improve diversity outcomes in organizations?  
Answer: Responses to this question will vary depending on each student’s opinion.    

 

     Case Incident 2 
      The Encore Career 
 
 
This exercise contributes to:  
Learning Objective: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual 
behavior; Describe the factors that influence the formation of individual attitudes and values 
AACSB: Diverse and multicultural work environments 
 
Over the past century, the average age of the workforce has increased as medical science has 
continued to enhance longevity and vitality.  As we discussed in this chapter, many individuals 
will work past the previously established ages of retirement, and the fastest-growing segment of 
the workforce is individuals over the age of 55. 
 
Unfortunately, older workers face a variety of discriminatory attitudes in the workplace.  
Researchers scanned more than 100 publications on age discrimination to determine what types 
of age stereotypes were most prevalent across studies.  They found that stereotypes inferred that 
older workers are lower performers. Research, on the other hand, indicates they are not, and 
organizations are realizing the benefits of this needed employee group. 
 
Dale Sweere, HR director for engineering firm Stanley Consultants, is one of the growing 
number of management professionals actively recruiting the older workforce.  Sweere says older 
workers “typically hit the ground running much quicker and they fit into the organization well.” 
They bring to the job a higher skill level earned through years of experience, remember an 
industry’s history, and know the aging customer base. 
 
Tell that to the older worker who is unemployed. Older workers have long been sought by 
government contractors, financial firms, and consultants, according to Cornelia Gamlem, 
president of consulting firm GEMS Group Ltd., and she actively recruits them. However, the 
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U.S. Bureau of Labor Statistics reports that the average job search for an unemployed worker 
over age 55 is 56 weeks, versus 38 weeks for the rest of the unemployed population. 
 
Enter the encore career, a.k.a. unretirement.  Increasingly, older workers who aren’t finding 
fulfilling positions are seeking to opt out of traditional roles.  After long careers in the workforce, 
an increasing number are embracing flexible, work-from-home options such as customer service 
positions. For instance, Olga Howard, 71, signed on as an independent contractor for 25–30 
hours per week with Arise Virtual Solutions, handling questions for a financial software 
company after her long-term career ended.  Others are starting up new businesses.  Chris Farrell, 
author of Unretirement, said, “Older people are starting businesses more than any other age 
group.”  Others funnel into nonprofit organizations, where the pay may not equal the individual’s 
previous earning power, but the mission is strong. “They need the money and the meaning,” said 
Encore.org CEO Marc Freedman.  Still others are gaining additional education, such as Japan’s 
“silver entrepreneurs,” who have benefited from the country’s tax credits for training older 
workers. 
 
Individuals who embark on a second-act career often report they are very fulfilled. However, the 
loss of workers from their longstanding careers may be undesirable.  “In this knowledge 
economy, the retention of older workers gives employers a competitive edge by allowing them to 
continue to tap a generation of knowledge and skill,” said Mark Schmit, executive director of the 
Society for Human Resource Management (SHRM) Foundation. “New thinking by HR 
professionals and employers will be required to recruit and retain them.  Otherwise, 
organizations’ greatest asset will walk out the door.” 
 
Sources: N. Eberstadt and M. W. Hodin, “America Needs to Rethink ‘Retirement,” The Wall Street Journal, March 11, 2014, A15; S. Giegerich, 
“Older Job-Seekers Must Take Charge, Adapt,” Chicago Tribune, September 10, 2012, 2–3; R. J. Grossman, “Encore!” HR Magazine, July 2014, 
27–31; T. Lytle, “Benefits for Older Workers,” HR Magazine, March 2012, 53–58; G. Norman, “Second Acts After 65,” The Wall Street Journal, 
September 24, 2014, A13; D. Stipp, “The Anti-Aging Revolution,” Fortune, June 14, 2010, 124–30; R. A. Posthuma and M. A. Campion, “Age 
Stereotypes in the Workplace: Common Stereotypes, Moderators, and Future Research Directions,” Journal of Management 35 (2009): 158–88; 
and P. Sullivan, “Older, They Turn a Phone Into a Job,” The New York Times, March 25, 2014, F3. 
 
Questions 
 
2-18. What changes in employment relationships are likely to occur as the population ages? 

