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Abstract 

Due to the high internationalisation of companies, the ongoing discussion about gender-

equality and the increasing migration in Europe, diversity is a highly contemporary 

issue. Our thesis aims at examining the effect of diversity on decision-making processes 

in Top Management Teams (TMT).  

For our research, we conducted interviews among top managers in Germany to 

investigate the attitude of current leaders towards diversity at the upper echelon. 

Furthermore, we conducted an online survey among members of Generation Y 

(Millennials), the future leaders. Our aim was to make predictions about the future 

development of diversity in TMTs.  

We found that functional, personality and value diversity currently are the predominant 

dimensions. While important value differences are seen as a negative type of diversity, 

the other dimensions are mostly evaluated as positive. Functional diversity is by far the 

most appreciated type. Millennials’ attitude widely conforms to these findings.  
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1 Introduction 
 

‘The surest way to corrupt a youth is to instruct him to 

hold in higher esteem those who think alike than those 

who think differently.’ 

 Friedrich Nietzsche  

 
Regarding the current situation in Europe, this quotation from Friedrich Nietzsche 

seems more than fitting the spirit of the times. Thinking about the refugee crisis 

currently faced in Europe as well as the negative response to these new arrivals, it seems 

like diversity in our society is not appreciated from a considerable part of Europeans. 

According to a survey from the Institute Allensbach, the oldest opinion research 

institute in Germany, ‘the majority of Germans is afraid of more refugees’ (Zeit Online, 

2016). One expression that is constantly used from German media to describe what 

Germans are afraid of, is the word ‘Überfremdung’, which can be translated by 

‘domination of foreign influence’ or ‘excessive foreign control’. ‘In parts of the continent, 

the negotiation of competing interests gave way to phobocracy, the rule of the fear’ 

(Markwardt, 2016). Adults take to the streets to protest against the refugee’s politics. 

They want to stop refugees from coming because they are afraid that these other 

nationalities will not fit into their home country. Probably, some of these adults are 

parents. Coming back to Nietzsche, these parents will probably teach their children their 

own values and beliefs – i.e. how valuable other nationalities are.  

In this thesis, we do not want to embark on a political discussion, neither on a social or 

moral discussion if and to what extent Europe has to welcome refugees. Neither do we 

want to judge the emotions of Europe’s population concerning the refugee crisis. But we 

want to take the refugee crisis, together with the quotation from Nietzsche, as a starting 

point for our thesis. We want to reflect about diversity, which is a topic that cannot be 

neglected any more. Meeting people which are different from us in any respect like 

nationality, age, values, habits, ways of thinking, etc. is putting us out of our comfort 

zone. Suddenly, as we get to know different alternatives, our own behaviour is not the 

ultima ratio any more, which can widen our horizon but at the same time can create 

negative emotions like fear, scepticism or confusion. In this thesis, we want to examine 

diversity in two different contexts. First of all, we take a closer look at the advantages 

and disadvantages of diversity in an area that influences the development of the society: 

strategic decisions in Top Management Teams (TMT). The products and services they 

offer, the research they are conducting etc. defines to some extent the direction of the 

societal development. Furthermore, we want to examine the attitude of the next 

generation of top managers towards diversity, the people born between 1980 and 2000 

who are currently aged between 16 and 36, the so called ‘Generation Y’, is currently 

starting to arrive at the top of organizations. With the help of these findings, we aim to 

make assumptions about the future evolution of diversity in TMT.   
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1.1 Motivation for the thesis 
 

The topic of this thesis was not settled from the very beginning of our master’s thesis 

process. In searching what could be the core of our thesis, we wanted to meet two 

primary goals. First of all, we wanted to make sure that we are personally both seriously 

interested in the topic to be able to put all our effort and motivation in it. Our second 

requirement was to keep with the spirit of the time, that means to treat an issue that is 

not only relevant to ourselves, but to a broader group of people in these times.  

In order to find a topic that meets these standards, we started to gather knowledge via 

literature, media and conversations with different people of our surrounding. Our first 

thought was to write about female leadership. This idea evolved into searching the 

conditions that constitute the barriers to female leadership, meaning to find the roots 

of the barriers. After we got in touch with some organizations supporting female leaders, 

we analysed the input together with the first literature research we conducted. We came 

to the conclusion that missing appreciation of people who are different than the one 

who are at the top of companies was the source of most of the mentioned barriers. 

Therefore, limiting ourselves to the topic of female leadership does not fully embrace the 

problem. We were open to new suggestions and brave enough to admit that these new 

insights we gained took us away from our original topic and guided us into a broader 

direction. The outcome of this journey of adapting and re-adapting is a core of our thesis 

that definitely keeps with the spirit of the time: diversity.  

With this topic we also meet the second requirement, the personal interest. Because of 

our Master Program ‘Leadership and Management in International Context’, we can also 

personally relate to diversity. As our classmates are from all around the world, this year 

made us experiencing diversity every day, in numerous group works as well as in private 

life. We got close friends with people from different nationalities, different values, 

different socioeconomic status etc. After some misunderstandings and prejudices in the 

beginning, we grew together to a real community.  

As the Master Program made us reflect about what good leadership looks like, we wanted 

to connect the topic of diversity to leaders. 

Taking a look at the Top Management of companies, the situation seems to be quite 

different from our class: very often, especially in Germany, we see and hear from white 

men, around forty years old with a similar educational background who make the 

decisions in economy. This gap between our own experience and the situation in the 

Top Management Teams (TMT) was the starting point for our thesis: We wanted to find 

out whether there is a reason why diversity rarely occurs in TMTs.  

Furthermore, we were interested on how the diversity in TMTs will develop within the 

next years. The next generation, currently slowly arriving at the top of the companies’ 

hierarchies, is the Generation Y. As both of us are also considered representatives of 

this generation, it is very interesting for ourselves to gain knowledge about how we and 
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our peers are viewed from a generational research point of view and to search for the 

attitude of Generation Y towards diversity. 

 

1.2 Research issue 
 

Out of this motivation, we developed two areas where we want to gain knowledge and 

conduct research: First of all, as we are students of business administration, we decided 

to focus on diversity in companies. As written above, the most interesting level to focus 

on within a company’s hierarchy is in our opinion the TMT. They are responsible for the 

strategic decisions that define the direction of a company and consequently it is 

especially important to know which influence diversity has at the top of the hierarchy 

because of the huge impact of these decisions. The question to answer is the following: 

 

 RQ 1: How does diversity influence decision-making in Top Management Teams? 

 

Comparing the results to the status quo of diversity in TMT, we want to find out the 

consequences out of these findings. 

 

Furthermore, we are interested in the future development of diversity in TMTs. 

Therefore, we take a closer look at Generation Y, the Generation that just starts to arrive 

in the TMTs and their attitude to diversity. 

 

 RQ 2: How do Millennials evaluate the influence of different types of diversity? 

 

Based on these results, we want to conclude whether Generation Y is more or less open 

towards diversity than its predecessors which are currently occupying most of the Top 

Management positions. 

In the end, after having answered the two research questions, we want to draw a 

conclusion on the future trend of diversity in TMTs. 

 

1.3 Justification of our topic 
 

We argue that the subject of our thesis is interesting to a broad audience. People often 

have a feeling of insecurity towards something new or something different without being 

able to describe these emotions exactly. The amount of retention with which they react 

to people they consider ‘different’ to themselves often an unconscious process that 

immediately creates scepticism or even resistance. The only way to address this fear is 

to go beyond these automatic human reactions and to try to objectify the emotions by 

going one level deeper and examining the concrete impacts of diversity.  



  

 

4 

Therefore, we welcome every reader to use the knowledge of the specific pros and cons 

of appreciation of diversity in TMTs to reflect about her or his own appreciation towards 

diversity. In making diversity less abstract, we hope being able to take away the fear 

associated with people that are considered as ‘different’ and entering in the process of 

truly appreciating diversity.  

In literature, the intention of our thesis is described via developing ‘diversity 

competency’ (Cox & Beale, 1997, p. 2). Diversity competency is defined as ‘a process of 

learning that leads to an ability to effectively respond to the challenges and opportunities 

posed by the presence of social-cultural diversity in a defined social system’ (Cox & 

Beale, 1997, p. 2). The process of becoming aware of the positive and negative sides of 

diversity can be shown in the following figure. 

 

Figure 1: Learning Process for Diversity Competency 

 

 

Source: Cox & Beale, 1997, p. 5 

 

The learning process for diversity competency comprises three steps. The aim of Phase 

1 is to raise awareness for the importance of diversity. Often, the relevance or influence 

of diversity is not recognized. Therefore, the first step is to make people conscious that 

diversity has a strong impact on interactions (Cox & Beale, 1997, p. 4).  

Phase 2 is the creation of understanding via acquiring knowledge about diversity (Cox 

& Beale, 1997, p. 4). Applied to our thesis, this means that the reader gets to know the 

advantages and the inconvenience of a diverse TMT, the attitude of Generation Y to 

diversity as well as the consequences of these findings. 

In Phase 3, as a result of the creation of awareness together with the attained knowledge, 

individuals and / or organizations are ‘positioned to take action to actually change 

behaviour’ (Cox & Beale, 1997, p. 4). 

The aim of our thesis is to start this process of developing diversity competency for our 

readers as well as for ourselves. With our research, we are focusing on the first and 

second phase, the creation of awareness for diversity in general as well as for diversity 

in TMTs and the creation of understanding the advantages and disadvantages of TMT 

diversity. 
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Apart from this general aim of developing diversity competency, we argue that our 

findings are important for HR departments, current and future leaders.  

For the HR department it is crucial to know the impact of diversity in TMT’s as they are 

responsible to find the right people for the job and the team. Even if HR is not 

responsible for the recruitment of TMTs in every company, they are always responsible 

to recruit people in lower levels of the hierarchy which will climb the career ladder and 

one day possibly be a member of the TMT. Therefore, the aspect of diversity has to be 

taken into consideration as a crucial argument in favour of or against a candidate so 

that they can ensure the right level of diversity in the pool of candidates for TMTs. 

In clarifying the pros and cons of diversity in TMTs, insecurity about the impacts of 

diversity for current as well as future leaders is reduced. In total, the positive aspects of 

diversity will outweigh the negative ones more easily when the leader is able to name 

the concrete benefits of diversity as well as creating awareness for the risks of a diverse 

TMT. With this knowledge, the leader is able to handle the problematic impacts of 

diversity and will therefore be able to guide a diverse team efficiently by avoiding these 

traps. 

 

1.4 Structure of the content 
 

First of all, the two main concepts of the thesis are defined: Diversity and Generation Y. 

After, the methodology is presented, giving a deeper understanding of how we 

approached the research. In part 4, we will give our reader theoretical input about the 

relation between humans and groups, the basis for the examination of appreciation or 

rejection of diversity. In the fifth part, we approach diversity in companies, starting with 

a literature review of diversity in teams, followed by an evaluation of diversity in 

decision-making processes of TMTs based on literature and our data collection. In part 

6, we examine the attitude of the future leaders, Generation Y, towards diversity. In the 

end, we interpret our results for both parts and give indications of the future 

development of diversity in TMTs. 
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2 Definitions 
 

In the following, we will define our two main concepts: Diversity and Generation Y. The 

reader will get an overview of how the two aspects are defined in literature as well as 

our understanding of the concepts. Hearing the expressions ‘diversity’ and ‘Generation 

Y’, we are sure that our readers already have their own idea of what these concepts 

mean, often including an evaluation about the negative and / or positive aspects of each 

expression.  

‘Generation Y’ is since some years constantly present in the media. The headlines of the 

articles are often self-explaining:  

 

‘Generation Y: Do they also want to work?’ (Bund, et al., 2013), Die ZEIT 

 

‘Dissatisfied and demanding’ (Maaß, 2015), Die Welt 

 

‘Generation Y-Me’ (Span, 2014), New York Times  

 

‘The Go-Nowhere Generation’ (Buchholz & Victoria, 2012), New York Times 

 

‘Who hates millennials the most?’ (Rampell, 2014), Washington Post 

 

We want to avoid that our point of departure as well as our reader’s point of departure 

for diving deeper into Generation Y and their attitude towards diversity constitutes solely 

these articles. The public opinion in a society is always strongly shaped via the media. 

Therefore, the most popular articles about Generation Y, which mostly represent the 

opinion of the articles cited above, have a strong influence on how the majority evaluates 

the characteristics of Generation Y. In providing a structured analysis, including articles 

in media as well as publications from generation researchers and literature from other 

disciplines, we want to draw a more extensive picture of Generation Y. To embark 

afterwards on the process of interpreting these characteristics in the sense of diversity, 

it is absolutely necessary to step back from the existing opinion in our minds and let us 

try to be as objectively as possible.  

 

As diversity is a more abstract term than Generation Y, it is important to enclose our 

definition clearly from all the possible interpretations that can be found in literature in 

order to avoid misunderstandings between the reader and us. The importance of this 

part also evolved out of our working process: during interviews we conducted, it turned 

out that almost every interviewee had another definition of diversity in his or her mind. 

The majority of the interpretations varied from gender diversity to functional diversity, 

value diversity, personality diversity, nationality diversity and to all different 
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combinations of the named attributes. Paradoxically, these difficulties confirmed us in 

the choice of our topic: diversity can be found everywhere, even in definitions of 

diversity. Depending on personal experiences, professional background and knowledge 

in general, every person has a different understanding of diversity. Therefore, we want 

to give a structured overview of what diversity can be and what diversity means for us 

in our thesis.  

 

2.1 Diversity 
  

The described problematic of defining diversity in one concrete sentence is reflected by 

the attempts to find appropriate definitions in the literature. To illustrate, we take the 

example of the book ‘The Leadership Experience’ from Richard Daft. On page 333, he 

gives the following definition in the continuous text: 

‘Diversity refers to differences among people in terms of dimensions such as age, 

ethnicity, gender, race or physical ability.’ (Daft, 2007, p. 333) 

As a short notice at the margin of the same page, he also gives a definition: 

‘Diversity: Differences among people in terms of age, ethnicity, gender, race, or other 

dimensions.’ (Daft, 2007, p. 333) 

In both definitions, the dimensions age, ethnicity, gender and race are mentioned. 

Therefore, we can interpret that these are the most important definitions for the author. 

The first definition names additionally physical ability, whereas the second one just 

refers to ‘other dimensions’ in general. This inconsistency, which can be found at 

numerous authors, reflects the problems associated with the attempt of meeting the 

needs of an all-embracing definition of diversity. Not only do different people define 

diversity differently like we experienced during the interviews, but even the same person 

struggles to find one definition for him- or herself sometimes. 

 

The roots of this difficulty are not at all that diversity is an unpopular, rarely used word. 

On the contrary, we could even speak from an inflationary use of the word. It originates 

from the area of biology (Konrad, et al., 2006, p. 195). When it is nowadays used in 

politics, it often refers to ethnic or gender diversity (Konrad, et al., 2006, p. 195). In 

companies, it is used to describe a diverse workforce in general (Konrad, et al., 2006, p. 

195). Many organizations have a department for diversity management, there are 

diversity conferences, diversity summits, diversity charts, diversity initiatives, diversity 

debates etc. On the first glance, all these expressions do not give a deeper understanding 

of which aspects are included from diversity.  
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2.1.1 Dimensions of diversity 

 

The most common concept in literature trying to name and cluster all the dimensions 

of diversity is the so called diversity-wheel (Vertovec, 2015, p. 63). Elaborated 1991 from 

Marilyn Loden and Judy Rosener, it was ‘an attempt to make explicit the social 

characteristics of personal identity’ (Vertovec, 2015, p. 63). The original wheel has two 

circles: The inner circle comprises the innate or born dimensions’ age, race, ethnicity, 

gender, physical abilities / qualities and sexual affectation / orientation. The second 

circle contains acquired attributes: work background, income, marital status, military 

experience, religious beliefs, geographic location, parental status and education 

(Vertovec, 2015, p. 63). The following figure shows this original diversity wheel.  

 

Figure 2: Original diversity wheel of Loden and Rosener 

 

 

Source: Made by authors based on dimensions in Vertovec (2015) 

 

As the research about diversity went on, this wheel was expanded and transformed 

several times. The levels that can be found comprise among others internal dimensions, 

community dimensions and Social Life Experience Dimensions. But the idea of the 

wheel stays the same, independent of how many different levels are taken into account 

or the way of clustering the dimensions: In every wheel, there are several dimensions 

that match together and form an individual. 
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The most recent version of the diversity wheel by Loden (2010), representing a ‘global 

view of the primary and secondary dimensions that inform our social identities’ (Loden, 

2010), is the following: 

 

Figure 3: Primary and Secondary Dimensions of Diversity according to Loden 

 

Source: Loden, 2010 

 

The strict clustering of the dimensions is subject to criticism of some researchers 

(Vertovec, 2015, p. 63). In our opinion, the diversity wheel is, despite the criticism, a 

good approach to make diversity less abstract and therefore better understandable. We 

are aware of that the strict separation of the different dimensions as well as the different 

levels is problematic because many aspects are interconnected. As an example for 

correlations between different levels, we can take the dimensions age and religious 

beliefs: People who are confronted with death, often elderly people, will be more likely to 

be very religious than the younger generation. Another example of interdependence can 

be observed between ethnicity and geographic location: Most people live close to the 

place where they are born. An example that underlines the possibility of the attributes 

within one level is education and income: People with higher education will be more 

likely to earn more. Nevertheless, for our thesis the diversity wheel gives a good overview 

of the dimensions that are comprised from diversity. As we will not calculate a level of 

diversity in numbers, it is enough to be aware of the complexity of the wheel. For our 

research, the wheel offers the reader the knowledge that is needed in order to 

understand our understanding of diversity.  
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For our thesis, like it has been done by several authors before, we also create our own 

diversity wheel with the dimensions and levels that are important for diversity in TMTs. 

Based on our interviews with top managers and their understanding of diversity as well 

as their comments on different dimensions of the construct, we choose to apply a three-

layer wheel in our thesis: demographic diversity, psychological diversity and job-related 

diversity. 

In our case, the demographic diversity includes the following dimensions: 

- Gender 

- Age 

- Race 

- Ethnicity 

 

All these dimensions are non-psychological attributes that are innate. A person is not 

able to change or influence these attributes. This first layer is the surface-level, 

comprising mostly visible attributes (Woehr, et al., 2013, p. 108). 

 

The second level comprises the dimensions of psychological diversity: 

- Values 

- Personality 

 

These aspects are non-visible, as they are on a deeper level than the demographic 

attributes (Woehr, et al., 2013, p. 108). 

 

We decided to introduce a third layer, called job-related diversity. Although Loden (2010) 

includes these aspects in the second level of her diversity wheel, there can be found 

several wheels in literature having separate levels as for example institutional 

dimensions or organizational dimensions. We think that due to reasons of 

understanding, a clear and comprehensible structure of the wheel is necessary and 

therefore opted for the three-level wheel. Furthermore, during our interviews it turned 

out that it is useful to separate between the psychological diversity and the job-related 

diversity, as the managers treated them as very different aspects of diversity with a 

different level of importance.  

The dimensions included by job-related diversity are the following: 

- Functional diversity  

- Educational diversity  
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The following is a graphical representation of our diversity wheel for diversity in TMTs. 

 

Figure 4: Our diversity wheel for Top Management Teams 

 

 

2.1.2 Conceptual definition of diversity 

The knowledge to retain from the wheel is the different dimensions of diversity, which 

will be important in the following chapters of our thesis. However, as the numerous 

dimensions of the wheel are showing, it is complicated to set up one useful definition of 

diversity that contains all the possible dimensions. Consequently, we think that the 

wheel is not a satisfying tool to define diversity. Our aim in this chapter is not to find 

an operational definition, but to give the reader a constitutive definition, valid 

independently of the context that can, if needed be applied on an operational level. 

Therefore, the best definition of diversity in our opinion is a broad one, which does not 

name all the dimensions explicitly.  

In 2006, Konrad et al. were also preoccupied with the necessity of such a constitutive 

definition. Their main argument in favour of such a kind of definition arises out of the 

fact that diversity is a construct.  

‘Constructs are abstractions or ideas that help to organize a domain of study; to do so, 

they must initially be defined conceptually or constitutively’ (Konrad, et al., 2006, p. 

195). As mentioned, defining diversity in a constitutive way does not exclude the 

translation of the construct into a concrete context. ‘Constructs can manifest 

themselves in different operationalisations or measures, but the abstraction should 

remain the same’ (Konrad, et al., 2006, p. 195). Finding such a definition of a construct 

is always arbitrary. On the one hand-side, the term should be covered in a holistic way, 

meaning that no option of what diversity could include should be excluded by the 
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definition. On the other hand-side, it should be as concrete as possible to avoid 

overlapping with other constructs.  

As most of the definitions of diversity we found in literature were operational ones and 

therefore not relevant for us at this point, we concluded that the following definition 

from Konrad et al. (2006, p. 196) meets our intentions best: 

 

 

There are two aspects justifying the appropriateness of this definition for our thesis.  

First of all, in including the ‘collective amount of differences’, we do not have to mention 

all the different dimensions explicitly. There is space for interpreting the meaning of 

differences depending on the context, if an operational definition is needed. 

Furthermore, ‘collective amount’ states the multiplicity of the differences. To study 

diversity, picking out one aspect, for example gender, is not sufficient to make a 

statement about the level of diversity between two people. Not all men are equally diverse 

to all women. Diversity should be a holistic approach that includes all the dimensions 

of the diversity wheel at once.  

Secondly, diversity is about the differences ‘among’ members. Diversity always has to 

be studied within a frame of reference, another person, another group, another society, 

nationality, etc. ‘An individual him- or herself cannot have diversity’ (Konrad, et al., 

2006, p. 197). Coming back to the wheel, taking one person and setting for this person 

all the dimensions does not add any value to the topic of diversity. The moment when 

we start talking about diversity is the moment when we take another person, set the 

dimensions for the second person and compare the dimensions of the two.  

