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Executive Summary

This article addresses a contested question in organizational behavior: whether workforce diversity —
demographic or job-related — meaningfully affects job performance. The authors argue that prevailing
assumptions (demographic diversity harms performance; job-related diversity helps) are largely artifacts of
biased evaluation methods rather than reflections of actual performance differences. Drawing primarily on
Van Dijk et al. (2012), a meta-analysis of 146 studies, the article presents evidence that subjective
performance ratings — particularly from external evaluators — systematically underestimate
demographically diverse teams (r = -0.06) while overestimating the value of job-related diversity (r = 0.09),
biases that largely disappear under objective measurement conditions. Key findings indicate that
job-related diversity offers modest advantages for complex and innovative tasks, while demographic
diversity shows no significant negative effect under objective evaluation. All reported effect sizes remain
small across diversity types and task categories. The article concludes that DEI programs retain value for
reducing discriminatory practices and promoting equity, even in the absence of large performance
differentials attributable to diversity itself.

Key Insights

1. Subjective performance ratings, especially from external evaluators, systematically bias results:
demographic diversity is undervalued (r = -0.06 externally) while job-related diversity is overvalued (r =
0.09 externally), a pattern not replicated in objective measurement.

2. Under objective performance measures, neither demographic nor job-related diversity shows a
meaningful effect on performance for basic tasks, suggesting that much of the conventional wisdom on
diversity and performance is measurement-driven rather than real.

3. Educational diversity showed the highest effect size for innovative performance (r = 0.20), though
this finding is based on only three papers and should be treated with caution.

Practical Takeaways

• Organizations relying on external subjective performance ratings may be systematically
disadvantaging demographically diverse teams through rater bias, a limitation that objective metrics
could partially address.

• The absence of a large universal performance effect from diversity does not invalidate DEI programs;
the article frames their value in terms of reducing discriminatory practices and ensuring equitable
evaluation rather than direct performance gain.

https://scienceforwork.com/blog/diversity-performance-impact-or-perception-bias/


Frameworks Mentioned

Componential Theory of Creativity — A framework outlining that three factors — relevant
knowledge, cognitive ability, and intrinsic motivation — are required to enable creative expression,
used here to explain why job-related diversity is expected to have a stronger positive effect on
innovative performance than demographic diversity.

Critical Analysis

Strengths: The article is grounded in a high-quality meta-analysis (Van Dijk et al., 2012) covering 146
studies with computable effect sizes, giving the core claims empirical weight. The distinction between
subjective and objective performance measures is methodologically precise and central to the argument.
The reporting of specific correlation coefficients (r values) adds transparency. Limitations: All reported
effect sizes are uniformly small, which the authors acknowledge, but the practical significance of these
findings for organizational decision-making is therefore limited. The article's trustworthiness score of 90%
is an internally assigned metric by ScienceForWork and is not a standard peer-reviewed statistical
construct. The finding on educational diversity (r = 0.20) is highlighted despite being derived from only
three papers, which risks overstating its reliability. The article does not address publication bias within the
underlying meta-analysis. Additionally, the article was written in 2025 and relies primarily on a 2012
meta-analysis, raising questions about whether more recent empirical developments are captured. Bias:
The framing is broadly sympathetic to DEI programs, which may shape emphasis in the interpretation of
null or negligible findings as non-harmful rather than simply inconclusive.

Organizational Practice

Organizations are described as commonly using subjective performance ratings — from external
supervisors, managers, or internal team members — to evaluate team performance. These evaluations
are noted to vary systematically based on evaluator proximity to the team. Some organizations are
described as prioritizing professional (job-related) diversity in hiring and team composition policies while
deprioritizing demographic diversity, partly as a consequence of biased research interpretations.

Strategic Implications

The article's findings point toward a growing tension in PMS design between the use of subjective
managerial ratings and the demand for equitable evaluation outcomes. The evidence that external rater
bias systematically disadvantages demographically diverse teams suggests that PMS architectures relying
heavily on managerial appraisal may embed structural inequity at the measurement level rather than
reflecting genuine performance differences. The near-zero effect sizes across diversity types for routine
tasks imply that diversity composition alone is unlikely to be a reliable driver of aggregate performance
metrics. The modest positive effect of job-related diversity on complex and innovative tasks may inform
how organizations structure team composition for project-based or R&D functions. The broader trend of
DEI program scrutiny in 2025 is contextualized by the article as disconnected from the empirical
performance evidence, suggesting a gap between political discourse and organizational research on this
topic.
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