Answer: Jobs may need to be redesigned. Supervisors may require specific training in 
working with and leading older workers. Benefit programs may require restructuring to 
address issues of older workers. 
 

2-19. Do you think increasing age diversity will create new challenges for managers? What 
types of challenges do you expect will be most profound? 
Answer: This item can be assigned as a Discussion Question in MyLab Management.  
Student responses will vary.  

2-20. How can organizations cope with differences related to age discrimination in the 
workplace? How can older employees help? 
Answer: Organizations and the leadership can cope with the changing workforce if they 
open their communication techniques as they observe the differences in work, attitude, 
and behavior brought by an older work force. And they must be prepared to make 
organizational changes to accommodate the differences productively. Older workers 
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should make it a priority to continually seek opportunities to update their skills and be 
current in their professions. 
 

 

   MyLab Management  
     
 
Go to  www.pearson.com/mylab/management for Auto-graded writing questions as well as the 
following Assisted-graded writing questions: 

2-21.  In relation to this chapter’s Ethical Dilemma, one recent study found that employees may 
go out of their way to behave in a morally appropriate fashion after they have done 
something wrong (or have been accused of doing something wrong). For example, an 
employee accused of prejudice may go out of his or her way to prove that he or she is not 
prejudiced by being kinder or more welcoming toward the accuser. Do you think these 
findings mesh well with the moral licensing and tokenism phenomena? Why or why not?  

2-22.  Now that you’ve read the chapter and Case Incident 2, do you think organizations should 
work harder to retain and hire older workers? Why or why not? 

 
2-23.  MyLab Management only – comprehensive writing assignment for this chapter. 
 

 Instructor’s Choice 
 Personality and Innovation at Apple-Application of Abilities 

Evaluation 
 

 
This exercise contributes to:  
Learning Objective: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual behavior; Describe the 
factors that influence the formation of individual attitudes and values 
AACSB: Diverse and multicultural work environments 
 
 “It’s Showtime!” is now a phrase that can adequately describe the art and personality of Steve 
Jobs. At one time or another, Steve Jobs was called brilliant, creative, demanding, domineering, 
eccentric, a predatory competitor, hard, unforgiving, or one of the best marketing minds ever—
quite an extensive array of abilities. One of Mr. Jobs’ passions was online music and digital 
entertainment. Just as Apple Computer revolutionized the character and style of computing, it 
planned to do the same in the world of music. From iPods, iLife software, iTunes for downloads, 
Pixar Animated movies, and Apple stores, Apple is on everyone’s lips once again. The up and 
down swings of Apple Computer are legendary; however, through it all, Steve Jobs’ vision was 
constant. He seemed to really be able to envision the future before it happens. With his death in 
2011, some wondered whether Apple could retain its position as a design leader. One of Apple’s 
most recent product introduction, the color iPhone5, is one test of the company’s ability to 
succeed without its revolutionary founder and leader.    
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Using a search engine of your own choosing, find an article about Steve Jobs that outlines his 
successes and failures as a corporate executive and entrepreneur. What do you think are the 
Dimensions of Intellectual Ability that were exemplified by Jobs? Explain your rationale. Using a 
search engine of the Apple website, review the latest innovations from Apple. Can Apple duplicate 
the success of Steve Jobs? Describe the intellectual abilities of Apple’s former leader that were most 
instrumental in putting Apple on the map as a leader in the market.   
 
Instructor’s Note 
 
To aid the student in this application project, suggest that they read “Show Time” by Peter Burrows, 
found in Business Week (February 2, 2004, pp. 57–64). With respect to the intellectual abilities 
presented in the chapter, Mr. Jobs would certainly rate high on extraversion, conscientiousness, and 
openness to experience. He would also have an internal locus of control approach, be self-
monitoring, have high self-esteem, be a Type A personality, have a high need for achievement, and a 
high need for power. However, he is also very good at building partnerships. Note the differences 
between his ability to partner versus that of rival Microsoft. In fact, even though the Apple vs. 
Microsoft rivalry is legendary, Steve Jobs recognized the benefits of having his Apple (Mac) system 
be user friendly to the Windows world. His alliances in the entertainment field with Disney and 
various film producers gave him a head start in the emerging digital entertainment field.  
 