The expression ‘social unit’ follows the constitutive approach: the definition is not 

limited to teams, companies or countries, but can be studied in any possible way. Social 

unit is defined as ‘a person or a group of persons, as a family, functioning as a unit in 

society’ in dictionary.com.  

 

2.1.3 Operational definition of diversity in TMTs 

We take this constitutive definition as a point of departure to define our own operational 

definition for this thesis.  

Jackson et al. (2003) as well as Nielsen (2009), state the importance of the consideration 

of the context in which diversity is embedded to formulate an appropriate operational 

definition. Context means in this case the different layers of diversity, like for example 

individual, group or organizational context. Consequently, we use the different 

dimensions of our diversity wheel for our operational definition: 

Diversity in Top Management Teams (conceptual definition): 

Diversity is the collective amount of differences among members within a Top 

Management Team. 
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2.2 Generation Y 
 

Everyone belongs to a specific generation which ‘can be defined as an ‘identifiable group 

that shares birth years, age location, and significant life events at critical developmental 

stages’ (Cennamo & Gardner, 2008, p. 892). Generational theory is not unquestionable, 

as the generalization of a cohort of people, consisting of individuals that can be very 

different from each other, is difficult, if not problematic (Pendergast, 2010, p. 1).  

‘Generational theory seeks to understand and characterize cohorts of people according 

to their membership of a generation, which is objectively assigned according to the year 

of birth’ (Pendergast, 2010, p. 1). Critics can doubt that only the year of birth has such 

a significant impact that all of these individuals share some characteristics. 

Nevertheless, originating in USA, generational theory is nowadays a widely spread 

concept used to describe shared attributes of a group of people born in a certain range 

of years (Pendergast, 2010, p. 1).  

There are three main reasons why generations, labelled by years of birth, differ from 

each other. The most obvious is the life-cycle effect: younger people always differ from 

older people. But when they get older, they change due to the experiences they made 

and therefore an individual cannot be seen as similar in all stages of life (Taylor & 

Keeters, 2010, p. Preface).  

The second reason are period effects. Major events or happening are influencing all 

generations, but the extent of the impact differs depending on the stage of development 

of the people. Therefore, the same event impacts older generations differently than 

younger generations (Taylor & Keeters, 2010, p. Preface).  

The third reason are cohort effects. ‘Trends often leave a particularly deep impression 

on young adults because they are still developing their core values; these imprints stay 

with them as they move through their life cycle’ (Taylor & Keeters, 2010, p. Preface). 

We are aware that the border between generations as well as the concrete characteristics 

of their representatives are not incontestable and that in literature, there can be found 

very differing interpretations of the features of a generation. This part of our thesis is 

not to be understood as an evaluation of the trustworthiness of the characteristics of 

the generations to be found in literature. Our aim is to give an overview about how the 

generations are described in literature, including to mention discrepancies between 

authors in case that they occurred during our research.  

As later on, we need the knowledge about the Generation Y to examine their attitude 

towards diversity, we will focus on the information that can be found about this 

Diversity in Top Management Teams (operational definition): 

Diversity is the collective amount of demographic, psychological and job-

related differences among members within a Top Management Team. 
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generation. Nevertheless, we need a short description of all the generations currently in 

working life to be able to distinguish them from Generation Y.  

 

In the past century, there were three major generations which are labeled ‘(Baby-) 

Boomers’, ‘Generation X’ and the ‘Generation Y’. 

Baby Boomers are the generation which was born directly after World War II between 

1945 and 1964. They grew up in countries which suffered from the war and needed to 

be rebuilt. For this, they had to work hard together with their peers to succeed. They 

were loyal to their employer and most often, they only had one employer for their whole 

life. The structure of the companies used to be strictly hierarchical and was 

characterized by respect for the superior. Out of this results that the workforce of the 

Baby Boomers was used to receive orders and to be managed by their bosses. They 

wanted to advance within their company instead of switching employers and placed high 

value on a balanced work-family-life. As reward for their work, they were happy with 

money and recognition, expected promotions and wanted to have a safe job (Yu & Miller, 

2005). 

 

According to generational researchers, these attitudes changed with the following 

generation. This new generation, born between 1965 and 1980, is called Generation X. 

They were more autonomous than their predecessors, did not just want to work hard 

but to improve their skills and were actively searching for opportunities to do so. Their 

bonds towards the employer were less strong than the one towards their profession. 

Being experts in their professions, they were very individualistic and preferred to work 

alone rather than in teams. Due to their eager to gain knowledge and skills, they did 

not need to be led as much as the Baby Boomers. Other than the Baby Boomers, they 

were not satisfied in their job only by receiving a good salary. They expected to be 

rewarded by education and demanded challenging jobs. Out of these attitudes and 

requirements, it resulted that many people of the Generation X became entrepreneurs 

to fulfil their need of challenging jobs which increased their skillset, offered freedom and 

also allowed them to be individualistic (Yu & Miller, 2005). 

 

The following generation which was born between the years 1980 and 2000 is called 

Generation Y. Currently, there are about 12 million members of Generation Y in 

Germany and over 80 million in the USA. On the world, they are the numerically largest 

cohort nowadays. Like the other generations, they differ a lot from their predecessors.  

As the characteristics of a generation arise out of the social and economic context during 

the time they grow up as well as the influence of the older generation (Pendergast, 2010, 

p. 6), we will start by describing the context of Generation Y. 
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Every generation ‘is shaped by events or circumstances according to which phase of life 

its members occupy at the time’ (Howe & Strauss, 2007, p. 42). For Generation Y, one 

of the most significant event impacting their representatives was the terrorist attack of 

9/11. They were the first Generation born into the ‘age of terrorism’, leading to fear and 

concerns about security issues (Pendergast, 2010, p. 7).  

 

The second factor significantly impacting Millennials is the global economic crisis of 

2008, when they started to enter into workforce (Pendergast, 2010, p. 8). The job 

security was not given anymore, leading to a financially uncertain future (Pendergast, 

2010, p. 8). Together with the lack of loyalty towards companies, another characteristics 

of Generation Y emerges out of the financial crisis: the willingness to accept change. 

Because of the job-related uncertainty, they were adapting to this situation and are now 

ready to change their workplace on their own at any time (Lammiman & Syrett, 2003).  

 

Millennials ‘arrived after the consciousness revolution, when “Baby on Board” first 

began to appear in minivan windows’ (Howe & Strauss, 2007, p. 45). The view of which 

status children should occupy changed: They were seen as important members of 

society with their own will and their own rights that have to be respected. As more 

couples decided to become parents, the birth rate increased. The bound between 

children and parents was quite strong. This close relationship is maintained not only 

during the childhood, but lasts for the following years of young adult life (Howe & 

Strauss, 2007, p. 45). All in all, Millennials experienced a quite protected childhood 

(Howe & Strauss, 2007, p. 46).  

 

The last and maybe most important movement influencing the Generation Y is the 

digital revolution. Their years of birth ‘have been an era of unprecedented transition 

from industrial to information-based culture and economy, from print-based to multi-

mediated, digital approaches to communication effects of ICTs, globalization and the 

emergence of the digital native’ (Pendergast, 2010, p. 6). Whereas their predecessors are 

so called ‘digital immigrants’, Millennials are ‘digital natives’ (Pendergast, 2010, p. 6). 

According to Lammiman & Syrett (2003), members of Generation Y are strongly 

characterized by their knowledge and their comfort towards new technologies like 

computers or internet and the new opportunities of social networks. Millennials can 

easily stay in contact with people all over the world, leading to the removal of geographic 

boundaries (Pendergast, 2010, p. 7). Information is shared across countries and 

continents in real time, leading to the possibility to access knowledge from everywhere 

and at every time, without having to acquire it over years of education and experience 

(Pendergast, 2010, p. 7). Regarding the business world, social networks are leading to 

a broader base of business contacts which makes Millennials more aware of new job 

offers with better conditions and is leading to a lower loyalty towards their current 
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company. Members of Generation Y are more loyal towards persons instead (Lammiman 

& Syrett, 2003).  

The decline in loyalty towards one company is reflected in a survey from the Pew 

Research Institute.  

 

 
Whereas 55% of Gen X thinks it is 

likely to switch career sometime in 

their work life, 66 % of Millennials 

answered this question with yes. 

Among Baby-Boomers, only 31% 

think that this will happen to them.  

The same tendency is reflected in 

the answers of the question whether 

they will stay at the current job for 

the rest of their working life. 

 

 

Source: Taylor & Keeters, 2010, p. 46 

 

Being familiar with the internet also leads to a better understanding of the processes 

which are used to take influence on members of Generation Y. They are exposed to or 

even flooded by commercials almost everywhere they go and they are getting better in 

recognizing attempts to manipulate earlier. That’s a big challenge for companies as well, 

because they are not convinced by promises of employers and they are more demanding 

in terms of job conditions, further education and opportunities of career development. 

Another characteristic is their demand of accessibility of services whenever they need 

it. As they are willing to work for longer hours in the evening, they are expecting to be 

served in the evening in return. They want to be able to do their groceries after work 

and not taking a break from their work in order to fulfil their duties. While members of 

the previous generations still accept the status quo because ‘it has always been like 

this’, the Millennials do not see any plausible reason to not be able to go shopping at 

night or even on Sunday. 

Out of the digital revolution, another new distinctive property of the world of this 

generation is the variety in almost every part of the life. The Internet allows to choose 

out of a wide range of products, without being limited to the grocery store or travel 

agency next door. Whereas their parents had only few products on the market when 

they needed something new, Generation Y has always plenty of alternatives to find the 

product which matches their needs best. Parment (2009, p. 36) mentions the example 

of traveling by plane which used to be very inflexible. If someone wanted to travel to 
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another country or city, most often there was only one airport per city which charged, 

due to the close distance to the city centre, higher fines for start and landing which 

made it expensive for the airlines to approach it. Nowadays, there are smaller airports 

which are a bit more remote and use airport transfer busses or trains to bring the 

passengers to the final destinations. So in this example, members of Generation Y have 

the choice of paying more to be faster or paying less and accepting that they have to 

change the means of transport to reach their destinations. 

As a result of the increased number of choices for transport to far away destinations, 

the expenses to travel to places far away from the place of their childhood were 

constantly dropping since the 1980s, leading to the situation that most members of 

Generation Y have travelled a lot more than their parents. Also, these reduced costs of 

traveling made it possible for people to move to another country without breaking with 

the whole family because it is possible for them to visit each other more frequently and 

with lower effort. This leads to a diversification of the society in which different 

ethnicities are living next to each other and in which the differences in cultures blurs. 

Due to this and the fact that you can nowadays chat, speak or play with almost 

everybody in the world in real-time, connected with the existence of online social 

networks, they have got to know different people around the world which they are 

keeping in touch with. Keeping in touch is an important part of their career because in 

their attitude as being independent of companies, they are dependent on their own 

network. This makes it necessary for them to be able to work in a team why they are 

seen as very team-oriented from an outside point of view. 

Although there are many indicators that people of Generation Y are team-oriented 

networkers, some researchers already assume that it might not be voluntarily but more 

out of the expectations towards them, their need to be in and stay part of a group and 

that, in fact they are more self-oriented by nature (Bourke & Mechler, 2010). 

 

‘When these impacts are taken together, there is an emphasis on immediacy, short-term 

satisfaction, risk, safety and communication for Generation Y’ (Pendergast, 2010, p. 8).  

Furthermore, members of Generation Y are seen as achievement oriented, they desire 

to reach a set goal and are working hard for this. But at the same time, according to 

Bourke & Mechler (2010), they might only be like this because they are having an 

external locus of control (LOC) meaning that they ‘see themselves as relatively passive 

agents, believing that the events in their lives are due to uncontrollable forces’ (Boone 

& Hendriks, 2009). One example of an uncontrollable force is the parents who have a 

bigger influence on them because there is the trend to stay at home for longer time than 

the members of the previous generations. Until the 1940s it was normal to stay at home 

until the age of 30 but then it changed towards the early 20s. Among the members of 

Generation Y this change is reversed due to the fact that more young people are studying 

and it’s more convenient to stay at home where the mother is doing the tasks which 
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otherwise have to be done by the students. In exchange for the comfort, parents have a 

bigger influence on the lives of their children. 

 

Out of the described context, ‘each generation brings with them somewhat predictable 

traits, values and beliefs, along with skills, attributes, capacities, interests, expectations 

and preferred modus operandi directly attributable to their generational location’ 

(Pendergast, 2010, p. 1). Being part of the most cited authors in line with research about 

Millennials, Neil Howe and William Strauss described in the book ‘Millennials in the 

workforce’ seven core traits of Generation Y: Special, sheltered, confident, team oriented, 

conventional, pressured and achieving (Bourke & Mechler, 2010, p. 2). 

 

Special: The parents of the Millennials, mostly members of the Boomer-Generation, 

attributed lots of attention to their children and did not hesitate to tell them how special 

they are (DeBard, 2004, p. 35). Out of this protective attention, they ‘feel vital to their 

parents’ sense of purpose’ (DeBard, 2004, p. 35). Furthermore, due to their large 

numbers of representatives, Millennials feel vital to the nation (Nelson, 2005, p. 5).  

 

Sheltered: As much attention is given to the wishes and needs of Generation Y already 

in childhood, they ‘have been the focus of the most comprehensive youth-protection 

movement’, originating in America (Emeagwali, 2011, p. 23). 

 

Confident: Millennials are optimistic towards their future and were encouraged to belief 

in themselves (DeBard, 2004, p. 37). 

 

Team-oriented: Due to technology, they are able to form and preserve a large network. 

Tight bonds with their peers are appreciated. Furthermore, Millennials like consensus 

and cooperation (DeBard, 2004, p. 37) (Emeagwali, 2011, p. 23). 

 

Conventional: Originating in the strong protection during young ages, Millennials 

appreciate rules and, in opposite to their parents of Boomers, do not have the will to 

keep themselves away from norms (Emeagwali, 2011, p. 23). 

 

Pressured: Generation Y feels often under high pressure fulfilling their own demands 

as well as meeting the expectations of their surroundings. ‘They want a structure 

enforced to ensure that compliance will lead to achievement’ (DeBard, 2004, p. 35). Risk 

averse and motivated to higher education by their parents, they feel obliged to take 

advantage of all the opportunities created for them by the older generations (Nelson, 

2005, p. 5). To release this pressure, they appreciate clear structures. They believe that 

by respecting these structures, they will meet opportunities to succeed (DeBard, 2004, 

p. 38). 
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Achieving: Millennials have a high need of achievement. ‘Millennial children have seen 

their mothers and other women in their lives make massive strides during this 

generation’s lifetime and are both optimistic and expectant that meritocratic ascension 

will be part of their adult life’ (DeBard, 2004, p. 38).  
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3 Methodology 
 

‘Methodology is a mode of thinking, but it’s also a way of acting.’  

(Arbnor & Bjerke, 2009, p. 3) 

 

In this chapter we will introduce the reader into our world of thinking. We will argue for 

our ‘mode of thinking’, the lenses we were looking through when looking at the different 

aspects of the world and the filters we were using when listening to the stories of our 

interviewees. We will explain our ‘way of acting’ by describing the way we proceeded and 

by showing the methods we were using on our path of becoming ‘creator[s] of Knowledge’ 

(Arbnor & Bjerke, 2009, p. 6). 

 

3.1 The happy-go-lucky YBBs 
 

There we sat, curious and full of dewy-eyed optimism, not knowing what will happen 

with us in the time of research. It was in October already, when we got the instruction 

to be on the watch for interesting topics for our master thesis. Master thesis. This was 

- at least it seemed like that for us - in such a far future that we did not even think one 

second about it until that moment.  

 

To be honest, one part of us – Sarah, to be precise - did not even think about having to 

think about it at all. Back then, she still thought that she would not do the whole master 

programme at all. David was still wondering which topics would emerge from the future 

lectures and courses and on top of that, the time was not ready yet to think about it!  

 

Time passed by, Sarah decided to stay in Kalmar for the whole programme and started 

to talk to her fellow YBBs about teams and possible topics for the master thesis. Soon, 

she found out that David was fitting because he was ready to join the field of her interest, 

‘female leadership’ and was one of the fellow students which were not in a team at this 

point. This was the genesis of our team. In the following time, the ordinary course-life 

became predominant again. The thesis and its topic was faded into the background, 

when the time of the first due date of the thesis-related preliminary result was to be 

presented. 

 

The methodology assignment which was set to prepare us for the upcoming time of 

thesis work and sharpen our lenses on the proper way of conducting research.  
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3.2 Travel Goods 

 

Towards the end of November, the introduction to the different lenses through which 

one can see the world whilst conducting research, was taking place. It was held by one 

of the experts on this metier, Björn Bjerke. The series about the three different views 

and the resulting researcher behaviours consisted of three days and revealed the 

Analytical, System and Actors View. They differ in terms of the perception of the world 

and the purpose of the whole research. While the Analytical View is similar to the System 

View in terms of seeing the world as factive (objective and or subjective) - meaning that 

it can be described in all its details and those descriptions are general and absolute - 

they differ in the concept of the elements which the world is consisting of. In the 

Analytical View, the world is consisting of independent elements which stand in a clear 

cause-effect-relation which results in a summative reality (Arbnor & Bjerke, 2009, p. 

63). System View is presuming that the elements of the world form structures or wholes 

which are characterized by synergies among themselves (p. 67). Actors View sees the 

reality as socially constructed and the human beings which are called ‘actors’ stand in 

a mutual dialectic relation to each other (p. 75) the interpretation or understanding of 

the world in this view depends on the participating actors. 

 

Depending on the utilized lens, the behaviour of the researcher is changing. Where the 

researcher is using a lot of data from governmental organizations like the Census 

Bureau in the Analytical and Systems Approach, he or she is using mainly his or her 

own cues and interpretations to create meaning out of the gathered data in the Actors 

Approach. 

 

Besides the three previously named views and approaches, another approach was 

introduced which can be used to conduct fundamental research. Grounded Theory is 

used for fields of study where the researcher either wants to explore a new field of 

science or create completely new theories in a well-researched one without studying the 

previous aspects in more detail. It is about observing, listening to interviewees, 

recognizing similarities in this gathered data and afterwards focussing on these findings 

for the following observing or interview rounds. 

With those three views and four approaches, the basic set of tools for a successful 

research was introduced and it was about time to start planning the thesis process and 

to find a concrete topic. 
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3.3 Choosing destination and packing the suitcase 
 

After some initial meetings, still not able to find a topic which fulfilled the requirements 

of being precise enough, we went to our Professor Philippe and talked about our 

thoughts we had until that point of time. This meeting was very inspiring and as a result 

there was our first topic, ‘the conditions which constitute barriers to female leadership’. 

Having found a topic, we were discussing about the best approach we could utilize for 

doing the research. Our conclusion at that time was that there were two approaches 

which would fit. We could either use the Analytical Approach, which was good for the 

conscience due to the security given by previous research or the Grounded Theory, 

which would have allowed us to be open to everything and to find completely new 

theories. We decided to use the Analytical Approach out of two reasons. First, we 

preferred the safety of the literature in our back and second, we were pessimistic about 

the given time frame of our thesis connected with the requirements of Grounded Theory 

which was designed to be a back and forth between interviews and coding. 

 

We started to do a pre-survey among female mentorship organizations in Germany to 

find out the barriers, which are, out of their experiences and perception, the most 

dominant ones in the business world. One major aim was to find out barriers which 

were not yet researched enough and which we could focus on in our future process. 

Parallel to this, we dug into the literature of gender in workplace environments and 

searched for the state of the art research about the barriers. We expected to find the 

main and most dominant barriers to use them as a point of departure for stepping back 

and find the roots of them. With the answers from the pre-survey and the result of the 

literature review, we recognized that our path we wanted to go was already well-

researched and we were not able to find a new aspect of this topic which was related to 

gender and which we assumed to be worth researching it. We found one interesting 

aspect, though. The literature we have read and the answers we got had one thing in 

common – the fact that in many cases, one reason to not let women reach the highest 

positions was that being different from the bosses of a company was one major barrier. 

So we decided to broaden our topic towards the diversity in general and to the decision 

makers of a company, the top management team (TMT). To link our work to ourselves, 

we decided to include Generation Y and our new topic was born.  

 

Changing the topic had another side-effect; it became necessary to choose our tools for 

anew. The Analytical View was not appropriate anymore because the diversity and the 

effects on the decision-making were not summative anymore and the goal of our 

research changed from finding as many cause-effect relationships to the more general 

influence of diversity on the whole system of the management teams, leading to the 

System View.  
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3.4 The final travel plan 
 

Finally, we had it, our travel plan. We wanted to describe the state of affairs of the 

mindset of TMTs towards diversity of any kind in decision-making processes and their 

possible benefits and downsides, furthermore the attitude of the Generation Y towards 

diversity in work and social life. Thus, our research would be descriptive. We expected 

to find indicators that young people are more open towards diversity and less biased 

than the current members of the TMTs, which would eventually lead to a more diverse 

management in the future without having to force companies to establish diversity even 

in high levels of management by burdening them with quotas or equivalent tools. Our 

research would also be fundamental, because the expected outcome was a theory about 

the development of the diversity structure in TMTs, furthermore we wanted to draw 

conclusions from the observations of the sample of Generation Y members on the whole 

cohort. Since we aimed for the description of the mindset of the TMTs as well as the one 

of Generation Y, we also did a qualitative research. Due to the survey method we applied 

for Generation Y mindset, we could also call it mixed research because the survey type 

of information gathering is enabling the quantitative analysis which we made use of, 

too. Last but not least, it was a conceptual kind of research, wanting to verify the 

concept of the tolerant Generation Y and the intolerant TMT. The next step was to 

formulate our research questions. They would help us to focus on the relevant issues of 

our research and stop us from leaving the right track towards our set goal. 

