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We present a review of the diversity ideologies literature from the target's perspective. In particular, we focus on how diversity ideologies—beliefs or organizational practices with regards to how to approach diversity—affect racial minorities' and women's self-perceptions and experiences at work. This review suggests that a diversity aware ideology (i.e., multiculturalism) is more beneficial than a diversity blind ideology (i.e., colorblindness) for racial-ethnic minorities (e.g., better performance outcomes; more psychological engagement, inclusion, and workplace satisfaction; more positive leadership self-perceptions; and reduced perceptions of bias and turnover intentions). In contrast, for women, gender-blindness is associated with more positive outcomes than gender awareness (e.g., enhanced self-confidence, pro-active behaviors and leadership emergence). Importantly, multiculturalism and gender-blindness can both produce negative side effects for racial minorities and women, respectively, which highlights the importance of developing approaches to address the shortcomings of these conventional ideologies. We discuss the implications and offer recommendations for future research.
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Over the last decades, racial and gender diversity in organizations has strongly increased. Enhanced diversity has the potential to give rise to positive outcomes in organizations such as creativity and effectiveness in workgroups (Homan et al., 2007; Page, 2007; Barta et al., 2012). On the flipside, diversity also has the potential to increase negative organizational outcomes such as conflict and miscommunication (Pelled et al., 1999; Van Knippenberg et al., 2004). As a consequence of diversity's potential to be both beneficial and harmful, many organizations have sought to understand how to leverage the upsides and manage the downsides (Galinsky et al., 2015). A key challenge and opportunity in this process is understanding the psychology of traditionally underrepresented groups such as women and racial-ethnic minorities in response to diversity initiatives.

In attempts to effectively manage diversity, many companies utilize structural and institutional initiatives, such as affirmative action, but also diversity training, and official diversity policies (Konrad and Linnehan, 1995; Kelly and Dobbin, 1998; Ely and Thomas, 2001; Jackson et al., 2003; Kalev et al., 2006; Leslie et al., 2014; Hideg and Ferris, 2016). Such initiatives can increase the representation of women and racial-ethnic minority employees in the short-term; however, over the long-term, their effectiveness has been shown to be limited. Indeed, racial minorities and women remain underrepresented in the upper echelons of organizational power (Catalyst, 2016; Fortune, 2017). Further, although this research examines representational outcomes, these interventions are often targeted at those in power (managers; e.g., affirmative action, policies) or majority group members (Whites, men; e.g., bias). Much less work has focused on the psychological experience of underrepresented groups in reaction to these policies. Indeed, past work has shown that though certain initiatives (such as affirmative action) can have a positive effect of representation (Crosby et al., 2006; Kalev et al., 2006), the psychological experience on those groups can often be negative, whereby they become targets of prejudice (Leslie et al., 2014; Hideg and Ferris, 2016) and question their efficacy at work (Heilman et al., 1987). Thus, the experience of underrepresented groups may be very different from their representational outcomes.

In addition to diversity initiatives targeting organizational structures, organizations can also utilize complementary approaches “to shape the cultural context of the workplace” (Apfelbaum et al., 2016, p. 547). Given the potential downsides of structural initiatives and significance of examining the experiences of underrepresented groups in reaction to diversity initiatives, understanding these complementary approaches and their impact on racial minorities' and women's attitudes, cognitions and behavior remains important (Joshi, 2014; Apfelbaum et al., 2016). One of the most prominent among these are diversity ideologies (Wolsko et al., 2000; Apfelbaum et al., 2016). Diversity ideologies can refer to organizational practices that are often explicitly summarized in a diversity mission statement and communicate the organizational approach to and norms around diversity. In addition, diversity ideologies can also refer to employees' own beliefs around how to approach group differences in diverse settings (Martin and Phillips, 2017). Thus, ideologies can be contextual or individual (or both).