 Exploring OB Topics on the Web 
 
 
This exercise contributes to:  
Learning Objective: Describe how organizations manage diversity effectively 
Learning Outcomes: Explain the relationship between personality traits and individual behavior; Describe the 
factors that influence the formation of individual attitudes and values 
AACSB: Information technology; Diverse and multicultural work environments 
 
1. Do an Internet search on age discrimination. Choose three sites that each deal with a 

different aspect of age discrimination (for example: discrimination in high tech industries, 
preventing discrimination, AARP’s involvement with the issue, etc.) Write a one-page 
paper outlining the key points of the information obtained and whether it confirms what 
we learned about older workers in this chapter. 

 
2. Find a current article of an organization that has been involved in an age discrimination 

suit. What were the specific issues involved? If resolved, what was the outcome? Bring a 
copy of the article to class and be prepared to discuss it. In addition to searching, here are 
some places to start digging: 
AARP 
BizJournal (there is a free registration process for this site) 
Hrlawindex (there is a free registration process for this site) 

 
3. Top executives and tough jobs. Learn more about the skills and abilities managers need, 
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like intelligence, leadership, motivation, etc., to be successful. Visit the About.com 
website and learn more on their learning page and psychology page. Print and bring an 
article to class for discussion. Try these pages or do your own search on About.com. Be 
sure to select links that look interesting, found in the left frame. 
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Learning Objectives

2.1 Describe the two major forms of workplace diversity.

2.2 Demonstrate how workplace discrimination undermines 
organizational effectiveness.

2.3 Describe how the key biographical characteristics are 
relevant to Organizational Behavior (OB).

2.4 Explain how other differentiating characteristics factor 
into OB.

2.5 Demonstrate the relevance of intellectual and physical 
abilities to OB.

2.6 Describe how organizations manage diversity 
effectively.
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Workplace Diversity
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Workplace Discrimination and 
Organizational Effectiveness (1 of 3)

• Discrimination is to note a difference between things.

• Unfair discrimination assumes stereotypes about groups.

– Refusal to recognize individual differences is harmful to 
organizations and employees.

• Stereotype threat describes the degree to which we 
agree internally with the generally negative stereotyped 
perceptions of our groups.

– Can be combatted by treating employees as individuals 
and not highlighting group differences.
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Workplace Discrimination and 
Organizational Effectiveness (2 of 3)

Exhibit 2-1 Forms of Discrimination

Type of Discrimination Definition Examples from Organizations

Discriminatory policies 
or practices

Actions taken by representatives 
of the organization that deny 
equal opportunity to perform or 
unequal rewards for performance.

Older workers may be targeted for 
layoffs because they are highly paid 
and have lucrative benefits.

Sexual harassment Unwanted sexual advances and 
other verbal or physical conduct of 
a sexual nature that create a 
hostile or offensive work 
environment.

Salespeople at one company went on 
company-paid visits to strip clubs, 
brought strippers into the office to 
celebrate promotions, and fostered 
pervasive sexual rumors.

Intimidation Overt threats or bullying directed 
at members of specific groups of 
employees.

African-American employees at some 
companies have found nooses 
hanging over their work stations. 

Mockery and insults Jokes or negative stereotypes; 
sometimes the result of jokes 
taken too far.

Arab-Americans have been asked at 
work whether they were carrying 
bombs or were members of terrorist 
organizations.
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Workplace Discrimination and 
Organizational Effectiveness (3 of 3)

[Exhibit 2-1 Continued]

Type of Discrimination Definition Examples from Organizations

Exclusion Exclusion of certain people from 
job opportunities, social events, 
discussions, or informal 
mentoring; can occur 
unintentionally.

Many women in finance claim they are 
assigned to marginal job roles or are 
given light workloads that don’t lead to 
promotion.

Incivility Disrespectful treatment, including 
behaving in an aggressive 
manner, interrupting the person, 
or ignoring his or her opinions.

Female lawyers note that male 
attorneys frequently cut them off or do 
not adequately address their 
comments.