 

3.5 The fountain of knowledge 
 

‘Research is the fountain of knowledge for the sake of knowledge and an important 

source of providing guidelines for solving different business, governmental and social 

problems.’ 

 (Kothari, 2004, p. 7) 

 

Having formulated our research questions, we started to plan our data collection. To 

stick with the words of Kothari (2004), if research is a fountain then the data which is 

collected would be the water. At first, it has to be collected, then directed through pipes 

to filters to be analysed and reprocessed and in the end channelled through contraction 

chokes to end up as an artistic composition of water fountains – the conclusion - which 

catch the attention of the visitors, our readers. 

 

3.5.1 Data Collection – The water for our fountain 

 

The most difficult issue we were confronted with when collecting the data about the 

TMTs was to find out what members of TMTs are thinking and in what way we could get 
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their true opinion. This opinion is, most often, hidden behind the corporate language 

and the acquired restraint regarding prejudgements of potential employees. With 

acquired restraint we mean that a person who occupies a high position in a company is 

not allowed to tell his or her true opinion if it might show any kind of prejudice against 

a group of people which are different. Otherwise it could be interpreted as discrimination 

and the person might eventually lose his or her job in the worst case. We had to think 

about our questions carefully to be able to collect answers which were different from the 

answers which were politically strictly correct and offered an insight to the mindset of 

the TMT members. 

 

At first we thought about preparing a questionnaire which consists of different questions 

regarding each type of diversity and different kinds of situation like case studies. This 

would have offered the possibility to send it to many companies and get a bigger sample 

of responses due to the pure fact that the more people you ask, the more likely it is to 

get more answers. One problem with this kind of interviewing questionnaire is that it 

takes a lot of time for the interviewee so the likelihood that they just give short answers 

which are not sufficient for us as the researcher is bigger. To get a more elaborated 

response, we would have had to send another individualized questionnaire to each 

participant who did not answer concrete enough. Another method we actually used in 

the end was the telephone interview. It enables the interviewer to directly take influence 

on the answers of the interviewee and lead the answer in the direction we need. We 

could help with the proper understanding of the questions and ask in detail where we 

thought that it was not sufficient. 

 

The best practice for this are face-to-face interviews because in a situation like this, the 

depth of information which can be gathered can be even higher than in telephone 

interviews as the interviewer is able to notice the facial expressions and other signs of 

body language and rephrase questions or go further in this area to find out the cause 

of the body language change. The possibility of adaptation of the questions on the 

previously given answers of the interviewee is also a strong advantage of interviews in 

general. Besides the advantages of the interviews, there are very strong downsides. To 

do a live interview, the interviewer and the interviewee have to make an appointment 

and in the end, both sides have to meet either by video conference supported by tools 

like Skype or even face-to-face. Face-to-face, in fact is the most expensive type of 

interview regarding time and money because the most often the interviewee lives in 

another city or country. We achieved to have two face-to-face interviews and three 

telephone-/Skype-interviews with members of the top management team of different-

sized companies in Germany. The interviews were recorded with a voice recorder for two 

reasons. First of all to increase the quality of gathered data and secondly to enable the 
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interviewer to concentrate on the interview itself without being forced to write down the 

important parts and being distracted by the note taking.  

 

For the collection of data for the second research question, the attitude of Generation Y 

members towards diversity, we chose another technique. We created an online survey 

with questions about their personal experience and their opinion about teamwork with 

different types of diversity in teams. The advantage of using an online survey was the 

wide reach, theoretically we reached over 50.000 students of which 166 filled our survey 

voluntarily without being rewarded at all. This may sound like a low number but if you 

take into account that first of all, not every student who is part of a facebook group is 

frequently reading the posts inside of a group and there are also a lot of inactive persons 

and secondly, that today’s students are flooded with surveys by their fellow students, 

this is an acceptable quota and our goal of at least 150 responds was reached easily. 

The quota was also depending on the emotional distance towards us. In groups we were 

active a lot in the past years, the quota of response was very good (up to 40%), groups 

we joined just for the sake of publishing the survey showed a quota which could barely 

be measured. Another advantage of an online survey is, that the organisational drag at 

the beginning of the data collection is reduced to a minimum, since the participants are 

flexible in time and place to fill in the survey. Downsides are that we can never be sure 

how honest the answers were and whether the participants were understanding the 

questions correctly and even whether they were motivated to fill in the survey to the end 

or just rushed through the last questions. The depth of information which is gained 

through a survey is never comparable to information gathered through one-to-one 

interviews of any kind. Since we wanted to get an insight on the mindset of as much 

people as possible, we accepted the weakness of the survey. 

 

The third source of data was the literature, also called secondary data. Having chosen 

a topic which was researched a lot in the past, we found plenty of research papers and 

books about parts of our topics as well and could use them for the scientific background 

of our thesis. When using secondary data, the researcher has to be aware of the 

problems which come with it. Arbnor and Bjerke (2009) name two problems, 

compatibility and trustworthiness. The subject of the research of other authors may 

sound like it is similar to the own research but it could be conducted out of another 

perspective or in another context which would influence the outcome to a huge extent. 

The same goes for the authors of the research. They have to be trustworthy to use their 

results in the own research (p. 180). 
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3.5.2 Analysis - The purification of the data 

 

After finishing our data collection, we started to analyse it. Strauss and Corbin (1998) 

label this process an ‘act of giving meaning’ (p. 64). The raw data will not make sense 

on its own. Only if the interesting aspects and patterns are pointed out the data is worth 

presenting it to the reader. 

 

For the analysis of the interview data we first transcribed the interviews we recorded to 

be able to read it multiple times, follow the suggestion of Agar (1996) to ‘go through the 

transcripts, marking off stretches of talk’ (p. 153) and eventually we wrote down the 

most important parts of the received answers. Since we are both Germans, we did not 

have to translate the interviews for each other which saved us plenty of time during the 

analysis. We constantly used the topics we found in the literature as filters for the next 

round of analysis of the transcripts. By doing so, we were able to find similarities 

between the interviews and the previously conducted research. 

 

The analysis of the survey required a little bit more preparation in the beginning. First 

we had to think about interesting facts which could possibly emerge out of the survey, 

then we started to create the graphs and diagrams out of this thoughts. Sometimes, we 

saw that our questions of the survey had weaknesses which led to data which was not 

showing any useful information or went into the direction of the socially expected 

behaviour. With the graphs being created, we discussed the possible reasons for 

ambiguous answers. 

 

3.5.3 Findings and Conclusion – The water fountains 

 

Findings and Conclusion are the crescendo of every research project. Referring to the 

metaphor of a fountain, the visitors – the readers - are looking at the shape and the 

elegance of the composition – the presentation of results – first. Only if this first 

impression is satisfying then they are interested in more details of the work. The findings 

and conclusion, representing the fountains are the parts which have to catch the 

readers’ attention and interest. Furthermore, they are supposed to wrap up and tighten 

the whole research in a simple, yet detailed manner. 

 

As research is about finding new and interesting aspects, whether in already known 

phenomena or in fields where no research has been made so far, the researcher has to 

focus on this part the most. At the end of a research, he or she draws conclusions out 

of his or her findings to either give advice to the readers or to show new opportunities 

to conduct further research with the goal of exploring topics as detailed as possible. 
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In order to be intuitive to read and understand, the findings have to be presented in a 

convenient way. For the TMT part, we chose to use the method of connecting theory to 

the interviews to create a better understanding. When presenting the results of the 

survey, we decided to add graphs which support the reader to see indicators of the 

mindset of Generation Y. 

 

3.6 Homecoming 
 

Six month after the first contact to the thesis project, we are about to finish our thesis. 

We came from a point where we had little clue about conducting research and the issues 

we would face during the process. We are proud to have become creators of knowledge 

- eventually - and hope that the knowledge we have created and are presenting is useful 

to you. 
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4 Humans and groups 
 

Before starting with the concrete evaluation of diversity, we want to follow our idea of 

approaching diversity holistically via giving theoretical input interrelated to the topic of 

diversity. 

 

‘There is, however, a potential anomaly that we have termed the diversity 

paradox—while society pushes for diversity, people seek homogeneity.’ 

 (Hackett & Hogg, 2014, p. 416) 

 

During our literature research we noticed that the dimensions of diversity are in line 

with the existing groups mentioned in literature like ethnicity, ability, gender, 

nationality or religion. We found this aspect very interesting and concluded that the 

building of groups is apparently somehow connected to the appreciation of diversity. 

The characteristics which are the base of forming groups represent the dimensions of 

diversity, meaning the attributes based on which people discriminate. Apparently, the 

forming of groups is leading to a missing appreciation of people who are not part of the 

same group. Few and Joshi (2013) made the same observation: ‘Diversity creates a 

problem for teams when members use the features that create diversity, i.e. 

background, demography, values, to socially categorise members into various 

subgroups.’ (Few & Joshi, 2013, p. 56) 

Consequently, to dive deeper into the issue of appreciation of diversity, we have to take 

the reason for people forming groups as a point of departure, meaning to take a closer 

look into social psychology. 

 

‘Groups lie at the core of the human experience and underpin 

the structure and accomplishments of human society.’ 

(Hogg, et al., 2008, p. 1269) 

 

The main goal in forming groups is that individuals want to reach a goal that they would 

not be able to achieve on their own (Hogg, et al., 2008, p. 1269). But when people are 

interacting in a group, the interaction influences consciously and unconsciously the 

individuals. Our understanding of who we are, how we perceive others as well as our 

behaviour is affected by groups. ‘[…] we experience, understand, and act upon the world, 

through the lenses of the various groups we identify with’ (Hogg, et al., 2008, p. 1269).  

 

In social psychology, three main theories exist that try to explain why people want to be 

part of a group: sociometer model, terror management theory and uncertainty-identity 

theory (Hogg, et al., 2008, p. 1269).  
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4.1 Sociometer Model 
 

The core of the sociometer model is self-esteem. It is assumed that everyone wants to 

feel included and affiliated to a group. Self-esteem plays the role of a measure: Low self-

esteem indicates a low level of inclusion into a group whereas high self-esteem shows 

that we properly fulfil our role within the group and have strong social relations with 

other members (Hogg, et al., 2008, p. 1271). 

This theory has one crucial disadvantage: it does not really explain the occurrence of 

groups, as it is more a theory of ‘social connectedness’ (Hogg, et al., 2008, p. 1274). 

Individuals experience higher self-esteem not only in groups, but also via several close 

relationships to other individuals, independent of the fact if they are both members a 

group or not (Hogg, et al., 2008, p. 1274). Consequently, the occurrence of groups is not 

explained satisfactory. Furthermore, the theory does not explain which groups are 

formed, on which characteristics or process. Consequently, to examine diversity in TMT, 

this theory is not appropriate as we could only explain that people want to be part of a 

group, but not which groups occur.  

 

4.2 Terror Management Theory 
 

As the sociometer model is often criticised as being too simplistic, terror management 

theory is slightly more textured. The main concept used in this theory is existential 

anxiety: The reflection of human beings upon their death initiates a potential for 

‘paralyzing terror’ (Hogg, et al., 2008, p. 1272). As people are afraid of this terror, they 

want to protect themselves against it. The tool they use to do so is the cultural 

worldview, ‘defined as humanly constructed shared symbolic conceptions of reality that 

give meaning, order, and permanence to existence’ (Hogg, et al., 2008, p. 1272). 

Furthermore, the worldview promises some kind of immortality to the people sharing 

this view and helps therefore to overcome the anxiety of death. As in the sociometer 

model, self-esteem plays the role of indicating how closely we are following the 

worldview: high self-esteem means strong dedication. People with high self-esteem feel 

intimately connected to their cultural institutions. When our cultural worldview is 

shared with a group, we feel confirmed as our view is validated by others and therefore 

motivated to follow the rules, values, etc. from the worldview. ‘Thus, for terror 

management theory, the fundamental drive for joining groups is to validate one’s 

worldviews, which reduces anxiety associated with fear of death.’ (Hogg, et al., 2008, p. 

1272) 

Critics doubt the impact of this theory on a wide range of different forms of groups, for 

example sports groups. Self-esteem represents the core of the argumentation in both 

theories, but not in a holistic way as it focuses only on how self-esteem reduces fear of 

exclusion in the first and fear of death in the second case. We think that this theory is 
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not appropriate to apply in TMTs as the fear of death does not fit into the context of top 

managers in decision-making processes. 

 

4.3 Uncertainty-Identity Theory 
 

The third theory, which is also one of the most cited theories in line with why diversity 

is discriminated is social identity theory, which gradually evolved to uncertainty-identity 

theory (Hogg & Adelman, 2013, p. 437). It steps back from focusing on self-esteem and 

anxiety as main motivational factor for group forming and takes desired reduction of 

uncertainty as a point of departure. The underlying process of social identity theory is 

the so-called self-categorization: The self looks at itself from above and reflects upon the 

different categories. It categorizes itself by deciding in which class it belongs to, 

compared to others who may belong to another category. Based on this reflective 

process, an identity is formed (Stets & Burke, 2000). 

In the following, we explain the evolution of uncertainty-identity theory. 

 

4.3.1 Step 1: Social identity theory of intergroup relations 

 

Originally named social identity theory of intergroup relations, it aimed at understanding 

conflicts and cooperation in groups (Hogg, 2015, p. 587). The group was seen as a 

construct, offering a shared identity to their members. The intergroup relations were 

viewed as a ‘struggle for evaluatively positive intergroup distinctiveness underpinned by 

a human need for self-esteem and guided by people’s beliefs about the nature of status-

related intergroup realities’ (Hogg, 2015, p. 587). The self-esteem hypothesis, including 

collective self-enhancement and ultimately self-esteem, were seen as the reason for 

group identification and group behaviour (Hogg, 2015, p. 587).  

 

4.3.2 Step 2: Social identity theory of the group 

 

Due to time, this theory developed further, focusing on intergroup and group processes. 

Decisive for this evolution was the social identity theory of the group, dealing with ‘social 

cognitive underpinnings of social identity processes’ (Hogg, 2015, p. 588).  

When we get to know a stranger, he or she will decide if this new person is part of the 

in-group or not, called social categorization. This decision will influence largely the 

perception as well as the expectations we will have towards the stranger. If he or she is 

categorized as being part of the same group, we will feel closer to this person and expect 

him or her to behave according to the group’s prototype. This process is called perceptual 

depersonalization: we do not see all the individual characteristics of a person but we 

focus on the extent to which an individual represents the context-dependent prototypes 

(Hogg, 2015, p. 588). 
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The described process can also be applied to the ‘self’, called self-categorization.  

 

People see a group as individuals sharing similar ‘fuzzy’ attributes and behaviours, so 

called prototypes of a group. When an individual identifies itself with a group, this self-

categorization, which will later be explained in more detail, results in seeing itself as 

well as the world through the frame of the prototype of this group. As these evident 

prototypes are largely shared from the members and conscious to them, similarities are 

accentuated, leading to the fact that individuals feel themselves closer to the other group 

members. Simultaneously, as individuals identify themselves according to the 

prototypes, differences to other groups, having other attributes and behaviours, are 

equally highlighted and therefore people feel more distant to other groups (Hogg, 2015, 

p. 588) (Hogg, et al., 2008, pp. 1273-1274). 

 

The prototype of a group, including aspects like attributes, values, behaviours etc. is 

not fixed over time but often subject to change ‘in response to the intergroup 

comparative context’ (Hogg, 2015, p. 588). There are two main trends how prototypes 

can change. First of all, it evolves according to the individual developments within the 

members of the group: the coherence of the in-group must be preserved. On the other 

hand-side, maintaining the differences to the relevant out-groups can be the second 

reason to adapt the prototype of a group (Hogg, 2015, p. 588). 

 

The underlying concept of the self-categorization is the existence of two different 

identities per person: Personal identity and social identity, also called personal self and 

collective self. The personal identity can be described as unique, individual, and of 

course, personal. The social identity is not what the reader may think at the first glance 

– the identity that other people see from the outside, how a person shows itself to public. 

Compared to this second ‘face’ that may be not completely authentic, the social identity 

is not artificial, but subjective and private to the person. Both identities are equally 

genuine and part of the psychological process of self (Turner, et al., 1994, p. 454). 

 

Within the process of self-categorization, it is argued that the moment, when a shared 

social identity is brought to the fore and therefore made conscious for the individual, a 

perceptual depersonalization of self is taking place. This means that for the person, his 

or her individual characteristics are no longer the crucial defining one, but the 

differences to others who are not sharing the same social identity turn into the core of 

the self-definition as well as self-perception (Turner, et al., 1994, pp. 454-455). 

 

The root of this process is the highlighting or overestimation of similarities within the 

group based on the shared aspect as well as differences to the others. An example can 

be a man, categorizing himself similar as other men. In doing so, he does not focus on 
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the individual differences between two individuals anymore, but on the similarity of sex. 

At the same time, the stereotypical differences to women are accentuated (Turner, et al., 

1994, pp. 454-455).  

In this case our own identity is transformed, having as a consequence that we identify 

to a greater or smaller extent with the in-group prototype. When our own values and 

behaviours are in line with the prototype of a group, it means that these attributes are 

shared from several people, leading to a confirmation for oneself of these aspects. The 

in-group members mutually validate the prototype, insuring themselves that their 

attitudes, values etc. are right. This ‘consensual and mutual social support and [the] 

affirmation’ (Hogg, 2015, p. 588) ‘generates feelings of attraction, attachment, solidarity, 

reciprocity and trust, and therefore a sense of belonging within and identification with 

the group’ (Hogg, 2015, p. 588).  

 

In the next step, if we want to investigate further the impact of the self-categorization 

with the two identities on the appreciation of diversity, we have to examine under which 

circumstance the different identities appear.  

The extension of the context promotes a more inclusive self-categorization, meaning that 

the social identity of individuals is brought to the fore (Turner, et al., 1994, p. 456). A 

simplified example shows the logic behind this assumption: When the context an 

individual defines itself comprises only two people, meaning that there is only the 

individual itself and one other person, the individuals will define themselves as ‘you’ 

and ‘me’, indicating the domination of the personal identity. The forming of broader 

categories is of course not possible, as there are no other people to form a group with. 

When the context is extended to for example 1000 people, the individual will be more 

likely to search for people similar to him- or herself and form a group with them. 

Consequently, the self-definition will change from ‘you’ and ‘me’ to ‘us’ and ‘them’ and 

the social identity will dominate the personal one.  

Based on this mechanism, a second idea can be drawn: Social identity will be dominant 

in intergroup context, meaning interactions between different groups. In opposite, the 

personal self of an individual will be prevailing in intragroup context, in interactions 

with members of the same group (Turner, et al., 1994, p. 456). 

 

Furthermore, the categories as well as self-categories are not fixed structures but 

influenced for example from our knowledge and our cultural beliefs. The categories vary 

according to the context as well as experiences, the environment as well as the own 

knowledge (Turner, et al., 1994, p. 459). 

 

‘We suggest that the way we think about people and things, the way we categorize 
them, and the meaning of the categories we employ, vary with judgments from others 
that we accept or reject, and that acceptance or rejection, agreement or 
disagreement, is a function of context-dependent self-categorization’  
(Turner, et al., 1994, p. 461). 
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An example illustrating this quotation is an opinion or judgement about a person, 

expressed by someone else. Studies showed that whether we accept the expression and 

adopt the same opinion or reject it is influenced by the person telling it to us: Being a 

member of the in-group, we are more likely to accept the judgement than from a person 

of the out-group stating the same opinion (Turner, et al., 1994, p. 461). 

 

In line with this theory, the influence of minorities has been examined. When the 

minority is considered as part of the in-group, the probability that the private category 

will be changed due to the influence of this minority is higher than if the minority is 

seen as out-group.  

If we consider a minority as part of the in- or out-group depends on the context. 

Following the same logic as described above, a large context, meaning an intergroup 

comparison, tends to define the majority as in-group whereas an intragroup comparison 

leads to an out-group view of the minority. Within the group, the minority is 

characterized in comparison to ‘us’, the in-group, leading to focus on the differences 

between them and the in-group and therefore putting them into the out-group. 

Compared to other out-groups, the minority is judged according to the differences with 

the in-group but as well according to the differences or similarities to the other out-

groups, which leads to focus on the similarities of the minority with the in-group. In this 

case, the minority is consequently more likely to be categorized as in-group. ‘In the party 

room we reject the factional minority’s views as wrong, but outside, later, facing our 

common enemies, we begin to embrace them’ (Turner, et al., 1994, p. 461). 

 

4.3.3 Step 3: Uncertainty-Identity Theory 

 

As these explanations show, the main reason for social identity processes so far is self-

enhancement. Further evolution of the research was leading to uncertainty-identity 

theory, treating uncertainty as one important motivational factor for group-

identification. This theory is applicable to all different types of social groups, may it be 

task-oriented groups like teams or organizations or ‘ethnic, religious, political or 

national groups’ (Hogg, 2015, p. 589), where individuals can be part of one or several 

groups (Hogg, 2015, p. 589). 

Uncertainty identity theory is based on two main aspects: Uncertainty motivates 

behaviour and group identification resolves uncertainty (Hogg, 2015, p. 589).  

 

‘Doubt is an uncomfortable condition, but certainty is a ridiculous one.’ 

Voltaire 
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Although uncertainty is an integral part of our life which cannot be eliminated, human 

beings want to avoid feelings of uncertainty. When they do not know how they should 

behave or when they cannot estimate how others will act or react, they feel 

uncomfortable or even scared. Therefore, humans are motivated to reduce uncertainty 

in different parts, like uncertainty of their behaviour, feelings, attitudes and their 

perceptions. But this reduction of uncertainty cannot be seen as an actual decrease, 

but only as a felt decrease.  