Sources: Based on J. Levitz and P. Shishkin, “More Workers Cite Age Bias after Layoffs,” The Wall Street Journal, March 
11, 2009, D1–D2; W. M. Bulkeley, “A Data-Storage Titan Confronts Bias Claims,” The Wall Street Journal, September 12, 
2007, A1, A16; D. Walker, “Incident with Noose Stirs Old Memories,” McClatchy-Tribune Business News, June 29, 2008; D. 
Solis, “Racial Horror Stories Keep EEOC Busy,” Knight-Ridder Tribune Business News, July 30, 2005, 1; H. Ibish and A. 
Stewart, Report on Hate Crimes and Discrimination against Arab Americans: The Post-September 11 Backlash, September 
11, 2001–October 11, 2001 (Washington, DC: American-Arab Anti-Discrimination Committee, 2003); A. Raghavan, “Wall 
Street’s Disappearing Women,” Forbes, March 16, 2009, 72–78; and L. M. Cortina, “Unseen Injustice: Incivility as Modern 
Discrimination in Organizations,” Academy of Management Review 33, no. 1 (2008): 55–75.
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Biographical Characteristics and 
Organizational Behavior (1 of 6)

• Biological characteristics are personal characteristics 
that are objective and easily obtained from personnel 
records.

– Variations in these can be the basis for discrimination
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Biographical Characteristics and 
Organizational Behavior (2 of 6)

• Age

– The U.S. workforce is aging.

– Does job performance decline with increasing age?

– Studies show that turnover and absenteeism rates are 
lower among older workers, and age is not associated 
with lower productivity.
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Biographical Characteristics and 
Organizational Behavior (3 of 6)

• Sex

– There are no consistent male-female differences in 
problem-solving ability, analytical skills, competitive 
drive, motivation, sociability, or learning drive.

– But women earn less than men for the same positions 
and have fewer professional opportunities.

CLICK HERE TO ACCESS THE COMPLETE Solutions

https://testbanks.ac/product/9780134729329-SOLUTIONS-5/


Copyright © 2019, 2017, 2015, 2013 Pearson Education, Inc. All Rights Reserved.

Biographical Characteristics and 
Organizational Behavior (4 of 6)

• Race and Ethnicity

– Laws against race and ethnic discrimination are in 
effect in many countries.

– But:

 Employees tend to favor colleagues of their own 
race in performance evaluations, promotion 
decisions, and pay raises.

 African Americans generally fare worse than Whites 
in employment decisions.
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Biographical Characteristics and 
Organizational Behavior (5 of 6)

• Disabilities

– The U.S. Equal Employment Opportunity Commission 
classifies a person as disabled who has any physical or 
mental impairment that substantially limits one or more 
major life activities.

– Workers with disabilities receive higher performance 
evaluations, but may have lower performance 
expectations.
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Biographical Characteristics and 
Organizational Behavior (6 of 6)

• Hidden Disabilities

– Sensory disabilities, chronic illness or pain, cognitive 
or learning impairments, sleep disorders, and 
psychological challenges.

– U.S. organizations must accommodate employees 
with a very broad range of impairments.
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Other Characteristics and 
Organizational Behavior (1 of 2)

• Tenure

– Tenure is a good predictor of employee productivity.

– Tenure and job performance are positively related.

• Religion

– U.S. law prohibits discrimination based on religion, 
but it is still an issue, especially for Muslims.
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Other Characteristics and 
Organizational Behavior (2 of 2)

• Sexual Orientation and Gender Identity

– Federal law does not protect employees against 
discrimination based on sexual orientation, though 
many states and municipalities do.

– Many Fortune 500 companies have policies covering 
sexual orientation and about half now have policies on 
gender identity.

• Cultural Identity

– Need to accommodate and respect individual cultural 
identities.
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Intellectual and Physical Abilities and 
OB (1 of 5)

• Ability is an individual’s current capacity to perform 
various tasks in a job.

• Two types

– Intellectual abilities

– Physical abilities
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Intellectual and Physical Abilities and 
OB (2 of 5)

• Intellectual abilities are abilities needed to perform 
mental activities – thinking, reasoning, and problem 
solving.

– Most societies place a high value on intelligence.

– General mental ability is an overall factor of 
intelligence as suggested by the positive correlations 
among specific intellectual ability dimensions.

CLICK HERE TO ACCESS THE COMPLETE Solutions

https://testbanks.ac/product/9780134729329-SOLUTIONS-5/


Copyright © 2019, 2017, 2015, 2013 Pearson Education, Inc. All Rights Reserved.