 

‘…in the absence of actual certainty in the midst of a precarious and hazardous world, 

men cultivate all sorts of things that would give them the feeling of certainty.’ 

John Dewey (Hogg, 2015, pp. 589-590) 

 

The most important aspect where uncertainty is especially uncomfortable for human 

beings is the self. As soon as uncertainty influences the identity somehow, it gets to a 

critical point where uncertainty matters to them. Every individual wants to know who 

he or she is, what defines the self as well as what defines the others. They want to have 

a guideline of what they should think and how they should act. This desire leads us to 

the second main aspect of uncertainty identity theory: group identification resolves 

uncertainty (Hogg, 2015, p. 590). 

According to uncertainty identity theory, the described uncertainty about the self can 

be reduced by the collective self-definition of a group. Even if it may sound paradox to 

speak about the collective (referring to a group of people) self (referring to an individual), 

this is exactly the point of the argumentation: To lower the uncertainty of an individual’s 

self, instead of identifying the self via the personality, which is marked by uncertainty, 

the individual identifies him or herself via the group. Being part of the group means 

having a guideline of how to behave. As one assumes that all individuals of the group 

follow the prototype, the sharper it is defined, the easier it is for the members to act and 

think according to it. Consequently, individuals define themselves through the group, 

reducing uncertainty of how to behave. Furthermore, a feeling of acceptance and a sense 

of belonging is conveyed through the ‘consensual prototype-based social interaction’. 

The members of the group confirm themselves the prototype, validating mutually their 

identity and consequently reducing uncertainty about oneself. As sharper the prototype 

is defined, meaning as more concrete the behaviour, attitudes, values etc. are stated, 

and as greater the extent to which all the group members identify with the prototype is, 

the greater the amount of uncertainty that this group will reduce for their members. 

More precise, groups being ‘highly distinctive, polarized, orthodox, hierarchical, and 

obsessed with conformity’ (Hogg, et al., 2008, p. 1275), are reducing a greater amount 

of uncertainty than groups with the opposite characteristics. (Hogg, 2015, pp. 590-591) 

(Hogg, et al., 2008, pp. 1273-1275) 
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To summarize, there are three main predictions of uncertainty-identity theory relevant 

for our thesis: (Hackett & Hogg, 2014, p. 416) 

- uncertainty triggers identification with a self-inclusive category 

- people identify more strongly with groups when they are feeling uncertain  

- uncertainty-based identification can reduce uncertainty 

 

All in all, the third theory, uncertainty-identity theory, evolved out of social identity 

theory, offers the most reasonable explanation for the occurrence of groups. ‘It argues 

that self and self-related uncertainty is aversive, and that well-researched social 

cognitive processes associated with group identification reduce this uncertainty’ (Hogg, 

et al., 2008, p. 1277). The applicability of the theory is not limited to a special form, but 

valid for all kinds of groups. Furthermore, it offers a reason why people prefer some 

groups over others and explains the occurrence of fanatic groups (Hogg, et al., 2008, p. 

1277). Consequently, this theory offers an appropriate ground to examine diversity in 

TMTs.  

 

Whether diversity has a positive or negative impact in teams is not primarily rooted in 

interpersonal conflicts but ‘depends on whether or not team members segment 

themselves into various subgroups’ (van Knippenberg & Schippers, 2007, cited in Few 

& Joshi, 2013). The feature upon which diverse TMTs are formed can be used by the 

members to create subgroups within the TMT, based on social categorization and 

motivated by uncertainty-identity theory. Hence, factors leading to social categorization 

have to be examined for being able to evaluate whether diversity has a negative overall 

influence in TMTs or not. 

 

 
4.3.4 Factors influencing the occurrence of social categorization 

 

The categorization which takes place during the social-identity process can install a 

feeling of ‘us-versus-them’ within a team. Therefore, an important question to connect 

the social-identity theory to diversity is which reinforcing or moderating factors exist to 

influence the likelihood of the occurrence of social categorization. The existence of 

categories does not automatically imply the use of all of them. A woman will probably 

not always classify every other woman in the same group as she sees herself. If the 

majority of the people around here a female, she may apply a more detailed filter, for 

example the age and gender.  

In literature can be found three main influential factors: comparative fit, normative fit 

and cognitive accessibility (Turner, et al., 1994).  

Comparative fit ‘refers to the extent to which the categorization provides a good 

reflection of similarities and differences between people’ (van Knippenberg, et al., 2004, 

p. 1014). If 10 people all have different nationalities, the categorization based on 
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nationality will not be very useful to describe the differences between them as well as 

the similarities within each nationality. In this case, categories will more likely be based 

on other attributes, like for example age or gender. When several categories can be 

applied as people differ on more than one, the occurrence of strong categories depends 

on how they are interrelated. For example, if all Asians are young women and all 

Europeans are old men, the categorization will be very clear and dominant. On the other 

hand-side, when categories do not reinforce themselves but are unrelated, social 

categorization is less likely.  

Normative fit ‘reflects the extent to which the categorization makes sense in relation to 

the individual’s cognitive frame of reference’ (van Knippenberg, et al., 2004, p. 1014). 

When a categorization is very meaningful for a person, for example because he or she 

has prejudices against people of this group, the classification will likely be based on this 

category. Furthermore, when the individual thinks that the attribute is relevant to 

complete a task, categorization will be more likely according to this characteristic. 

Cognitive accessibility ‘refers to the ease with which the categorization comes to mind 

and the readiness of the perceiver to use the categorization’ (van Knippenberg, et al., 

2004, p. 1014). Two factors play an important role: The frame of reference, based on 

former experiences, values etc. from the individual as well as the actual cue, stating 

that obvious cues will more likely start the process of categorization than ‘hidden’ 

characteristics.  

  

All in all, the social categorization process is the precondition leading to intergroup bias 

in diverse teams, but the categories are influenced from the menioned aspects. This 

gained knowledge is important to understand the following examination of diversity in 

TMTs.  
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5 Diversity and companies 
 
From the very beginning of the time and especially since the industrial age, companies 

have been constantly evolving. Along with this evolution, the importance of diversity has 

been growing a lot. Looking at the companies from a strongly simplified perspective, in 

the beginning, the majority of companies’ workforces consisted of local workers who 

were producing rather primitive products for a small amount of people around their 

hometown and the workers shared the same cultural background. Women used to be 

housewives and therefore, the only present diversity in companies was the age which 

did not cause much conflict because back then, the older the people got, the higher they 

advanced in the hierarchy of the company depending on their caste. Older workers were 

highly appreciated since they were most experienced and were consulted when decisions 

of great importance had to be made. As the companies grew, there either were not 

enough well-educated workers in the villages and cities around the site of the plants 

which made it necessary to convince people from distant places to move to the plant 

and work for the company or the employees moved to the plant in order to get a job 

which was more suitable to their preferences. The second type of diversity, the cultural 

diversity was arising in the companies. The farer away the workers came from, the more 

different they were from the former employees regarding language, way of 

communication and their attitude towards work and quality requirements. As the 

technology advanced, the level of education had to be higher as well, leading to a grade 

of diversification which was even bigger. Events like World War II forced women to work 

and in the last 30 years the globalization and the enhanced mobility brought more and 

more diversity to the workforce. Nowadays we have big multinational companies which, 

by definition, employ people with different demographic (nationality, race, religion, sex), 

psychological (values, personality) and job-related (functional background, educational 

background) attributes. Nowadays, the type of diversity most present in media is gender 

diversity, which is even considered as a competitive advantage (Singh & Point, 2006). In 

this, we want to examine further the different types of diversity in nowadays companies, 

focusing on diversity of the teams which have to make the most important decisions in 

a company, the TMTs (Healey, 2014) (Thomas & Lazarova, 2014). 

 

 

5.1 Diversity and Teams 
 

To be sure to give our reader a holistic view, we will not jump directly into this highest 

level of the company, but we will start by examining the context in which TMTs are 

embedded. Therefore, our first aspect to consider is diversity in teams in general. 

Afterwards, we reduce the context to the level of TMTs, the core of our examination.  
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5.1.1 A different approach 

 

In literature, the most common approach of evaluating diversity in teams as well as in 

TMTs is to research for a correlation between team-diversity and the financial outcome 

of the firm. Rhode and Packel (2014) give a good overview of the publications finding a 

positive financial impact as well as the ones with a negative correlation for TMTs. The 

units of measurement used to examine the financial impact is Return on Equity, Return 

on Sales, Return on Invested Capital, Return on Assets or Return on Investment. As 

their literature review shows, there is no clear direction whether the numbers of 

publications finding a positive impact is larger than the ones concluding with a negative 

one. We are aware that in the end, a company needs to show good financial performance 

to be able to survive in the competition. Therefore, one possibility would be to conduct 

ourselves a research of the correlation between financial performance and diversity in 

teams. But in our opinion, this does not add value to the existing literature: The findings 

will just be another publication stating a positive or a negative impact, without being 

original. It is not even sure whether the reasoning is going from A to B or from B to A, 

meaning that some studies doubt that higher diversity leads to increased financial 

performance but assume that a successful firm will be more likely to develop a diverse 

workforce. The reasoning behind this correlation is that organizations with high 

performance have more resources available to devote to the promotion of diversity and 

as being in the spotlight of society, they experience higher pressure to include social 

matters (Rhode & Packel, 2014, p. 387). All in all, ‘the mixed results reflect the different 

time periods, countries, economic environments, types of companies, and measures of 

diversity and financial performance’ (Rhode & Packel, 2014, p. 390). 

We decided that we want to bring new insights into the discussion and go beyond pure 

financial evaluation of diversity. Our reasoning, why despite the conflicting financial 

results, diversity should be examined, is based on the following quotation: 

 

‘Diversity should be managed because diversity can be an asset in itself.’ 

(Homberg & Bui, 2013, p. 471) 

 

Stepping back from the pure financial performance, we want to focus on the evaluation 

of what in between diverse teams and financial outcome: How does diversity influence 

the working environment? How does diversity influence team work? How do employees 

perceive a diverse team? Of course, all the questions we will answer in the following may 

have direct or indirect impact on the outcome of the organization, but we will not try to 

prove or disprove the exact link between diversity and finance. We consider all these 

impacts, and of course much more, as more interesting and also more relevant to 
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embrace the topic of diversity holistically, without focusing on the pure financial 

outcome. In our opinion, diversity is a construct too complex for being reduced to 

numbers and deserves a wider approach. 

 

We will now give a literature review in a structured way for every dimension of our 

diversity wheel of Part 2.1.1: age, gender, race and nationality for demographic diversity, 

values and personality for psychological diversity and functional and educational for 

job-related diversity. 

 

5.1.2 Literature review: Evaluation of diversity in Teams 

 

Diversity in teams has been researched a lot in the past and most often there can be 

found arguments for and against every type of diversity. 

 

5.1.2.1 Demographic diversity 

 

Having a homogenous team regarding the age of the members is likely to end up in a 

shared understanding among members and developing stronger social cohesion which 

ultimately leads to more creativity (Chang & Bordia, 2001). In his research about sport 

teams, Timmerman (2000) found a negative correlation between age diversity and team 

performance in high-interdependence sport such as basketball where the team 

performance is highly dependent on the performance of every individual member. Out 

of the competitive nature of people who always try to compare themselves to others 

regarding career progress, amount of their power in their team and income, tensions 

among members of similar age arise. These tensions result in emotional conflict, leading 

to a negative effect on performance. Age diversity decreases these tensions and can 

therefore be seen as positive (Pelled, et al., 1999). On the other hand, age diversity may 

lead to the formation of distinct groups based on age. Following the logic of social 

identity theory, those groups would emphasize differences between the groups, leading 

to tensions (Pfeffer, 1985).  

 

Gender diversity also has positive and negative effects. A Study of Hoogendoorn (2013) 

shows that teams with a share of between 40% and 60% of women ‘perform better in 

terms of sales and profits’ (p. 1526). One argument supporting gender diversity is based 

on the different abilities and working styles of men and women, leading to complement 

one another. Resulting from the inborn characteristics of women, they are in general 

more careful which leads to tasks of higher responsibility. In a study about the 

restructuring in the Volvo Truck Company (Wallace, 1999), women had to take care of 

the more expensive machinery because they ‘are terrified to destroy things […] and they 

read and they try to find out and ask other people how to solve the problem’ (p. 24). In 



  

 

40 

this case, diversity is advantageous in a team. On the other hand-side, when we take a 

look at physically hard work, the fact that women are not able to execute every task also 

leads to conflicts as male workers have to help out and therefore get unpleasant tasks 

more often (Rinehart, et al., 1997). An important aspect to consider is the satisfaction 

of the team members in gender diverse teams. Konrad and Gutek (1987) concluded that 

women in male dominated teams got evaluated lower than their male colleagues but at 

the same time they obtained a higher position or a higher pay compared to jobs in female 

dominated teams. The positive effect of the higher pay was neutralized by the lower 

evaluation which led to a neutral effect on the satisfaction of women. Men in women-

dominated teams experienced a negative effect because they had a lower status, lower 

pay and the perception of their evaluation compared to male-dominated teams was also 

negative. Wharton & Baron (1991 & 1987) did two separated studies about male and 

female satisfaction at workplace in which they found out that women achieve even 

higher satisfaction in male-dominated teams than in female-dominated teams, men 

preferred men-dominated teams as well and did not like mixed teams unless they were 

segregated. 

As these relatively old sources show, the debate about gender diversity in teams is an 

ongoing discussion since many years. As the debate is getting more and more intense, 

recent publications often focus on one explicit aspect, for example innovation, risk 

aversion, creativity or team commitment. Seong and Hong (2013) found commitment 

due to a strong social identification based on sex as a negative effect. More diverse 

knowledge as well as human skills are mentioned as a benefit by Opstrup and Villadsen 

(2015). Of course, there can be found a vast number of studies about the correlation of 

gender diversity and team performance. As most of them are following the reasoning of 

Seong and Hong or Opsturp and Villadsen (2015) and as our focus is not explicitly 

gender but diversity in a wider understanding, we think that it is sufficient to mention 

the two main argumentations without diving into a detailed examination of the topic.  

 

National and racial diversity are quite similar but we want to make a distinction here. 

For us, national diversity is about the country in which a person was born and race is 

the visible characteristic  

 

According to the research, national diversity has a positive effect on cognitive 

complexity, which is the skill of recognizing nuances or details of a situation (Curşeu & 

Pluut, 2013). On the other hand, different nationalities have other body languages, 

behaviours, ways of speaking etc. which may lead to misunderstandings and 

interpersonal conflicts. There is a difference in the performance outcomes of teams 

having a bigger nationality diversity depending on the type of team. Staples and Zhao 

(2006) examined the correlation of nationality diversity and virtual teams compared to 

face-to-face. As national diverse teams are often spatially separated, the way of 
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interacting with the other team members is interesting to combine with the aspect of 

nationality. They found out that the performance of a diverse virtual team is superior to 

the diverse face-to-face team (Staples & Zhao, 2006). Staples and Zhao (2006) suppose 

that this is due to the way, discussions and conflicts take place. If the team is only 

meeting virtually, emotional conflicts are less likely to develop than in face-to-face 

meetings where nuances of body language or intonation may cause misunderstandings 

among team members. 

 

Racial diversity is, similar to gender diversity, depending on the distribution of 

minorities. It has a negative influence on the satisfaction of the members of the team 

when a white person is in a minority-dominated team but no effect in the other case 

(Chattopadhyay, 1999). Racial diverse teams show a lower job satisfaction among the 

members of the team (Wharton, et al., 2000). This may be caused by devaluation of 

racial minorities (Baugh & Graen, 1997). According to Timmerman (2000), the 

satisfaction is also depending on the type of team. Teams with high interdependence are 

suffering from racial diversity and show a significantly negative relation between racial 

diversity and team performance (Timmerman, 2000). This is due to the different cultural 

backgrounds which lead to more emotional conflicts and heated discussions which are 

not task oriented, thus slowing down processes and lowering the team performance 

outcome (Pelled, et al., 1999). On the other hand, heterogeneous teams create better 

solutions from brainstorms (McLeod, et al., 1996) and when consisting of ethnic 

minorities, the positive emotions among team members are becoming predominant 

(Paletz, et al., 2004). 

 

5.1.2.2 Psychological diversity 

 

The behaviour of team members is dependent on many different factors – not least on 

the set of values which the person stands for. When different values meet in team 

compositions, there is a high likelihood that the number of conflicts are increasing, 

positive task-related conflicts (Liang, et al., 2007), which eventually may lead to process 

improvements as well as the destructive relationship conflicts (Liang, et al., 2012) which 

lower the productivity of the team by distracting team members from the tasks. Woehr 

et. al (2013) point in the same direction by finding that if team members share similar 

values, they are more likely to develop a stronger cohesion which eventually leads to a 

higher productivity of the team. They concluded that ‘value diversity [has] a unique 

significant effect on all team process variables’ (Woehr, et al., 2013, p. 117).  

 

One of the most common diversity is the diversity of personalities. Since every human 

being has his/her own personality traits, every team has to cope with them as well. A 

widely used model for defining dimensions of personality traits is the five-factor model 
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by Digman (1990). He divides the personality into (I) extroversion or introversion, (II) 

agreeableness, (III) conscientiousness, (IV) emotional stability and (V) openness to new 

experiences. According to Afolabi and Ehigie (2005), emotional stability is very crucial 

in terms of team viability. In their study, they found that a team which consists of 

emotional stable members is able to achieve a stronger cohesion which is important for 

the continuity. The risk of a diverse team in terms of personality is that deep-level 

differences might lead to negative affect and thus in relationship conflict among the 

members (Harrison, et al., 2002), which hinders them from executing their tasks at the 

highest efficiency and therefore reduces the performance which can be achieved by the 

team. 

 

5.1.2.3 Job-related diversity 

 

In higher levels of hierarchy, it gets more common that the members of teams have 

different functional backgrounds, meaning different areas where they were educated 

in. People with economics background meet people from technical or IT-related jobs, 

leading to a skillset which accumulates the skills, information, experiences and the 

social networks out of different areas and enhances the capacity for creativity (Yong, et 

al., 2014). This enhanced creativity can be seen in the amount of novel and useful 

products or processes for the company which emerge from the teamwork. Keller (2001) 

found that functional diversity is elevating the external communication, leading to better 

results regarding the quality of the product as well as faster schedule performance. 

When isolating the effect of functional diversity on the outcome of the process from the 

positive effects of the external communication, it leads to a lower budget performance 

(Keller, 2001). Haleblian and Finkelstein (1993) found a negative correlation between 

functional diversity and performance outcomes. In line, Keller (2001) claimed increased 

job stress and as a consequence of this, lower team cohesiveness as negative effects of 

functional diversity.  

 

Teams also consist of members with different educational background. This is different 

to the functional background which is the field of study or education. Educational 

diversity points at different levels education, for example university and apprenticeship. 

Having people of different educational backgrounds is beneficial because less theoretical 

educated people have a more practical view on topics which are to be discussed and 

therefore are likely to see more simple or obvious solutions than the highly educated 

members. Cohen and Levinthal (1990), as cited in Dahlin et al. (2005), argued that those 

different views, labelled ‘absorptive capacity’, could and should be increased by 

including members of diverse backgrounds (Dahlin, et al., p. 1110). The downside of a 

diverse team in the educational background dimension is that the team itself is less able 

to organize information (p. 1119). Another finding of Dahlin was that diversity in this 
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dimension only has positive effects on the information usage until a certain percentage 

of the team which is around 25-30% of members. In a more diverse team the information 

usage decreases in terms of range and depth and fell back to the level of non-diverse 

teams (p. 1119). 

 

All in all, there can be found arguments for a positive effect of each kind of diversity as 

well as a negative impact on team performance.  

 

 

5.2 Diversity and Top-Management-Teams  
 

After having investigated how the different sorts of diversity in teams are evaluated in 

literature, we reduce the level of examination: Arriving at the core of our research, we 

take a closer look at diversity in Top Management Teams. The final impact of diversity 

can be evaluated best at this highest level of the companies, as the outcome of these 

teams, standing at the top, has the hugest influence. As we learned during our research 

process, diversity is a socially complicated topic. Everyone feels obliged to be in favour 

of it and therefore it is difficult to get to know the true opinion, for example during an 

interview. As companies also put a premium on good reputation, they will always be 

likely to state their positive attitude towards a diverse workforce in public. As action is 

nevertheless more important than words, they also take care to have good statistics 

concerning demographic diversity in their company. 

In our opinion, the level on which one can really draw conclusions about the 

appreciation or missing appreciation of diversity is the highest level, where all the 

important strategic decisions are made. Some studies show that the impact of diversity 

is relatively low for routine tasks, as there is not much discussion or argumentation 

required (Jackson, et al., 2003, p. 814). Everyone knows what is expected from his or 

her work and the decisions that have to be made impact a relatively small group of 

people. Therefore, when companies feel forced to promote diversity to enhance 

reputation, they will be likely to hire a diverse workforce at the lower levels, as the 

influence of these employees is relatively low. Being reticent towards diversity, they can 

keep the risk of potential negative impact low. Respectively, as we want to uncover the 

core of appreciation of diversity, we do not want to limit ourselves to these biased levels 

in the company, but focus on TMTs. If a company fosters diversity at this level, we can 

be sure that they really see the positive effect of having a diverse workforce. ‘The make-

up of the board is absolutely critical to the success of the company’ (Adams, 2015, p. 

133). Being in charge of strategic orientation, the products or services produced and 

offered to the customers, or the modality of production among other responsibilities, 

Top Managers have a huge influence on the company. Their decisions influence the 

number of jobs as well as the people to hire. All in all, their choices impact not only the 
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company itself, but also the development of the society via determining the workforce 

as well as the consumption of people.  

 

‘Who gains access to […] boards is therefore 

an issue of broad social importance.’ 

(Rhode & Packel, 2014, p. 378) 

 

Thus, when top managers are not convinced that diversity is enriching and provokes 

better results, they might promote it in lower levels of the company to being able to 

provide good statistics on diversity, but never in TMTs as the performance of a TMT is 

crucial to the performance of the whole company.  

 

5.2.1 Definition of Top-Management-Team 

 

The beginning of the debate of diversity in TMTs was in the 1960s, focused on gender 

equality (Adams, 2015, p. 123). When searching for publications about diversity and 

TMTs, the first occurring problem is the widely differing definition of TMT in literature. 

Nielson (2009) gives a good overview of the most influential definitions that are found in 

publications about diversity in TMTs. Pettigrew, 1992 cited in Nielsen (2009) defines top 

managers as ‘those who occupy formally defined positions of authority, those at the 

head of, or who could be said to be in strategic positions’. Hambrick and Mason (1984) 

as cited in Nielsen (2009) refer to top management as ‘the dominant coalition’ or ‘the 

powerful actors in an organization’.  

For our thesis, we will adopt the definition of Nielson (2009): 

 

 

This definition fits best our intentions as it is not too including but neither too excluding. 

Our aim is to examine diversity in teams that are concerned with the most important 

decisions in the company and have therefore a huge influence. Thus, every manager 

defining a firm’s strategy has to be included in our definition. At the same time, we do 

not want to limit ourselves solely to the boards, as we got to know during our research 

that the ‘actual decision-making authority does not necessarily always lie with the 

formally defined top executive team’ (Nielsen, 2009, p. 306). Thus, the Managers having 

a ‘direct influence on the formulation of a firm’s strategy’ represent the fitting context 

for our research which is not limited to a formal position and neither too inclusive to 

managers without strategic impact in important decision-making processes of the firm.  

Top Management Team (TMT) 

TMTs are defined as the top executives who have a direct influence on the 

formulation of a firm’s strategy. 

 



  

 

45 

 

The results of literature review towards diversity in TMTs are similar to the review 

towards team diversity in general (Ben-Amar, et al., 2013) (Nielsen, 2009). The impacts 

of the different types of diversity in teams examined in Part 5.1.2 are of course also 

applicable to TMTs. As the amount of publications dealing with teams in general is much 

higher than those dealing with TMTs, there is no value added in giving a literature review 

about TMTs with the same structure as we did for teams. The outcome will be similar 

to Part 5.1.2 and therefore our reader will not gain any additional knowledge. What we 

want to focus on is diversity in the aspect that differentiates teams and TMTs: Making 

strategic decisions. In giving an overview about the impact of diversity on strategic 

decision-making, we include an interesting, new aspect that will lead to an extensive 

evaluation of diversity in TMTs.  

 

5.2.2 Definition of Strategic Decision 

 

Before continuing, we have to define the term ‘strategic decision’, also named ‘strategic 

choices’ in literature. Based on Hambrick and Mason (1984), our understanding of the 

term is the following: 

 

The first important aspect is that we are including ‘complex choices’ in our definition. 

We want to exclude the vast of relatively simple, habitual decisions that are permanently 

made in an organization without the need of intensively discussing them as the 

judgement is easy to render.  

Furthermore, in line with the complexity, we want to examine decisions of significance 

for the organization. We leave aside choices where the decision-process may be complex, 

for example due to unknown influential factors or uncertainty about the future, but the 

impact of the decision on the organization can be neglected, for example because the 

alternatives are quite similar or because only a small part of the organization is 

concerned. 

Additionally, this definition differentiates clearly strategic decisions from operational 

ones, where the alternatives can often be evaluated by numbers, for example the 

estimated profit of each option. This distinction is especially important for examining 

the influence of diversity on decisions: when alternatives can be easily ranked according 

to profit, the team members will probably all vote for the option with the highest 

outcome. There will be no discussion because of clashing attitudes or differing opinions 

about the topic. Personal characteristics will not impact the choice of the members, at 

least not to a large extent. Consequently, the influence of diversity can be examined best 

Strategic Decision: 

A strategic decision is a complex choice with major significance to the 

organization, mostly without a calculable solution. 

 



  

 

46 

in decisions where the alternatives cannot be evaluated numerical but where the opinion 

of an individual is largely determined by its own cognitive base, comprising values, 

experiences, personality, age, gender etc. (Hambrick & Mason, 1984, p. 195).  

 

5.2.3 Theoretical input 

 

Before jumping into the structured evaluation of diversity in the decision-making 

process, we take a closer look at the theory of how individuals influence decisions. If 

decisions would be completely rational without being determined from the personality 

or experiences of the decision-makers, diversity would be without any impact on 

decision-making. The differences between people would not neither be positive nor 

negative, as it is purely determined by facts. To disprove the interdependence of 

decisions and individuals, we will bring in the Upper-Echelon (UE) Theory, explaining 

the correlation between individual characteristics of decision-makers and the decision. 

The use of the term ‘upper-echelon executives’ in literature like for example in Miller et 

al. (1998) confirms in our opinion the relevance of the UE-Theory for Top Managers, 

justifying our choice of this model. As strategic decisions are very complex, often with 

conflicting objectives as well as several influential factors, rationality is more limited 

than in operational decisions. Hence, the behavioural influence in strategic decisions is 

especially important and therefore interesting to examine.  

 

5.2.3.1 Upper-Echelon Theory 

 

The essence of UE is that ‘organizational outcomes – strategic choices and performance 

levels – are partially predicted by managerial background characteristics’ (Hambrick & 

Mason, 1984, p. 193). Managerial background characteristics are further defined as 

values and the cognitive base. An intuitive example illustrating the logic of reasoning 

behind the theory is an executive who has worked for years in the field of operations 

and who will be more likely to opt for a cost-reduction strategy than for example an 

executive from marketing (Hambrick & Mason, 1984, p. 193). 

As discussed during the definition of strategic decision, there are human limits on 

choices which make it impossible to found purely rational, economic decisions. For a 

detailed explanation why the situation and the manager’s perception of it can be biased 

and therefore differ between individuals, we will use the description of Hambrick and 

Mason (1984) as well as Weick (1995) to explain the cognitive underlying of the process 

in detail.  

The following figure shows the central process of the UE-Theory according to Hambrick 

and Mason (1984). 
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Figure 6: UE - Strategic Choice Under Conditions of Bounded Rationality 

 

 

 

Source: Hambrick & Mason, 1984 

 

The point of departure are the stimuli within the organizations as well as all potential 

stimuli of the surroundings, which characterise the context the decision-maker finds 

him- or herself. Objectively, the situation could be similar for example for all members 

of the TMT. But every person has a different frame of reference which can be seen as a 

‘well-learned and/or developing cognitive structures’ (Weick, 1995, p. 8), evolved out of 

the past experiences in his or her life. In the figure, the frame of reference could be 

compared to the cognitive base and values. For strategic choices, comprising a large 

behavioural component, every decision-maker is equipped with three different areas of 

knowledge, named ‘givens’ (Hambrick & Mason, 1984, p. 195): 

- Knowledge or assumptions about future events 

- Knowledge of alternative 

- Knowledge of consequences attached to alternatives 

These givens, representing the cognitive base in the model, are constantly due to 

change, influenced by stimuli of the environment, which can be within the organization 

where the decision has to be made as well as outside. The values represent principles 

of the decision-maker which are the basis for the classification of the different 

alternatives according to the individual preferences. 

Together with the stimuli, also called cues, this frame is responsible for the sense 

making process of the decision-maker. As human always try to explain why something 

is happening or what they should do next, in other words trying to extract a meaning, 

the appearance of a cue will start the search of its meaning. Therefore, they will put the 

cue into their frame of reference and subtract their own personal meaning out the cue. 

They will externalize this stimulus via a concrete action. Consequently, the same cue 

can be interpreted differently from different individuals as they all have diverse frames, 

shaped through their past experiences (Weick, 1995). 
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Not only that the frame of reference influences the sense making out of a cue, but also 

is a filter: It is responsible for sorting out what an individual sees as a stimulus among 

all the events that are raining down on everyone. The amount of stimuli is enormous 

and therefore no decision-maker is able to take into consideration every single stimulus. 

Consequently, the interrelationship between frame and cue is not only important if the 

stimuli reached a person yet, but is crucial even before to decide, what is a relevant 

stimuli and what can be left aside. This process is an explanation for the difference 

between the arrows leaving the situation compared to the arrows reaching the selective 

perception. As the decision-maker has a limited field of vision, not every aspect can 

be taken into account. Thus, the frame, comprising the cognitive base as well as the 

values decides the areas to which attention is directed. Therefore, not every stimulus is 

taken into account from the decision-maker.  

In the next step, the phenomena included in the limited field of vision is even more 

filtered as the decision-maker only perceives a part of them. This part of the process is 

called selective perception, determining what the decision-maker actually sees or 

hears. The remaining arrows are now distorted by the interpretation of the information: 

based on the filter of cognitive base and values, the individual will attach meaning to 

what it sees and hears during the stage of selective perception, leading to managerial 

perception, which in turn determines the strategic choice. In this model, values 

determine in two ways the strategic choice: indirectly via influencing the perception as 

well as directly.  

 

To summarize, the UE-Theory has two main ideas:  

1. Firstly, the ‘executives act on the basis of their personalized interpretations of the 

strategic situations they face’ (Hambrick, 2007, p. 334).  

2. Secondly, ‘these personalized construals are a function of the executives’ experiences, 

values, and personalities’ (Hambrick, 2007, p. 334). 

 

The described process is valid for every TMT member, meaning that every decision-

maker has his own filter of the situation and therefore arrives at an individual 

managerial perception as a basis for the strategic choice. The givens strongly influence 

the perception of the stimuli of the decision maker and leads him or her to form an 

opinion of what should be done about a certain situation. Hence, the probability that 

diverse top managers will have different managerial perceptions is very high, confirming 

our assumption that diversity matters. The decision-making process in strategic choices 

is not purely rational, but strongly influenced from the individual frame of reference, 

the cognitive base as well as the values. The following figure shows the level in which 

the diversity-dimensions influence the Upper-Echelon Theory. 
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Figure 7: UE - Level of influence of diversity 

 

 

First of all, value diversity among decision-makers will lead to a different field of vision, 

perception and interpretation. Consequently, the managerial perception will depend on 

the individual values. In this case, the type of diversity is very clear as value diversity is 

part of our diversity wheel. Different values will lead to a different prioritization of the 

alternatives. 

For the cognitive base, we cannot determine the type of diversity immediately, as 

cognitive-base diversity does not exist so far in our thesis. But as Hambrick (2007) states 

more precisely, demographic characteristics can be used as approximations for the 

cognitive frame as ‘psychometric data’ (Hambrick, 2007, p. 335) are difficult to obtain. 

Based on these statements, we can conclude that psychological diversity as well as 

demographic diversity plays an important role in forming the frame. We are aware that 

value diversity is a part of psychological diversity, but as the values do not have an 

influence solely on the process of building managerial perceptions but on the strategic 

choice again, it is mentioned separately.  

Another indicator of the types of diversity influencing the frame of reference are the 

numerous studies conducted on the base of UE-theory, trying to research the influence 

of top manager’s characteristics on the firm’s output. As Bültel (2009) summarizes, the 

researched characteristics for defining the cognitive base as well as the values of the 

decision-maker can be categorized in two groups: 

1. Psychological characteristics like for example values 

2. Demographic characteristics like for example age, education or functional 

background 

 

In our diversity wheel, we have a more precise categorization as we have a third category, 

named job-related diversity. Bültel (2009) included job-related characteristics in 

demographic characteristics, indicating that all of our three categories impact the frame. 

Consequently, we can draw the following model of influential diversity dimensions 

during the decision-making process in TMTs: 
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Figure 8: UE – Influential dimensions of diversity 

 

 

Based on this justification of why diversity plays a role in the strategic decision-making 

process of top managers, we will continue to evaluate the potential positive and negative 

effects of diversity in decisions. To do so, we will start by presenting two theories which 

can be considered as the base for this evaluation: similarity-attraction theory and 

cognitive-resource theory. 

 

5.2.3.2 Negative effect of diversity: Similarity-attraction theory 

  

The pessimistic view of diversity is based on social attraction theory, with the similarity-

attraction theory being an important part of it. The reasoning goes into the same 

direction as the social identity theory, explained before. The theory defends 

homogeneous teams: individuals feel more attracted to other individuals that they 

consider as being similar to themselves. They appreciate these peers and their opinions 

more than those who are perceived as being different in any possible way. Being more 

willing to align their own attitudes to the mind-set of these peers leads to a convergence 

of values, beliefs etc. from homogeneous groups of people which perceive themselves as 

similar. Consequently, the group cohesion becomes stronger, trust among members 
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increases, they communicate more and the level of conflict descends. This process of 

team building leads to a less difficult interaction during decision-making processes and 

smoother team-work as well as higher productivity in problem-solving than 

heterogeneous teams. In heterogeneous teams, the missing social bound among 

members result in high turn-over of top managers, installing a vicious circle of missing 

cohesion. This negative ambiance among the TMT members, in line with missing 

communication, misunderstanding due to different body-languages, vocabulary and 

different ways of thinking make it difficult for TMTs to make good decisions (Woehr, et 

al., 2013, p. 108) (O’Brien, et al., 2015, p. 2) (Olson, et al., 2006).  

 

5.2.3.3 Positive effect of diversity: Cognitive-resource theory 

 

One of the main theories pleading for a positive effect of diversity is the cognitive-resource 

theory. When people with different attitudes participate in a decision, they will discuss 

more aspects than a homogeneous team, leading to a more informed decision. This 

positive impact is based on the increase of creativity, innovation and alternative problem 

solving of diversity (Woehr, et al., 2013, p. 109). In line with this argumentation is the 

information-processing perspective. According to this theory, the analysis of problems 

differs between heterogenic and homogeneous teams: as the participants notice the 

differences between themselves and the other individuals, they are more likely to share 

their own opinion as they feel like they are the only one able to include this attitude. 

Consequently, the process of reconciliation of the different opinion will generate an in-

depth analysis of the problem. In comparison, individuals of a homogenous team do not 

really feel themselves committed to share their individual opinion as they do not perceive 

themselves as very different from the others and are therefore not afraid that their 

opinion is not taken into consideration when they do not share it themselves. Overall, 

the knowledge base as well as the cognitive ability a team can access during decision-

making is wider in heterogeneous teams. As nowadays, most of the organizations have 

to deal with a dynamic environment, they have to adapt to the constant change and 

define and solve problems quickly. Due to their flexibility and cognitive resources, 

diverse teams are more likely to meet this need (Cox & Blake, 1991) (Nielsen & Nielsen, 

2013) (Olson, et al., 2006). 

 

The UE-Theory showed that decisions are rarely pure rational and therefore the 

individual characteristics influence the decision-making process, justifying our interest 

to research the influence of diversity. Based on theory, we cannot conclude about the 

overall impact of diversity on decisions in TMTs: Whereas similarity-attraction theory 

argues for a negative effect, cognitive resource theory defends the advantages. 

Consequently, we conducted interviews with top managers and tried to cluster the 

answers with the help of the literature to find out the negative and positive impacts of 
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diversity in TMT decisions. We want to know in which cases the cognitive resource 

theory is dominating and under which conditions the similarity-attraction overweight 

the positive effects.  

 

5.2.4 Evaluation of diversity in decision-making 

 

Out of our literature research and the interviews we held with top managers, we found 

that decisions have several aspects which are influenced by diversity. They can be 

clustered in three different areas; decision process, decision quality and affectivity.  

The decision process contains facts like required time, number of involved persons or 

type of decision. Diversity in this area has an influence for example on the time needed 

to come from the start of the discussion to the final decision. 

Decision Quality is the second area. It represents elements which describe the quality 

of the final decision. Diversity in this area can have an influence on the amount of 

aspects of the problem which were considered when discussing about the approach to 

solve it. 

The third cluster of aspects is affectivity. Affectivity means the relationship between the 

people who were involved in the decision-making process. This relationship between 

employees has an influence on both the process and the quality. 

 

We developed the following model to examine diversity in strategic decisions: 

Figure 9: House of decision-making 

 

The process and the quality are the pillars of the decision. They are common sense to a 

certain extent. The affectivity is another part of decisions which is not as obvious as the 

other two but it is of equal importance and has, as described above, an influence on the 

other parts. Therefore, we designed it to be the roof of the house. 
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For our interviews, we decided to prepare some open ended questions covering some 

areas we wanted to get to know the experience or opinion of the interviewee and let us 

lead from the direction in which they were going with their answers. At the beginning, 

we asked for a short outline of their career as we wanted to gain an overview of their 

experience to be able to ask appropriate questions. When the interviewee mentioned any 

special experience, like for example international experience, we were able to ask more 

detailed questions based on their vita. The further interview was split in four parts, 

following the logic of reducing the frame of examination step by step. 

The first part contained questions about diversity in the company, like for example any 

quotas about women or handicapped people to get an overview of the value of diversity 

in the company in general.  

The second unit of questions took a closer look at the team of the interviewees: How 

many people are in the team? Which nationality, which gender, age, or any other 

characteristics are represented? How is the team-spirit: Are all members pulling into 

the same direction or is everyone doing his or her ‘own thing’? Are there any 

teambuilding activities? These questions were asked for two levels: For the ‘peer-team’, 

meaning the team of which the interviewee is on a par with the other team members as 

well as for the team of which the interviewee was the leader. This distinction was 

important for us to get a clearer image of the real appreciation of diversity from two 

different perspectives. We wanted to find out whether the interviewees appreciate 

diversity not only as a team-member, but also as a leader when they have to make for 

example the final decision. 

With the help of this knowledge, we could ask in the third section concrete questions 

about the decision-making in the teams. In this part, we were mostly interested in the 

experience of the interviewees, not in first place in their own opinion. We asked them to 

describe the decision-making process in general, if necessary guiding them by the 

following questions: How do you collect alternatives? Are there any special methods to 

collect alternatives? How is the final decision made? Is there an intense or rather calm 

discussion? To make the answer easier and also more honest, we asked them to remind 

the last strategic decision they had to make: How would you describe the discussion? 

Was everyone speaking to equal parts? Was it clear, which member had which opinion? 

How different have the opinions been at the beginning of the discussion? How was the 

final decision made? Have you been satisfied with the result? Was your opinion 

sufficiently considered? Together with the knowledge about the composition of the team, 

the description served to draw conclusions about the impact of diversity on the decision-

making. As we asked them explicitly to describe the process and not their opinion, we 

wanted to exclude at least some bias. But as Nietzsche stated: 

 

‘There are no facts, only interpretations.’ 

Friedrich Nietzsche 

http://www.goodreads.com/author/show/1938.Friedrich_Nietzsche
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Hence, we are aware that the descriptions are never completely objective but always 

influenced from the interviewee and therefore have to be carefully interpreted.  

In the last part we asked about the opinion about several aspects that we think are 

helpful to know to draw conclusions about the appreciation of diversity: How would you 

describe a good discussion? Would you prefer a more diverse team? Would you prefer a 

less diverse team? Can you imagine drawbacks of diversity? Can there be too much 

diversity? Depending on the former answers, we asked a selection of these questions.  

This was the official structure of the interviews, but does not mean that it has always 

been respected 100%. We tried to let us guide from the interviewee to get to know the 

areas of interest as well as their understanding of what diversity means. Therefore, the 

concrete questions varied a lot, depending on the length of the answers and the 

experiences of the interviewees. As it is very difficult to reach top managers, we went 

back to our own networks and tried to get as many contacts as possible. As we are both 

Germans, our networks primarily embrace people from our home-country. As a result, 

we were able to conduct five interviews with people working in Germany. All of them 

belong either to Generation X or Baby-Boomers. To get as honest answers as possible, 

we anonymized the answers. The characteristics of our interviewees are shown in the 

following table. 

 

Table 1: Interviewees’ characteristics 

 

 Position Type of Organization Gender 

Interviewee 1 CFO Mechanical engineering female 

Interviewee 2 Head of HR Mechanical engineering female 

Interviewee 3 Managing Director Bank female 

Interviewee 4 Managing Director Car industry male 

Interviewee 5 Diversity Manager Bank female 

 

In the following, we present the outcome of our data analysis: for every part of the 

decision-making house, we first give a definition of the different attributes examined 

within the parts. After a short overview of the aspects that are to be found in literature, 

we present our findings based on the interviews.  
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5.2.4.1 Decision Process 

 

1. Speed 

The duration from the detection of a problem until the 

decision is made is crucial in nowadays fast-changing, 

globalized world. Fast decisions are absolutely critical 

for the success of companies. When decision-making is 

too time-consuming, the organization will not be able to 

keep pace with the competitors. In literature, the 

common ground of most of publications examining the 

correlation between diversity and speed of decision-

making find a positive correlation: Homogenous TMTs will make strategic decisions 

more quickly than heterogeneous teams (Hambrick & Mason, 1984). Especially value 

differences are considered as leading to extensive discussions without any conclusion 

(Rhode & Packel, 2014).  

One response confirmed the absolute importance of fast decisions as they are crucial 

factors of success. ‘As the business world nowadays is characterized by fast changes, 

the decisions which are up to be made have to be fast as well. Some decisions require 

to be made without knowing all facts and under the risk of excluding some valuable 

information for the sake of speed to gain the required competitive advantage.’ The 

interviewee states the importance to prioritize the decisions to divide the time to spend 

on each decision. But in opposite to literature, taking into account the opinion of every 

department or person affected from a decision seems to slow down the process only at 

the first glance. The feeling of involvement will lead to understanding, support and 

commitment, accelerating therefore the end of the decision-process. ‘In the beginning, 

it may seem like an incredible slow process because you have to find a common ground. 