Intellectual and Physical Abilities and 
OB (3 of 5)

Exhibit 2-2 Dimensions of Intellectual Ability

Dimension Description Job Example

Number aptitude Ability to do speedy and accurate arithmetic Accountant: Computing the sales tax on a 

set of items

Verbal comprehension Ability to understand what is read or heard 

and the relationship of words to each other

Plant manager: Following corporate 

policies on hiring

Perceptual speed Ability to identify visual similarities and 

differences quickly and accurately

Fire investigator: Identifying clues to 

support a charge of arson

Inductive reasoning Ability to identify a logical sequence in a 

problem and then solve the problem

Market researcher: Forecasting demand for 

a product in the next time period

Deductive reasoning Ability to use logic and assess the 

implications of an argument

Supervisor: Choosing between two different 

suggestions offered by employees

Spatial visualization Ability to imagine how an object would look if 

its position in space were changed

Interior decorator: Redecorating an office

Memory Ability to retain and recall past experiences Salesperson: Remembering the names of 

customers
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Intellectual and Physical Abilities and 
OB (4 of 5)

• Physical Abilities

– The capacity to do tasks demanding stamina, dexterity, 
strength, and similar characteristics.

– Nine basic abilities related to strength, flexibility, and 
other factors are needed to perform physical tasks.
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Intellectual and Physical Abilities and 
OB (5 of 5)

Exhibit 2-3 Nine Basic Physical Abilities

Strength Factors Blank

1. Dynamic strength Ability to exert muscular force repeatedly or continuously over time

2. Trunk strength Ability to exert muscular strength using the trunk (particularly abdominal) 
muscles

3. Static strength Ability to exert force against external objects

4. Explosive strength Ability to expend a maximum of energy in one or a series of explosive acts

Flexibility Factors Blank

5. Extent flexibility Ability to move the trunk and back muscles as far as possible

6. Dynamic flexibility Ability to make rapid, repeated flexing movements

Other Factors Blank

7. Body coordination Ability to coordinate the simultaneous actions of different parts of the body

8. Balance Ability to maintain equilibrium despite forces pulling off balance

9. Stamina Ability to continue maximum effort requiring prolonged effort over time
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Describe How Organizations Manage 
Diversity Effectively (1 of 6)

• Diversity management is the process and programs 
by which managers make everyone more aware of and 
sensitive to the needs and differences of others.

– Diversity is more successful when it is everyone’s 
business, not just for certain groups of employees.
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Describe How Organizations Manage 
Diversity Effectively (2 of 6)
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Describe How Organizations Manage 
Diversity Effectively (3 of 6)

• Attracting, selecting, developing, and retaining diverse 
employees

– Target recruiting messages to specific demographic 
groups.

– Some companies have been actively working toward 
recruiting less-hired groups.
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Describe How Organizations Manage 
Diversity Effectively (4 of 6)

• Diversity in Groups

– Most people in groups need a common way of looking 
at and accomplishing major tasks, and they need to 
communicate well with each other.

 Emphasize higher-level similarities among people.

CLICK HERE TO ACCESS THE COMPLETE Solutions

https://testbanks.ac/product/9780134729329-SOLUTIONS-5/


Copyright © 2019, 2017, 2015, 2013 Pearson Education, Inc. All Rights Reserved.

Describe How Organizations Manage 
Diversity Effectively (5 of 6)

• Expatriate Adjustment

– Organizations should select employees for 
international assignments who are capable of adjusting 
quickly and ensure they have the support they need for 
their assignment.
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Describe How Organizations Manage 
Diversity Effectively (6 of 6)

• Effective diversity programs

– Teach managers about the legal framework for equal 
employment opportunity and encourage fair treatment 
of all people.

– Teach managers how a diverse workforce will be more 
effective at serving a diverse customer base.

– Foster personal development practices that bring out 
the skills and abilities of everyone.
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Implications for Managers

• Understand your organization's anti-discrimination policies 
thoroughly and share them with your employees.

• Assess and challenge your own stereotype beliefs to increase 
your objectivity.

• Look beyond readily observable biographical characteristics 
and consider the individual’s capabilities before making 
management decisions.

• Fully evaluate what accommodations a person with disabilities 
will need and then fine-tune a job to that person’s abilities.

• Seek to understand and respect the unique biographical 
characteristics of your employees; a fair but individualistic 
approach yields the best performance.
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