Once you have found it, the involvement of every member will increase and the 

additional commitment will overcompensate the loss of time at the beginning.’ Involving 

the people after the final decision is made takes longer than the discussion with a 

diverse team. ‘The key to successful decisions which require the commitment of other 

people is to catch up with them as early as possible to make them feel part of the 

decision and therefore be more positive towards it.’  

The question asked was about perceived disadvantages of diverse teams. Speed was the 

aspect most interviewees came up instantaneously which confirms our model: diversity 

is related to the speed or duration of decision-making processes. Even though they 

concluded that it is not a disadvantage, the mentioned increased duration in the 

beginning has to be compensated in the subsequent process. Furthermore, like the 

answer shows, diversity was in this case automatically related to the involvement of 

different departments, not to the discussion within a diverse team. This indicates the 

preponderance of functional diversity for the interviewee: diversity in decision-making 

Decision  

Quality 

Affectivity 

Decision  

Process 



  

 

56 

means first of all to involve different departments into the process and is not interpreted 

as demographic or psychological diversity. 

Another response refers explicitly to national diversity and speed of decision-making: In 

her opinion, there is no correlation between the two. ‘Having a homogenous team 

[regarding nationality] does not automatically lead to faster decisions after discussions. 

A team of Germans might even be slower than a mixed team if they are not able to find 

an agreement. It’s about the spirit in the group and the relationship among the 

members.’  

In line with this opinion, one interviewee claims that diversity has no influence on the 

speed of decision-making if the team is a well-functioning team, an aspect that we will 

examine in line with affectivity.  

 

2. Communication-process during the discussion 

The process of debate is seen as a moderator of TMT diversity on firm performance. The 

underlying assumption is that the advantages of diversity can only be leveraged when 

the discussion process reveals for example the different information and perspectives of 

each team member. The effectiveness of TMTs is considered as improving via a 

respectful, open and honest discussion. These attributes are seen as encouraging a 

constructive debate (Adams, 2015, p. 131).  

According to Simons et al. (1999), a discussion is more fruitful for task-related diversity, 

like experiences, education or functional background diversity than for types of diversity 

indirectly related to work, like age.  

The following three aspects are seen as indicators of a good communication process 

during TMT-decision: 

- Every top manager clearly states his or her opinion 

- Top managers challenge openly the opinions of others 

- The discussion is vivid 

If the discussion is not characterised by these three factors, the coordination costs of a 

diverse TMT are higher than the derived benefits (Bültel, 2009) (Simons, et al., 1999). 

 

Top managers that feel a low or moderate level of cohesion towards the other team 

members, like it is often the case in diverse teams, are more likely to challenge the 

opinion of their colleagues (Miller, et al., 1998). 

 

At this point, we want to make a distinction between the affectivity of a team and the 

communication process during the discussion. At first glance, it may seem as if these 

two aspects are similar, but that is not the case. Even if the two aspects are interrelated, 

they have two different lenses of looking at the situation. Affectivity describes the 

interpersonal relations of the team members in general, whereas the communication-

process focuses on the concrete situation during the debate. Of course, strong team 
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cohesiveness is likely to support an open discussion, but we have to differentiate 

between the private and the professional level. A team consisting of close friends will 

maybe not openly challenge the opinion of others as they are afraid to hurt their friend, 

whereas they would not hesitate to make a case against a colleague they do not 

appreciate on a personal level. Therefore, the affectivity might be very high but 

nevertheless, the professional discussion could be too calm.  

 

One aspect linked with the first requirement of a good discussion climate (the statement 

of the opinion of every top manager) which was often mentioned by our interviewees is 

the active involvement of every team member during the discussion.  

In general, it is not necessary to encourage people to speak up in the teams. The reason 

was not that the input of every single member is not appreciated, but that everyone 

participates out of him- or herself sufficiently in the debate. The company of one 

interviewee is aware of the importance of the involvement of every top manager as they 

even installed a so called ‘Real Collaboration Culture’. Within the top management team, 

this culture introduced an interesting process: At the beginning of each meeting for a 

strategic choice, every top manager has to write down three bullet points on a sheet of 

paper about aspects he or she considers as important or alternatives or solutions or 

whatever comes to the mind as useful input for the following discussion. When the 

discussion starts after this task, everyone is obliged to mention all the three aspects, 

even if they seem not important anymore or inappropriate for the ongoing discussion. 

This fixed process ensures that every participant clearly states his or her personal 

opinion, without being influenced from the statements of people dominating the 

discussion. The request of exactly three bullet points for everyone can be interpreted as 

balancing the personality diversity to a certain extent: extroverts have to limit 

themselves to the three most important aspects they want to mention and introverts 

also have to speak up actively. Domination of the discussion from extrovert people is 

prevented.  

The clear statement of opinion leads automatically to the next two requirements: openly 

challenging the opinion of others and having a vivid discussion. Concerning these 

aspects, every interviewee had a similar opinion: a good discussion has to include the 

opinion of everyone. These opinions should be controversial to include different 

perspectives into the discussion, leading to a better result. The interviewees think that 

the discussion will in general be more controversial in a diverse team.  

At the same time, respect was mentioned as a very important characteristic of fruitful 

debates: the opinion of others should be challenged, but on a professional level, meaning 

that everyone should actively listen to the argument, asking questions to exclude 

misunderstandings about terms etc., thinking about the negative as well as positive 

impacts of the option and only after this process, one has to openly challenge the other. 

Every interviewee acknowledged the importance of being open to others point of views 
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to avoid immediate judgement of others’ opinions. The discussion should be 

controversial, without becoming loud or offensive to avoid discourage calm people who 

are likely to not state their opinion again after once being offended. As the relatively 

extensive treatment of these aspects show, openness towards different opinions and 

respect seem to be a crucial matter for the top managers talking about diverse teams. 

This is supported by the response: ‘Diverse teams are more likely to fulfil the 

requirements of a good discussion than teams consisting of a homogeneous set of 

people.’ Discussions of people with different nationalities, experiences or educations will 

always be more vivant.  

All in all, our interviewees confirm the literature in this case: good discussions have to 

meet the three requirements of stating opinion, challenging openly and being vivant. 

They claimed that these characteristics are more likely being met by diverse teams, 

meaning that our interviewees appreciate diversity to have a fruitful debate. They also 

focused on respect of the opinion as well as the person as a central precondition to avoid 

vivant debates turning into personal offenses. According to literature, conflicts are 

healthy for the process as long as they are on a professional level. When conflicts get 

personal or emotional, they lower the quality of the result due to the energy of the team 

members which is lost in those conflicts (Pelled, et al., 1999). 

  

5.2.4.2 Decision Quality 

 

For a structured evaluation of the decision quality, we 

decided to use the most cited model of decision quality in 

literature: the decision quality chain of Matheson and 

Matheson (1998). In the following, we will examine every link 

separately by first explaining its meaning based on 

Matheson and Matheson (1998). After, we will give a short 

literature review of the correlation between diversity and the 

link of the chain, followed by an analysis of what our 

collected data reveal about the impact of diversity on the 

different aspects of decision quality.  
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Figure 10: Decision Quality Chain 

 

Source: Matheson & Matheson, 1998 

 

 

1. Appropriate Frame 

The decision-process starts with the link on the lower left-hand corner: setting the 

appropriate frame, which can be described as the context or background of a decision. 

This is a crucial precondition for good problem solving: when the context is too large, it 

is hard to focus on the original problem and teams are likely to solve another problem 

linked with the real issue, but not the problem itself. In opposite, when the context is 

too small, not all the important information to generate the possible alternatives is 

collected. TMTs have to find out what exactly they are deciding about, which questions 

they have to ask to precisely frame the issue and which departments of the company 

have to be included in the decision-making. To frame appropriately, it is crucial to 

include different perspectives (Matheson & Matheson, 1998). 

 

In literature, diverse TMTs are seen as being aware of more issues than homogenous 

TMTs. Independent of the dimension of diversity, different individuals bring different 

perspectives to the table. The most obvious is of course functional diversity, as this will 

strongly influence their interest during the decision-process. Functional diversity will 

ensure that different departments are included into the process. Furthermore, 

demographic and psychological diversity lead to the discussion of different perspectives 

in general, seen as crucial for the forming of the right frame (Bantel & Jackson, 1989) 

(Lant, et al., 1992). 



  

 

60 

 

Coming back to the ‘Real Collaboration Culture’, the importance of an appropriate frame 

is stressed. It is part of the culture to install processes that automatically involve all 

affected parties in the company to makes sure that every party states its opinion. As the 

company does not only stress the importance of an appropriate frame in general but 

has a concrete process of how all important parties should be involved, it is clear that 

ensuring a diverse pool of participants in the decision-making is seen as a crucial 

success factor. 

One answer stressed that if the cited rules of interaction during a debate of Part 5.2.4.1 

are respected, ‘there cannot be too much diversity during a decision, as every different 

opinion will include a new perspective, enriching the discussion and leading to better 

results’. 

At the same hand-side, the top managers are aware of the problem of a too large frame 

in case of the attempt to include everyone. ‘There is one way how diversity can become 

a disadvantage: if the involvement is “exaggerated”, meaning to include everyone in every 

decision’. Making a decision in a TMT is not an absolute democratic process. The top 

managers should not ask every single department for its opinion, but only these ones 

which are affected from the decision and should therefore be able to participate in the 

process. But in the end, the decision must be made from the TMT to avoid endless 

discussion with no outcome. ‘It must always be clear who holds the final responsibility 

for the decision’. Two other responses confirmed the statement: if the discussion within 

the team does not bring any concrete outcome, the primarily responsible person has to 

make the final decision.  

Once, age diversity was mentioned explicitly: the top managers initiated a round-table 

on a regular base with trainees, meaning people with academic background who are at 

the beginning of their career. During the round-table, the managers want to get to know 

the attitude of the trainees about ongoing societal changes, like for example 

digitalization and want them to state their opinion for concrete strategic decisions that 

have to be made in the TMT. The interviewee claimed that the round-table is not only a 

symbolic tool, but that the top managers really involve the opinion of the trainees into 

the decision-making process.  

For forming the appropriate frame, a balanced level of involvement is appreciated. Once 

again, diversity was most often interpreted as engaging different departments and 

functions into the process. It is important to ask every affected party, but at the same 

time a concrete choice of who is involved has to be made. ‘Only because some opinions 

might be interesting does not mean that they are relevant for the decision’. Furthermore, 

when diversity was interpreted in terms of demographic and psychological dimensions 

within the team, increase of diversity was always seen as an increase of perspectives 

and therefore as enabling to form a more appropriate frame.  
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2. Creative, doable alternatives 

In the second link, the team has to find the different options to solve a problem. On the 

one hand-side, creativity is required to think outside the box for being sure to not leave 

aside any possible option. On the other hand-side, the team has to ensure that the 

alternatives can be implemented. As Matheson and Matheson (1998) wrote, ‘this 

dimension requires to tapping into the greatest source of potential value: the 

undiscovered alternatives’ (p. 24). Hence, the aim of the second link is to find as many 

useful alternatives as possible. The decision-quality is largely determined in this stage: 

The outcome can only be as good as the best possible alternative (Matheson & Matheson, 

1998). 

 

Regarding the alternatives, the findings in literature can be summarized as follows: 

Diverse teams will come up with more alternatives than homogeneous teams (Bantel & 

Jackson, 1989). The inclusion of different point of views, for example including the 

opinion of a minority, stimulates the consideration of non-obvious alternatives (Cox & 

Blake, 1991, p. 50). This phenomenon originates partly in the mentioned diversity of 

viewpoints as well as in the assumption that diverse teams are more creative and 

therefore develop more alternatives than homogeneous teams during the debate (Olson, 

et al., 2006). In summary, diverse teams start with more alternatives and develop more 

options during the process.  

 

Evolving out of the more vivant discussion explained in the former part, our interviews 

confirmed that diverse teams generate more alternatives than homogeneous ones. It was 

mentioned that ‘the consideration of different options and alternatives enables to pick 

out the best of every point of view and thus coming to a better conclusion’. Hence, 

everyone should state his or her opinion to be sure to include every relevant perspective. 

Furthermore, ‘creativity does not arise out of one person sitting on a desk, but emerges 

out of different people working together’. Diverse teams are seen as ‘much more creative 

than homogeneous ones’. ‘Different functions as well as different personal backgrounds 

generate more alternatives. Everyone has his or her own way of thinking and will 

therefore propose different alternatives.’ Altogether, the more diverse a TMT is, the more 

alternatives will be included and the less likely it is to forget important options to solve 

a problem. Diversity, independent of the concrete dimension, is seen as definitely 

positive in this aspect of decision quality. The mentioned improvement of creativity 

through diversity confirms the cognitive resource theory: Different people working 

together possess more cognitive ability to develop creative alternatives. 
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3. Meaningful, reliable Information 

For the evaluation of the different alternatives, the TMT has to gather all important 

information about the consequences of each option. Therefore, it has to ensure that the 

right questions have been asked and that all relevant parts of the company have given 

their opinion. Furthermore, employees or departments will not always be completely 

honest as they act at least partly out of self-interest. Hence, the TMT has to judge 

whether the quality of the information is good enough to make a well-founded decision. 

The challenge is to detect the non-obvious information which is not already known 

(Matheson & Matheson, 1998). 

 

The precondition for experiencing a positive impact of teams compared to individuals in 

decision-making is an asymmetric distribution of information among the members 

(Brodbeck, et al., 2007). Individuals of diverse teams are more likely to possess non-

overlapping information than homogenous teams, leading to better outcomes. Diverse 

teams are often seen as having a greater pool of task-relevant information not only 

because of the information within the team, but also because of the larger social network 

to get new information (van Knippenberg, et al., 2004).  

The preponderant type of diversity examined in line with information during the 

decision-making is functional background diversity. Information based on functional 

background is often seen as the most important source of non-overlapping knowledge 

for a decision, which homogeneous teams do not hold (Boone & Hendriks, 2009, p. 167). 

When this non-redundant knowledge exists and is shared from the members, diverse 

teams will have more information available than homogenous TMTs.  

Furthermore, diverse TMTs are considered as having greater cognitive abilities and 

resources to process information, which is especially difficult for ambiguous information 

as often found for complex strategic decisions under uncertainty (Few & Joshi, 2013).  

The precondition that the positive effect of distributed knowledge can be leveraged is the 

awareness of all managers of the ‘area of expertise’ from the other team members. When 

members do not know where to find the information, they are not able to benefit from it 

(Rulke & Gelaskiewicz, 2000). 

 

Concerning the accessible information, our interviewees focused on functional diversity. 

The importance to ‘include all different departments like Research and Development, IT, 

sales etc. to ask for their perspectives and to get to know the needed information from 

all parts of the company’ was stressed. Furthermore, ‘it is important to know your team 

mates, to know where they are good in and which perspective they will include into the 

decision. The creation of this awareness has to be ensured by the leader, for example 

through seminars. If this is not the case, the different pieces of information will never 

come to the front as you do not know which questions to ask.’ The other dimensions of 

diversity were not explicitly mentioned as having an influence on the information. Once 
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again, functional diversity is the most important source of task-related information 

gathering. Increased cognitive ability of a diverse team was not explicitly mentioned, 

meaning that this potential value is not present to the top managers. Of course, we 

cannot conclude that demographic and psychological diversity is not appreciated for 

information processing, but we can conclude that functional diversity is the main 

positive dimension they are aware of. Cognitive resource theory is definitely confirmed, 

but only for functional diversity. Out of the interviews, we cannot make assumption 

about the correlation between demographic and psychological diversity and cognitive 

resource theory.  

 

4. Clear values and trade-offs 

This phase is about establishing the criteria for an evaluation of the alternatives. If 

possible, the evaluation of the relationship risk / return should be on a quantitative 

base. But strategic decisions are often very complex and therefore difficult to measure. 

Expressed in a more general way, the criteria to evaluate the value of every option have 

to be defined. The TMT has to discuss which aspects are especially important for them 

and which consequences they care about most (Matheson & Matheson, 1998). 

 

In heterogeneous teams, disagreements are more likely than in homogeneous ones. The 

evolving discussions can be seen as constructive to analyse the issue in depth as more 

aspects are considered and therefore the analysis is more extensive (Miller, et al., 1998). 

In line with this argumentation, Cox and Blake (1991) found that the ‘level of critical 

analysis of decision issues and alternatives was higher in groups subjected to minority 

views than in those which were not’ (Cox & Blake, 1991, p. 51). Hambrick and Mason 

(1984) claimed that the emergence of group-think in homogeneous teams hinders 

critical analysis. Too high level of cohesion, more likely to occur in homogeneous teams, 

is not positive anymore as it will lead to group-think. Group-think lowers the decision 

quality as every team member adapts his or her opinion to the expected opinion of the 

whole team. The desire for harmony within the team is put above critical and 

controversial evaluation of the alternatives, lowering considerably the decision-quality. 

As group-think is less likely in diverse teams, those produce better decision results than 

homogenous ones (Hambrick & Mason, 1984). 

On the other hand-side, when team members have a very different understanding of 

what is important, for example due to value diversity, the professional argumentation 

could turn into a deconstructive discussion about basic understandings and attitudes. 

At this level, the analysis will not be fruitful anymore and a compromise will rarely be 

found (Miller, et al., 1998, p. 42).  

 

Every interviewee stated the importance of trying to approach the evaluation from two 

different perspectives: ‘Finding benefits as well as downsides for every alternative is very 
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important.’ A diverse TMT, independent of the concrete dimensions of diversity, is more 

likely to have a good overview about the topic which is needed for a detailed evaluation 

of the alternatives without leaving important aspects aside.  

 

A female top manager confirmed the theory about group-think. She claimed that being 

the only woman among men has the advantage of being more ‘free’ to say whatever she 

wants. She has the feeling that the men are sometimes hindered in stating their personal 

opinion or bringing in new aspects as they feel that they have to stay somehow conform 

to the other men. She experienced it as an advantage for herself to be able to bring in 

creative aspects as she is ‘seen different from the others anyway’. Consequently, she is 

not expected to have the same opinion as the men, allowing her to address different 

topics or express something differently without behaving badly. She thinks that it is 

even expected from her not to adapt to the behavioural patterns of the male colleagues, 

as ‘this would not be seen as authentic’. This experience of a minority in a TMT confirms 

the higher level of analysis in the decision-process due to the low probability of group- 

think in diverse teams.  

In line with the demand of having one responsible making the final decision in case of 

inability to find a solution in the team, ‘too different opinions are destroying for a 

discussion’. They all made the experience that the point of views in some discussions 

are so wide apart, that ‘further discussion cannot lead to a compromise’. ‘These 

difficulties especially occur in discussions about creative decisions, where the opinion 

cannot be based on measurable aspects but totally depends on the personal taste and 

personal values.’ In this case, diverse point of views cannot be combined and are 

therefore leading to a final decision of the leader. Even if all interviewees considered 

diversity as the main reason for the unsuccessful attempt to find a common solution, 

they stated the importance of diversity even in this case: ‘The final decision-maker got 

the input from every team member, creating understanding and enlarging the horizon 

of him [of her], leading to rethink the original point of view and therefore coming to a 

decision that incorporates more information as prior to the discussion.’  

Too diverse opinions can become problematic in the analysis of the alternatives. ‘A 

similar base of values might be important to come to a common decision.’ 

Interestingly, most of the interviewees were convinced that the aspects individuals 

consider as crucial during the analysis are independent of nationality, gender, race or 

age. The two dimensions of diversity that the interviewees considered as crucial were 

function as well as personality, with a stronger overall influence of personality. ‘To some 

extent, the aspects that an individual includes into a discussion depend on the former 

experiences, gender, or nationalities, but these influences are not really obvious during 

the debate, whereas the generated alternatives and possible solutions the team 

members come up with are strongly influenced by personality.’  
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5. Logically correct reasoning 

The aim of this phase is to rank the different alternatives with the help of all the gathered 

information and the decision-criteria found in the former stage. The option which 

generates most value will be chosen (Matheson & Matheson, 1998). 

In this step, the final decision is made: the generated alternatives are evaluated with the 

help of the criteria of step 4. There is no real discussion going on, but rather a technical 

process without intense debate about different point of views. Hence, there is no 

considerable difference between diverse and homogeneous teams in this stage and 

therefore, we will leave this aspect aside.  

 

6. Commitment 

Now, the decision has to be transformed into action. A concrete plan of how the decision 

can be implemented in the company has to be set up. It is important to get commitment 

from all affected departments and employees for the implementation of the decision. The 

best way to ensure commitment in this stage is to involve the affected parties in the 

other levels of the decision-process (Matheson & Matheson, 1998). 

 

Due to similarity-attraction, diverse teams are often lacking cooperation compared to 

homogeneous ones. But for a successful implementation, cooperation among all team 

members is crucial. Thus, the missing cooperation amongst members leads to missing 

commitment and therefore less willingness to put effort into the implementation of the 

result is low (Olson, et al., 2006). 

 

Like already mentioned in the evaluation of speed of decisions, ‘it is positive to involve 

every affected department from the beginning of the process’ as this will create strong 

commitment, confirming the literature.  

If diverse teams are really lacking cooperation compared to homogeneous ones will be 

examined in depth in the next part of our decision-making house: The influence of 

diversity on affectivity within the team. 
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5.2.4.3 Affectivity 

 

Via affectivity we want to examine the emotions within 

the TMT to answer the question whether the group 

cohesion is different in diverse teams.  

 

 

 

 

 

‘What is generally considered to be a team is frequently a 

loosely coupled, fragmented collection of executives.’ 

Boone & Hendriks, 2009, p. 167 

 

In this part of the interviews, we wanted to examine whether diverse teams are real 

teams in the sense of everyone feeling part of the team or whether the differences 

between the members make group cohesion difficult and whether the team can therefore 

rather be described as individuals having to work together.  

In literature, there is a distinction between job-related and the other dimensions of 

diversity. Often, functional background diversity is seen as having no influence on team 

cohesion, whereas psychological diversity like personality and values entails a 

remarkable conflict potential. It is time consuming to tackle the interpersonal issues 

leading to solely focus and conflict solving instead of strategic decision-making 

(Harrison & Price, 1998) (Moynihan & Peterson, 2001). 

In opposite to these findings, Few and Joshi (2013) claimed that also functional 

background diversity leads to the formation of sub-groups, leading to low team spirit in 

the higher team.  

Furthermore, Few and Joshi (2013), found out that strong organisational identity in 

which members are highly identified with the organisation facilitates overcoming the 

individual differences and leads to the formation of a real, cohesive team. When the 

identification with the organization is a common ground for diverse members, they will 

focus on this similarity rather than the differences (Few & Joshi, 2013). 

In line with this reasoning, van der Vegt and Bunderson (2005) come to the conclusion 

that strong team identification also leads to lower personal conflicts based on 

personality diversity as team members will identify with the team. 

Team- or organizational identification lowers the obviosity of psychological diversity 

members will be more focused on the positive job-related diversity (van der Vegt & 

Bunderson, 2005).  
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Barsade et al. (2000) examined personality diversity, concluding that members are less 

satisfied with the interpersonal relations in highly diverse teams than in homogeneous 

ones. Furthermore, they had the feeling that their influence in decisions is lower than 

the participants of discussions in homogeneous teams.  

One response described this issue: ‘In general, I feel more comfortable when the other 

team member is on the same wavelength with me than with another member who is 

completely different. However, the downside of this similarity is that the likelihood of 

driving into the wrong direction due to the shared “blind spots” is very high. This 

similarity hinders efficient handling of problems.’ 

In line with these findings, some authors found that value diversity is only positive to 

some extent: Some so called ‘core-values’ have to be shared by all TMT members to 

ensure a unity and being able to make coherent decisions. At the same time, there is a 

need for heterogeneity to ensure a good problem-solving process. These two competing 

goals have to be balanced to ensure the success of the company (Cox & Blake, 1991, p. 

51) (Amason, et al., 2011). 

This is reflected in the following response: ‘the leader has to create awareness among 

the members of the team that diversity is providing value. He has to forge a bond 

between the members by applying tools like seminars to the team to help team members 

to get to know themselves first including their strengths and weaknesses. Participating 

in a seminar, those strengths and weaknesses are brought together with the roles which 

everyone is holding within the team. This helps to find out who can compensate the 

weaknesses of the other team members. With this being found out, the results become 

significantly better than in homogeneous teams.’ 

This leads to the suggestion to get to know yourself first, then the others and eventually 

use the collective strengths to compensate the collective weaknesses. If this is done 

correctly, then diversity becomes an asset for TMTs. 

The overall conclusion in literature about diversity and affectivity is described best by 

the following quotation: 

 

‘Similarity is an aid to developing cohesion; cohesion in turn, is related to the success of 

a group. Homogeneity, however, can be detrimental if it results in the absence of 

stimulation. When all members are alike, they may have little to talk about, they may 

compete with each other, or they may all commit the same mistake. Variety is the spice 

of life in a group, so long as there is a basic core of similarity.’ 

(Cox & Blake, 1991, p. 51) 

 

For this process, there is however one important condition: All members of the TMT 

have to be willing to operate as a team (Boone & Hendriks, 2009, p. 167).  

This necessity of willingness to operate as a team is mentioned in the interviews as 

following: ‘[…] it is important to choose team members of a diverse team wisely as not 
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everyone is able to adapt. If a very conservative person sees no sense in being open 

towards other cultures and new ways of thinking, he or she will destroy the group 

cohesion. It is important to choose different people, but they must have one common 

aspect: being open-minded and ready to learn from others. If one is not ready to converge 

to people being different, the positive impact of diversity cannot be leveraged in the TMT. 

There must be a high level of tolerance among all members as well as curiosity to learn 

something new.’ 
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6 Diversity and Generation Y 
 

‘Generations are among the most powerful forces in history. 

Tracking their march through time lends order – and even a 

measure of predictability – to long-term trends.’ 

     (Howe & Strauss, 2007, p. 41). 

 

As this quotation states, wanting to set up assumptions about the future development 

of diversity in TMTs, we will to take a closer look at the following generation of leaders. 

In our opinion, the generational research is a good approximation of average 

characteristics, values, opinions and attitudes of the future leaders. Generalizing 

individuals via the description of the generation they belong to captures best the overall 

picture of this group of people. We aim at giving directions for the long-term development 

of diversity in TMTs and as Howe and Strauss (2007) mention, generations are a 

powerful way of predicting long-term trends. Based on this argument, we decided to dive 

deeper into the generational research.  

 

‘To anticipate what 40-year-olds will be like 20 years from now,  

don’t look at today’s 40-year-olds; look at today’s 20-year-olds.’ 

(Howe & Strauss, 2007, p. 42) 

 

The average age of people arriving at the top management in Germany is 47.7 years 

(Opitz, 2005, p. 93). Consequently, the members of Generation Y, 16 to 36 years old, 

currently start reaching the top management of companies. Wanting to know whether 

future leaders foster diversity in TMTs or whether the status quo will not be changed 

considerably, we will do some research on the attitude of Generation Y towards diversity. 

 

We have identified a research gap regarding the attitude of Millennials towards diversity. 

There is only little information in literature so the next step in our thesis is to take the 

description of the Generations Y in part 2.2 as a point of departure and draw our own 

conclusions by applying these aspects on diversity. As we are members of Generation Y 

and therefore already have our own opinion of what this generation characterizes, we 

have to ensure that the following research is not completely biased from our own frame 

of reference. Therefore, we will step back and search in part 2.2 for aspects that may 

have a connection with diversity, without judging them out of our own frame of 

reference. In a second step, we will draw the connection between the aspect and diversity 

based on literature as well as including our own experiences. In this case, experiences 

do not mean that we apply our own opinion on the whole Generation Y, but include our 

observations of our peers. We are aware that this step is not completely unbiased as it 

is our own interpretation of our surroundings, but as most of our contacts are 
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Millennials, it is justified to use the knowledge we have about them and their habits in 

our research to draw more concise conclusions. As in the analysis of the interviews with 

top managers, we are aware that ‘[t]here are no facts, only interpretations’ (Friedrich 

Nietzsche).  

 

6.1 Literature 
 

The diversity where we can draw most reasonable conclusions based on the 

characteristics of Generation Y is the national diversity. First of all, Millennials ‘are the 

most racially and ethnically diverse in this nation’s history’ (DeBard, 2004). 

Furthermore, ‘Generation Y is the first generation born into a society that features 

international interdependence and global engagement’ (Pendergast, 2010, p. 9). This 

presumes that Millennials automatically are in close contact with other nations since 

their birth. The people living next to them often have diverse national backgrounds and 

therefore they get in touch with other nationalities already during early childhood.  

This aspect has a considerable impact on their attitude towards diversity ‘when we 

consider that it is in the early childhood years that children are constructing their 

identities and interpreting their observations of the world around them. The messages 

they receive about race, language, gender and identity, and other diversities can lead to 

prejudices, which when reinforced by prevailing societal biases, may grow into actual 

sustaining prejudices’ (Puig, et al., 2015, p. 198). These occurring prejudices are one of 

the roots of missing diversity: Being biased towards people who are different to us leads 

to strong social categorization, most often based on visible characteristics, leading to 

judge their actions critically and not taking them as an equal member of society. As 

mentioned in line with top managers’ affectivity, getting in contact with other 

nationalities moderates the group building of uncertainty identity theory. Often, we do 

not give us the chance to really get to know these people and their habits, attitudes and 

opinions. By avoiding the contact, we do not get the possibility to confront our world 

view with their frame of reference and therefore we suppress the process of critical 

reflection of our own opinion. As Millennials are kind of forced to confront themselves 

to people of other nationalities living around them, prejudices are less likely to occur. 

Out of this matter of course, it is presumed that Millennials are more open towards 

other nationalities, which is also reflected in their travel habits. As described in part 

2.2, they are confident, pressured and achieving, leading to travel more often and 

exploring more destinations than their predecessors (Pendergast, 2010, p. 11). 

Consequently, they get to know more cultures, habits and ways of living than their 

parents. But the depth of these insights depends on their willingness to meet local 

people, to avoid all-inclusive hotels, where they are separated from the ‘real’ of the 

country. This is definitely the case for Generation Y. Called ‘experience hungry’ by 

Pendergast (2010, p. 11), Millennials want ‘a range of different experiences often 
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involving everyday life and culture of places visited, including contact with local people 

(Pendergast, 2010, p. 11). Furthermore, their voyages motivate them to travel even more. 

Being achieving, trips make them to ‘learn and develop’ and ‘developing greater cultural 

understanding’.  

This development is also shown in a survey from Pew Research Center: Answering the 

question ‘Who has better values concerning the attitude toward other races and 

groups?’, 27% think that young people have better values, compared to 19% for the 

older people. 

 

Figure 11: Generation Y and attitudes towards other races and groups 

 

Source: Made by authors based on Taylor & Keeters, 2010, p. 15 

 

Overall, their regular contact as well as their openness towards different nations and 

cultures can be interpreted as a sign of appreciating national diversity. They are truly 

interested in getting to know the way of life, including habits, opinions, world views etc. 

of people all around the world. They do not stay in the neighbouring countries or even 

on the same continent, but they are often travelling to a totally different culture. The 

primary goal of their voyages is not to relax at the beach, but to experience something 

new and exciting they can talk about. They are willing to learn from other cultures and 

focus on the positive aspects each nation has. During their trips, they make 

international friends they stay in contact with via social networks, indicating that they 

are not only interested in getting to know different nationalities, but really appreciating 

them – a sign for appreciating national diversity. 

 

A second aspect that can be related to diversity is their way of information-gathering. 

Due to digitalization, it is possible to access a vast range of information anytime. Taking 

the example of planning voyages, Millennials are ‘information hungry’ (Pendergast, 

2010, p. 11), meaning that they consult a broad range of different information-sources 
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to plan their trips. They are not going to the travel agency next door and relaying only 

on their skills and knowledge to plan a trip fitting their expectations, but they are 

searching the Internet for all kind of information they can get. For this, they are 

consulting several different webpages, offering information about countries, cultures, 

accommodation and flights. Additionally, they rely on their network to get reports of 

one’s experiences. During this process, they want to gather as much different 

information as possible to be able to make a well-founded decision. It is not their aim to 

find as many people as possible who support their idea, but they appreciate differing 

opinions and new insights to be able to form their own picture. As they are less risk-

averse than their predecessors (Reisenwith & Iyer, 2009), they dare to try new things 

like traveling to unknown countries. To do so, they like to talk to different people who 

did different trips and made different experiences.  

To abstract from the example of traveling, this behaviour of Millennials can be 

interpreted as an appreciation of psychological diversity like values, attitudes and 

personality. First of all, they like to interact with others: ‘A need to interact with others 

is a key reason for Gen Y’s use of social media’ (Bolton, et al., 2013, p. 248). At the same 

time, the aim of the interaction is not purely the affirmation of their own attitude. ‘They 

are also more likely to value others’ opinions in social media and to feel important when 

they provide feedback […]’ (Bolton, et al., 2013, pp. 248-249). All together, these aspects 

indicate a positive attitude towards psychological diversity of Generation Y. 

 

A third aspect from which we can draw conclusions on their appreciation of diversity is 

the attitude of Generation Y towards equality of people. ‘The Millennial generation is 

somewhat more supportive of efforts to ensure equal rights than are members of older 

age groups’ (Taylor & Keeters, 2010, p. 77). Taking as an example the area of sexuality, 

the following graphical representation shows that the share stating that homosexual 

relationships are always wrong is the lowest compared to the other generations.  
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Figure 12: Views of Homosexuality, by Generation 

 

Source: Taylor & Keeters, 2010, p. 103 

 

This comparison shows that Millennials see homosexual people as less problematic than 

the other generations. Even though a significant percentage is still thinking that same-

sex sexual relations are always wrong, this percentage is considerable lower than the 

one from the other generations. Therefore, we can conclude that Millennials appreciate 

sexual diversity more than their predecessors. 

 

The previously named aspects can be seen as indications of the attitude towards 

diversity of Generation Y. Despite the fact that these aspects are based on literature, we 

made our own assumptions of what the characteristic of the generation means for 

diversity. Therefore, the conclusion cannot be seen as a non plus ultra, but more as a 

first indication in which direction Generation Y will influence the society. 

Furthermore, it would be too much interpretation to draw conclusions on the attitude 

of Generation Y towards diversity in TMTs, based on this combination of literature 

review and connection to diversity. To solve this issue of getting more precise 

information, we decided to conduct a second data collection: An internet-based survey 

among Generation Y to find out their attitude towards diversity in teams.  
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6.2 Structure and results of the online-survey 
 

We decided to split our questionnaire in 4 different parts: 

1. Demographic characteristics 

2. Demographic diversity 

3. Psychological diversity 

4. Job-related diversity 

 

In the following, we will introduce the questions we asked for each part and in order to 

keep the comprehensibleness, only the most interesting results are presented in the 

end. 

 

Part 1 is about the three demographic characteristics: age, sex and nationality. The age 

of the participants is important as we only want to take into consideration the answers 

from Generation Y, people currently aged between 16 and 36. The variable for the 

nationality was not useful in the end as we did not manage to get enough students of 

another country than Germany which formed a group bigger than 30. This was the lower 

bound for a separate analysis by nationality.  

 

 

Figure 13 shows the distribution of 

the age of the participants. The 

majority of participants are born 

between 1989 and 1996. This is 

explained by the primary source of 

data which were facebook-groups of 

universities in Germany and Sweden. 

In general, the age of members in 

those groups is equally distributed, 

when finishing their studies, the 

students become inactive members and are not to be reached as easy as the current, 

active students. The majority of active students are in the age between 20 and 27 years 

old. 
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The distribution of the sex of the participants 

showed 70% female and 28% male participants. 

Participants had the possibility to check a third 

sex ‘other’, following the suggestion of Döring 

(2013). Out of the 2% opting for ‘other’ which 

were three persons in total two at least were 

junk answers. The choice was offered to people 

who are intersexual or transgender but it was 

not expected to be ticked in with a sample size 

below 1000. 

 

The following three parts are divided according to our diversity wheel: Part 2 deals with 

questions regarding demographic diversity, Part 3 with psychological diversity and Part 

4 with job-related diversity in teams.  

 

Since direct questions towards a topic are easily biased by social norms, the questions 

were split into different aspects of diversity and referred to personal experience of the 

participant. Having a concrete example in mind, those biases can be minimized.  

 

Part 2 was divided again. The first part focussed on national diversity. The first 

information to be gathered was the international experience. In order to be relevant, the 

limit was set to a stay abroad of at least two month in a row. Less than two month was 

considered as a long holiday or short stay abroad and therefore no real international 

experience. The additional information which was collected was the type of stay which 

was designed to be a filter for detailed analyses. 

The results showed that 60% of the participants have been studying or working abroad 

for longer than two months. This is in line with the development of the student abroad 

statistics of German universities. 
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Figure 14: Sex of Participants 
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Figure 15 shows the evolution of the 

percentage of German students going 

abroad from 1991 to 2011. Back in 

1991, when the Generation X was 

studying, only 20% of the students 

went abroad. Since then, the 

percentage of students going abroad 

has been constantly rising until 2009 

when a temporary zenith was reached. 

This evolution shows that students of 

Generation Y have considerable more 

international experience already 

during their studies than their 

predecessors.  

Source: Made by authors based on Burkhart et al. (2014) 

 

Furthermore, the figure confirms that the participants of the study represent a valid 

cross-section of the students concerning international experience: the findings of 60% 

are in line with the evolution. 

 

The following two questions dealt with the composition of their study /work colleagues 

abroad as well as at home: we wanted to know the percentage of the colleagues having 

the same nationality as the participants. To answer, they could choose between four 

different ranges of percentages: 0-25% / 26%-50% / 51%-75% / 76%-100%.  

Furthermore, the same question related to their close friends abroad was asked as well 

as at home, with the same ranges of percentages as options to answer.  

The questions about the fellow students or colleagues are an indication of the general 

composition of the people surrounding the participant. Compared to the nationalities of 

the colleagues, it shows whether the close friends are a cross-section of the people 

around him or her or whether people with the same origin are preferred in private life.  

The results showed no significant difference between people having the same nationality 

in private and work life 

 

The next questions dealt with the composition of group works. First, it was important 

to know if the participants did group works in their time abroad and if yes, whether they 

could choose the teams on their own as well. The core information was the percentage 

of the team mates who had the same nationality as the participant. The same block of 
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questions was asked for group works at home. The intention of these questions was to 

discover the preferences of national diversity in professional life, compared to the last 

questions aiming at the private life.  

The results reveal that participants who could choose the team members on their own 

had a larger share of people with same nationality in their team than participants who 

did not have the right to choose.  

 

The rest of Part 2 as well as Part 3 consisted of questions which offered a range from -2 

(strongly disagree) to +2 (strongly agree). The participants should evaluate statements 

according to their experience. To make sure that missing experiences with one type of 

diversity does not bias the results, we also offered the option ‘no experiences’ for each 

question. The following questions were asked for nationality, age, sex, functional 

background and educational level.  

 

Teams with members of different [...] are more creative.  

As creativity often is mentioned as one of the most important advantages of diversity in 

literature, the aspect was included in the questionnaire. 

 

Figure 16: Diversity and Creativity 

 

 

The result showed that Millennials evaluated the diversity of any kind as positive 

towards the creativity of the team. Functional diversity is considered as the most 

positive, whereas different educational backgrounds are evaluated as only slightly 

positive for creativity in teams.  
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Teams with members of different [...] find solutions faster. 

The second aspect which was examined was the speed of decision-making. Based on 

the reviewed literature, the expected outcome was that the speed is negatively influenced 

by diversity.  

 

Figure 17: Diversity and Speed of Decision-Making 

 

 

Contrary to the expected, the results were ambiguous for the dimensions. Nationality, 

sex and education were seen as slowing down the process, whereas age and function 

were seen as accelerating factors. All the values are close to zero, meaning that the 

impact of diversity on speed is considered as relatively small in general. 

 

Teams with members of different [...] come up with more decision alternatives in 

brainstorming.  

The beginning of the decision-making process often starts with a brainstorming to find 

the possible alternatives, for example the possible solutions to solve a problem. This 

question aimed at the grade of appreciation of diversity in the first stage of the process. 

This first stage can be seen as the most decisively stage: If diversity does not lead to 

more alternatives, the outcome will not differ in a significant way, even though the 

evaluation of the alternatives can of course still be influenced.  

 

-0.5

-0.4

-0.3

-0.2

-0.1

0

0.1

0.2

0.3

0.4

Nationality Age Sex Function Education

Speed

Speed



  

 

79 

Figure 18: Diversity and Amount of Generated Alternatives 

 

 

Functional diversity, according to the results, is seen to exert the strongest positive 

influence on the amount of generated decision alternatives. Educational diversity has 

only a very low positive impact. 

 

Teams with members of different [...] consider more aspects in evaluation of alternatives. 

A decision is considered as a good decision if all different alternatives as well as a wide 

range of aspects in the evaluation of these alternatives is taken into account. As team 

members bring in their individual point of view into the decision-making process, 

diverse teams are often assumed as evaluating alternatives in a more holistic approach 

than homogeneous teams.  

 

Figure 19: Diversity and Amount of Considered Aspects 
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All dimensions are considered as increasing the amount of aspects that are taken into 

account during the analysis of the different alternatives. Functional diversity is again 

seen as the dimensions with the most important influence, whereas education is seen 

as neutral. 

 

Teams with members of different [...] have a more intense discussion. 

Discussions are an essential part of the decision-making process. As the intensity of the 

discussion is used as an indicator for the thoroughness of the analysis of each individual 

alternative, this question was introduced.  

 
Figure 20: Diversity and Intensity of the Discussion 

 
 

 

Similar to the results of the questions regarding creativity, amount of alternatives and 

considered aspects, all types of diversity are evaluated as intensifying the discussion, 

whereas the impact of functional background is higher and education lower than the 

average.  

 

 

  

0

0.1

0.2

0.3

0.4

0.5

0.6

0.7

0.8

0.9

1

Nationality Age Sex Function Education

Discussion Intensity

Discussion Intensity



  

 

81 

Teams with members of different [...] generate better results. 

The last question concerns the outcome of the decision-making process. Independently 

of the possible negative and positive effects during the process, the participants should 

share their experience about the result.  

 

Figure 21: Diversity and Result of Discussion 

 
 

 
This summarizes the previous results. For nationality, age and sex, the previous 

findings revealed a slightly positive impact, which is reflected in this question. The 

dominant positive influence of functional diversity is also summarized in this figure. 

Interestingly, different educational backgrounds are considered as negatively 

influencing the overall result, whereas in the detailed questions concerning the decision-

process, it was only one time seen as negative: Speed of decision-making. Out of these 

findings we can conclude that the participants find educational diversity slowing down 

the whole process to such a considerable extent, that the overall influence is negative, 

even when it is slightly positive in the aspects of the decision quality.  
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For psychological diversity, we decided to ask them to evaluate value diversity: 

Questions for the psychological diversity are the most difficult ones to formulate. The 

final version in the questionnaire was: 

It is positive if all team members share similar society-related values.  

 

Figure 22: Diversity and Values 

 

 

The figure reveals the same tendance as our interviews with top managers: value 

diversity is not really appreciated. Our participants consider it as positive if society 

related values are shared among all members of the working group. One reason for this 

can be the current situation in Europe, currently facing the biggest wave of refugees 

since World War II and the negative propaganda which comes along with it. 
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7 Conclusion 
 

All in all, our findings indicate that current top managers as well as the future top 

managers have a similar attitude towards diversity.  

 

7.1 Research 1: Diversity and Top Management Teams 
 

Overall, our interviews revealed that the distributed knowledge and abilities are the 

strategic edge of diverse teams over homogeneous ones in decision-making. It turned 

out that this benefit of diversity is more likely to occur in job-related characteristics 

than in demographic or psychological ones.  

Social attraction theory is partly confirmed from our interviewees: people feel more 

attracted towards others they consider as being on the same wave length. For explaining 

the negative spiral of the similarity-attraction theory in part 5.2.3.2 it was argued that 

the group cohesion of homogeneous teams becomes stronger, trust among members’ 

increases, they communicate more and the level of unhealthy conflict descends. This 

spiral is not completely confirmed by our interviews. 

Due to the openness of most of the top managers, the diverse teams of our interviewees 

had a really good cohesion most of the time. Having important professional experience 

in several functions, having worked with different personalities and values as well as 

people of different demographic characteristics widens their horizon. Insecurity related 

to diversity will decline as they are used to get to know different people all around the 

world. Consequently, similarity-attraction theory is valid, but loose importance with 

increasing experience of top managers. The initial attraction of people feeling on the 

same wave length may lead to a strong cohesion in the first step, but as top managers 

do not feel so much insecurity towards people being different to them, this cohesion 

based on social attraction is not explicitly valued at work. It is preferred to put more 

effort in the beginning of group forming to get to know the different team members and 

to develop their own view out of this interaction, which is not primarily based on social 

categorization but on personality. Fruitful conflict rather than immediate agreement is 

appreciated.  

Due to the decreasing insecurity resulting out of their numerous experiences, they 

overcome the stage of prejudicing based on social categorization and are able to focus 

on the individual characteristics, appreciating the different abilities and opinions during 

the debate. 

 

Functional diversity is indisputably positive for TMTs’ decision-making. We presume 

that there are two main reasons for this observation. First of all, it seems logical that 

the process of social categorization is more likely to be based on observable 

characteristics like demography, hindering an unbiased view of input of out-groups. 
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Secondly, even when the information depends on demographic and psychological 

attributes to some extent, the most task-related knowledge is based on attributes 

directly associated to the job, like functional background. Consequently, this dimension 

is perceived as being more positive for a concise decision than the other attributes which 

are biased by social categorization.  

Rarely mentioned, educational diversity seems like not being very present for them. As 

most of top managers have a university degree, different levels of education can rarely 

be found in TMTs. To reach this highest level of the company, it is often seen as 

precondition to study and therefore top managers do not experience this dimension of 

diversity on this high level in the company.  

 

The evaluation of demographic diversity shows different results for the dimensions.  

Age diversity is neutral, without containing any important conflict potential. Similar to 

educational diversity, age does not play an important role for the top managers. The 

lack of importance can be explained by the same reasoning which was applied for 

education: most of the top managers have about the same age. In Germany, the average 

age of people becoming top manager is 47.7 years (Opitz, 2005, p. 93). Assuming a range 

from 35 to 55, it seems logical that the age does not play such an important role as the 

felt difference is rather small: all of them have considerable working-experience as well 

as life-experience. Consequently, age diversity occurs in a certain moderate range, 

making it less present for top managers.  

 

Nationality diversity enriches decisions, but only when the team is able to find a 

common ground to combine the differences. To install this group cohesion, investments 

during the stage of group forming are required and exceed the effort of homogeneous 

teams in the beginning. But after this initial effort, the performance of a diverse team 

excels those of homogeneous teams. Open-minded members will be able to considerably 

enlarge their horizon and learn a lot from other countries, enriching the decision-making 

process. 

In opposite, race-diversity is the most problematic dimension. Two interviewees 

experienced it as very difficult to work together efficiently with different races. They 

claimed that it is often ‘not working’ to build a real team out of too many different races. 

We presume that the cultural differences are evaluated as larger in racial than in 

national diversity. The results indicate that different cultures enrich decisions, as long 

as common ground-rules can be set up and basic group cohesion can be installed. When 

the significance of cultural differences exceeds the possibility to form a real team, they 

have a negative impact on decisions. 

Concerning gender diversity, we got the impression that there is too much discussion 

going on but not enough action. The female top managers all stated that they did not 

really think about how difficult it is for women, especially in Germany, to climb the 
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career ladder. For example, interviewee 1, raised in the very equal Lithuania, is 

convinced that one of the reasons why she broke through the glass ceiling is that she 

was not aware of the ongoing discussion about barriers to female leadership in 

Germany. She mentioned the saying: ‘Everybody agreed that it could not be done - until 

someone came along who was not aware of that and just did it’. Even if being the only 

woman among men was odd for the female leaders in the beginning, they got used to it 

and they forgot about it. Their male colleagues showed them respect and appreciated 

diversity of gender in TMT, stating a better atmosphere in gender-mixed team.  

 

Top managers consider personality as the decisive factor for the aspects a team member 

contributes to a debate. People working together in diverse teams including different 

gender, age, nationality etc. frequently seem to be able to overcome the stage of 

prejudicing others based on demographic categories and focus on the more complex 

constructs of personalities. Insecurity of working with people who are different from 

oneself declines over time. Therefore, the process of social categorization moves from 

the wide, demographic categories to the more detailed categories of personality, leading 

to focus on personal identity rather than social identity. 

If personalities differ to a huge extent, the communication during the decision-making 

process is getting complicated. Extroverts for example will dominate the discussion, 

hindering introverts to give important input. The positive effect of knowledge-sharing 

cannot be unfolded when strong personalities control the debate and are not aware of 

the relevance of actively involving every top manager into the discussion. Therefore, 

personality diversity is seen as positive, but only until a certain boundary: every team 

member has to be able to participate in the debate. Otherwise, the drawbacks 

predominate the benefits of personality diversity.  

 

High value diversity is never seen as positive for decision-making in TMT. Different 

values are soon leading to an intense discussion about personal attitudes without 

focusing on problem-solving and task-relevant information. Value congruence is 

important so that all top managers are pulling into the same direction and can therefore 

discuss the issue on a professional level, without getting stuck in too intense and time-

consuming debates about the overall aim. A common understanding about the duty of 

the company is crucial to avoid debates on principles, hindering effective decision-

making. 

 

Examining diversity in TMTs from a more general point of view, it turned out that the 

overall outcome of a diverse team strongly depends on its size. According to Bültel 

(2009), TMT efficiency is declining with more than 10 members. Our interviews 

confirmed that in small teams it is easier to tie social bonds for a successful 
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establishment of group cohesion as the members get to know themselves on a deeper 

level and are more dependent on each other.  

One respondent mentioned TMT-tenure: ‘When a team exists for a longer time, it is more 

stable and the positive effects of diversity are more likely to occur.’ When trust is built 

among team members, communication improves and basic group-norms are 

established, facilitating interaction. This effect can be confirmed via literature. The 

social categorization becomes less likely, leading to attenuate the similarity-attraction 

theory as a real team-spirit is established. At the same time, the cognitive-resource 

theory stays valid. Overall, longer TMT tenure leads to an attenuation of the negative 

effects of diversity while preserving the positive impact during the decision-making 

(Nielsen & Nielsen, 2013).  

 

Another interesting aspect is the conflict potential. Literature states that the decisive 

aspect is not whether or not conflicts occur, but how they are handled (van Knippenberg, 

et al., 2004, p. 1011). In homogeneous teams, conflict is not expected and therefore, in 

case of occurrence, the members are unable to cope with it. In opposite, in diverse teams 

the members expect having to deal with conflicts due to their differences. Thus, they are 

used to handle it and do not feel surprised or over-strained but immediately try to solve 

the conflict effectively by entering in a respectful debate (Rhode & Packel, 2014). 

Consequently, the rules of a professional, fruitful conflict as mentioned in 5.2.4.1 have 

to be followed.  

 

All in all, the positive impact of diversity as a tool in good decision-making processes of 

TMTs seems to overcompensate the potential negative ones. Nevertheless, it is more 

exhausting to lead a diverse team than a homogenous one. Consequently, the leader of 

the team has to take on higher responsibility. An aspect that we should not forget is the 

power of the head of the TMT, on the highest level of the company the CEO. He or she 

is the most powerful decision-maker (Nielsen, 2009). Even if diversity is appreciated 

from top managers, it always depends on the leader of the team if diversity is promoted 

or not. When he or she is not ready to critically reflect him- or herself and therefore 

listens to different opinions during the process of decision-making, but in the end takes 

the decision to his or her taste, the process can embody as much diversity as possible 

but will never have a real influence. Furthermore, even if the leader truly stands behind 

diversity, he or she has the duty to facilitate the group forming by hiring open-minded 

people ready to adapt and learn from others as well as making the people aware of their 

own and others weaknesses and strengths. Group cohesion is the precondition that all 

the different individuals can work efficiently together.  

Diversity itself inhabits not efficiency improvement, but the overall effect depends on a 

successful unfolding of its potential.  
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‘We need to give each other the space to grow, to be ourselves, to exercise our diversity. 

We need to give each other space so that we may both give and receive such beautiful 

things as ideas, openness, dignity, joy, healing, and inclusion.’ 

Max de Pree 

 

7.2 Research 2: Diversity and Generation Y 
 

Based on the results of our survey, we can presume that Generation Y appreciates the 

majority of the dimensions of diversity in teams.  

 

Functional diversity is considered as the dimension exerting the most positive influence 

on the team work. Next to an acceleration of the decision-process the decision quality 

is increased through generating more alternatives. Due to increased creativity, a more 

detailed analysis of the alternatives provoking a more intense discussion, functional 

diversity leads to a better result. As in our research about TMTs, we can conclude that 

cognitive resource theory is coming to the fore in this dimension of diversity.  

 

Educational diversity is the most problematic dimension. Even if the influence of 

education on the decision quality is considered as slightly positive, the slowing down of 

the process leads to an overall decrease of the results. These results may indicate that 

the participants were connecting the educational diversity with lower levels of education. 

Since the primary source of participants was student groups, the majority of 

participants were young academics and this interpretation is proximate. 

 

Regarding national diversity, our survey confirmed the considerable international 

experience of Generation Y. Their friends are a cross-section of the surrounding people, 

without preferring people of same origin in their circle of friends. In professional life, it 

seems like this type of diversity is appreciated only to a certain extent. When they have 

the opportunity to choose the teams on their own, they slightly prefer representatives of 

their own home country. Paradoxically, they believe at the same time that national 

diversity influences positively the decision in every step. This contradiction in choosing 

similar people and appreciating at the same time the input from different people reflects 

the two different theories of diversity in decisions: similarity attraction theory and 

cognitive resource theory. Our survey revealed that Generation Y is torn between these 

two theories: they are aware of the wider abilities and knowledge of heterogeneous 

teams, but simultaneously appreciate the positive influence of group cohesion in 

homogeneous teams.  

 

Age and gender diversity is evaluated as slightly positively influencing decision-making 

in teams, without any special interesting result. 
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Value diversity is considered as negative for decision-making. We explicitly asked about 

society-related values, as they represent the general worldview without focusing on 

purely work-related values. Generation Y regards shared society-related values in team 

work as important. Similarity attraction theory seems to be confirmed for value diversity 

which is appreciated only to a certain extent from Generation Y. This result might be 

influenced by the current situation in Europe with the negative propaganda about the 

refugees which are coming from countries with strongly different values. 

 

7.3 Implications for future development of diversity in TMTs 
 

Overall, current top managers as well as future top managers appreciate diversity, with 

functional diversity having a distinct positive impact. Value diversity is evaluated from 

both groups as negatively influencing decision-making. Age and gender are considered 

as slightly positive, whereas nationality incorporates the benefits of cognitive resource 

theory that can be leveraged only when similarity attraction does not significantly 

prevent group cohesion.  

We expected a more significant discrepancy of the evaluation of the two groups. We 

supposed Generation Y being more open towards diversity than the current top 

managers. Interestingly, we found alike attitudes, revealing an ongoing weighing up 

between similarity attraction theory and cognitive resource theory for both samples. 

Consciously or unconsciously feeling attracted by people who are alike due to the social 

support forms trust, attraction and a sense of belonging, reducing the uncertainty 

related to the interaction with people. At the same time, both groups are definitely aware 

of the capabilities and the knowledge as an asset of diverse teams in decision making.  

 

Based on our results, we pledge for an increase of diversity in all dimensions. The more 

diversity in TMTs, the less likely is the occurrence of prejudices due to social 

categorization based on observable characteristics. As we explained in Part 4.3.4, there 

are three factors influencing the occurrence of social categorization: comparative fit, 

normative fit and cognitive accessibility.  

Concerning comparative fit, an increase of diversity will make the existing categories an 

inappropriate reflection of the differences between people. Having a team with two 

nationalities will more likely lead to national categories, whereas when all team 

members have a different origin, the category ‘nationality’ will be obsolete.  

Normative fit states the occurrence of categories based on prejudices. As the contact-

hypothesis confirms, interactions with others lead to rethinking of prejudices, making 

these prejudice-based categories less likely (Hackett & Hogg, 2014, p. 415).  

In line, cognitive accessibility of observable characteristics declines in highly diverse 

teams. Due to the constant confrontation with different opinions and attitudes, the 



  

 

89 

frame of reference of team members will be adapted, leading to more sophisticated 

categories.  

As these influences show, increasing diversity will help top managers to overcome 

potential prejudices due to the attenuation the negative impact of social categorization. 

 

Furthermore, we want to stress the importance of a team spirit. The leader has to take 

the responsibility of hiring open-minded people, ready to learn from others and willing 

to rethink their prejudices. Diversity is not an asset in itself, but its potential has to be 

unfolded. Without true group cohesion, this potential will not be able to come to the fore 

to enrich the decision-making process. The following statement summarizes our results: 

 

The more, the merrier – as long as group cohesion is build. 

 

Taking a look into the future, we find indications for an increase of diversity in TMTs in 

the upcoming years.  

First of all, Generation Y is definitely aware of the positive impacts due to cognitive 

resource theory, seen as an important benefit of diverse teams in debates. Coming back 

to the model presented in our introduction, awareness is the first step of developing 

diversity competency.  

 

Reminder: Model of developing diversity competency according to Cox and Bale (1997) 

 

 

The second phase is about creating understanding by gaining knowledge. Due to the 

considerable international experience of Generation Y compared to the current top 

managers during their studies, we can presume that the group works stimulate 

reflections about diversity, leading to understanding. Even if they do not have 

experience with every dimension of diversity, the thinking-process is initiated by this 

cue and is likely to lead to a wider reflection about diverse opinions and attitudes. In 

turn, the knowledge and experiences will shape the frame of reference, influencing the 

categories of the process of social categorization. A larger context, as for example 

international instead of national, leads to highlight similarities with minorities instead 

of focusing on the differences. As Kofi Annan stated, we have to focus on the bond rather 

than the characteristics that may lead to categorization. 
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‘We may have different religions, different languages,  

different colored skin, but we all belong to one human race.’ 

Kofi Annan 

 

Concerning the third phase, action, we can find indications that Generation Y will put 

the knowledge into action by standing up for their opinion about diversity and therefore 

being able to push the development further. In general, Millennials have ‘high levels of 

morality and ethical standards’ (Pendergast, 2010, p. 12). They have defined principles 

about what is right or wrong and good or bad behaviour and they want these principles 

to be respected. This is not only the case for their private, but also for their professional 

life. ‘Millennials do not only demand to know the organisation’s purpose – its reasons 

for being - but are prepared to leave the firm when that purpose does not align with 

their own values’ (McLoughlin, 2015, p. 79). If the aim of a company contradicts their 

own standards, they feel free to search for another firm fitting their values in a better 

way. As they have the ‘tendency to reject social conventions compared to Baby Boomers 

at similar ages’ (Bolton, et al., 2013, p. 252), it is even more likely that even though 

some forms of diversity are not widely spread neither societally accepted, Millennials 

will advance the process of change. As we described in Part 2.2, Generation Y is quite 

open to change and has no fear of accepting and actively being part of it (Lammiman & 

Syrett, 2003).  

 

All in all, we find indications for an increase of diversity in TMTs due to the future top 

managers being on the track of developing diversity competency. Taking action to defend 

a more diverse team at the top of companies will for sure not be an easy task. But 

everyone should be aware of the value of diversity and be brave enough to support 

minorities as well as minorities should fight for their rights.  

 

‘The individual has always had to struggle to keep from being overwhelmed by  

the tribe. If you try it, you will be lonely often, and sometimes frightened.  

But no price is too high to pay for the privilege of owning yourself.’ 

Friedrich Nietzsche 

 

 

  



  

 

91 

8 Limitations and Future Research 
 

First of all, our number of interviews is limited, making a generalization of the findings 

on a wide scale problematic. Our conclusion is based on the assumption that a higher 

number of interviews would not change our results. Our justification for carefully 

drawing conclusions based on our five interviews is the similar evaluation of the 

dimensions of all of them. 

 

Another limitation, paradoxically, lies in the missing diversity among our sample. It 

seems like diversity is a topic that women are more interested in as men. To find 

interview partners, we got back to our own network and asked employees which may 

have contact to a top manager to ask for an interview. Interestingly, even when a man 

was our direct contact, we often were passed on to female top managers as they were 

considered as being ‘appropriate’ or ‘fitting’ for our request. Without looking at the 

outcome of the interviews, this procedure already reveals that the topic of diversity is 

not seen as concerning every employee, but is considered as relevant for those who are 

seen as minorities in the top management. This phenomenon indicates that even if 

diversity is appreciated in the decisions of TMT, there is still a lot to do until everyone 

feels concerned by it and until it is not seen as solely dedicated to push women and 

minorities to the top.  

Due to the majority of our sample being women, our data may be biased. As stated 

during an interview, diversity management often concerns principally gender-equality, 

meaning that the most structured projects are to be found in this area. Therefore, 

women see themselves as the target group of diversity management, which may lead to 

automatically support diversity. Even if we tried to exclude at least some bias by asking 

concrete questions about other dimensions, our results are dominated by the subjective 

opinion of female leaders.  

Furthermore, the result that women can make it to the top by ignoring the discussion 

about glass ceilings may be right for women without children. As only 1 of our 

interviewees has children, the question whether ‘just doing it’ works also when mothers 

have to combine family and private life is not answered in this research. We can only 

guess that the results may slightly change when including more mothers into the pool.  

As all top managers of our sample are working in Germany, we cannot draw any 

conclusion for the appreciation of diversity on a scale exceeding Germany. Our own 

experience as well as some insights from out interviewees indicate that the attitude 

towards diversity differs largely even within the countries of Europe, making it necessary 

to do research in each country for obtaining valuable results on a wider scale.  

The main argument for diversity is the increased information used during the decision-

making. This argument is only valuable under the condition that non-redundant 

information is also shared by all team members. Bunderson and Sutcliffe (2002) for 



  

 

92 

example found out that functional diversity is negatively related to information sharing 

(Bunderson & Sutcliffe, 2002). This study could be taken as a point of departure to 

research the actual information sharing of diverse teams.  

 

8.1 Research 2: Diversity and Generation Y 
 

The distribution of age reveals that the share of participants being born between 1980 

and 1988 is insignificant. Therefore, our results are biased by the answers of the 

representatives of Generation Y being born after 1988. As the oldest Gen Ys are the first 

who are now step by step arriving in the top management, it would be interesting to 

know whether the results change due to their opinion.  

 

Furthermore, 70% of the participants are female. Following the same reasoning as for 

the limitations for our interviews with top managers, women may be more likely to vote 

in favour of diversity than men. Even though the bias is relatively low due to the concrete 

questions we asked referring explicitly to other dimensions of diversity than gender, 

there might be a distortion as women having in mind that they are affected by diversity 

issues. 

 

As both of the authors are studying and therefore the channels of communication 

primarily reach students, we assume that most of the participants are students. Hence, 

the relatively low appreciation of educational diversity cannot be generalized. As 

students belong to the group of high educated people, the answers can only be 

interpreted one-way: higher educated people consider it as not very important to involve 

lower educated colleagues into the decision-process. Based on our survey, we cannot 

draw any conclusion for the appreciation of lower educated people towards higher 

education.  

 

Furthermore, students do not represent a cross-section of the whole society. Due to 

Erasmus and other exchange programs, students have considerable more international 

experience than people of lower education. Additionally, their studies aim at widening 

their horizon and teaching them to critically reflect themselves as well as others. We 

presume that they are more open towards diversity than lower educated people and 

therefore the results are not generalizable to the level of the whole society.  

Despite these downsides, the study is a valid foundation to examine the future 

development of diversity in TMTs as most of the top managers have a university degree. 

Even though the results cannot be generalized, they are a legitimate base for our 

research purpose.  
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Similar to the limitation of the analysis of top management teams, the nationality of the 

participants represents another limitation. The vast majority being German, our results 

reflect primarily the attitude of Germans. For further research, it could be interesting to 

conduct the survey in other nations for drawing conclusions about differences and 

similarities among countries.  

 

The amount of participants is another limitation. Having a base of 166 participants is 

not enough to compare different attributes among them. We planned to analyse the 

different mindsets of Millennials who have already been abroad for a longer timespan 

towards diversity but when filtering the data, the subsets of students were too small to 

draw meaningful conclusions out of the results.  

 

We are aware that it is not possible to generalize the results of the survey. As diversity 

is a complex construct with many facets, it is not possible to get 100% valid results out 

of an online questionnaire. The questions to ask have to be very detailed to get a better 

understanding of what the participants really care about. As it is always difficult to find 

respondents for a survey taking more than 10-15 minutes, we opted for a smaller 

amount of questions to generate more responses. All the conclusions that we draw are 

not to be considered as the whole truth, but as an indication of Generation Y’s 

appreciation of diversity.  
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