In this review, we examine diversity ideologies, which have been shown to promote diversity and inclusion in organizations (Wolsko et al., 2000; Rattan and Ambady, 2013; Sasaki and Vorauer, 2013; Plaut et al., 2018), and their effects on racial minorities' and women's experiences in organizations. In doing so, we focus our analysis on two levels: ideologies as contextual or organizational level variables (i.e., imposed by the organization or those in power) and as individual level variables (i.e., beliefs held by individuals). We review these two levels, as they are mutually reinforcing, where organizational beliefs can be adopted by individual members (Bourguignon, 2017; Martin and Phillips, 2017), and individual beliefs can shape organizational cultures (Schein, 1992)1. Our review of research within organizational settings elucidates why minorities or women respond differently to different ideologies, and have unique outcomes in similar ideological contexts. Moreover, although our main goal is illuminating workplace behavior and outcomes, we also discuss research in adjacent areas (e.g., stereotyping, prejudice, interaction) that offers complementary insights relevant for organizations.

The current contribution reviews and synthesizes existing literature in a systematic way to highlight the role of diversity ideologies on traditionally underrepresented groups' in particular, racial minorities and women) self-perceptions, experiences and behaviors in diverse work settings. Doing so makes at least two broad contributions. First, in previous work, diversity ideologies have gotten ample attention in many areas of research, ranging from educational to government policy. Adding a comprehensive review on their role in the organizational context is valuable, as it not only theoretically clarifies the types of organizational ideologies that benefit the very groups they aim to help, but also gives practical advice for organizations looking to understand the messages they use to reach that goal. That is, identifying conceptual confounds and ambiguities around ideological messages is important to understand how to effectively implement them in organizations. For organizations looking to increase and improve the dynamics around diversity, this can then help increase the status and resources amongst underrepresented groups (an important precursor to societal equality). Second, by combining ideologies literature focusing on both racial minorities' and women's perspective, this review integrates two lines on inquiry that have primarily developed in isolation. As such, this work allows us to uncover similarities and differences of racial minorities' and women's responses to different ideologies. Below, we first define the dominant ideologies in the literature. Our initial discussion of (variations in) different ideologies focuses primarily on the context of race-ethnicity as there is more information available in this domain, and thus, offers the richest information. Here, we also pay some attention to the conceptualization of gender ideologies, which can be seen as a continuation of the race-ethnicity literature. We zoom into ideologies' impact on racial minorities, followed by their impact on women' experiences. In our integrative discussion we identify patterns and shortcomings in the literature and propose key future directions.

DIVERSITY IDEOLOGIES: BLINDNESS VS. AWARENESS

As a consequence of continuously diversifying society, academics have sought to find ways to better understand intergroup relations. These attempts have traditionally focused on stereotyping, discrimination as well as representational concerns around traditionally underrepresented groups (Fiske et al., 2002; Crosby et al., 2006; Kalev et al., 2006). An alternative to these traditional foci is to illuminate the role of organizational practices or individual beliefs around how to approach diversity in the quality of intergroup relations. These practices or beliefs, diversity ideologies, are highly consequential and offer a complementary way of uncovering the dynamics around and outcomes of intergroup contact (Wolsko et al., 2000; Rattan and Ambady, 2013).

Most research on diversity ideologies has been done in the context of race. Existing work identifies two broad types of diversity ideologies, which differ in the extent to which they recognize or ignore differences between demographic groups. Though they differ in their approach, the two dominant ideologies share the same ultimate goal: contributing to an environment in which diverse groups of people can harmoniously live and work together (e.g., Wolsko et al., 2000). One ideology aims to do that by ignoring and de-emphasizing differences between groups, while the other takes the opposite approach, by being open to and recognizing differences.

One type of ideology, the so-called colorblindness (i.e., blindness) approach, focuses on de-emphasizing differences between social groups (Wolsko et al., 2000; Apfelbaum et al., 2012). The underlying assumption of this ideology is that categorizing individuals by their social group leads to prejudice and conflict. Thus, ignoring social categories should reduce these negative consequences. The colorblind ideology is not without its critics. Opponents of colorblindness suggest that suppressing social categories is not possible, as humans have a natural tendency to categorize their environment to be able to process the large amount of information (Rosch and Lloyd, 1978). Moreover, research shows that demographic group information, like race and sex, is detected in the brain within milliseconds (Ito and Urland, 2003). Opponents propose that colorblindness is not only impossible but also undesirable because it ignores the unique cultural identities and traditions of racial minorities and assimilates them into a dominant power structure (Fryberg and Stephens, 2010). Further, diversity has the potential to offer positive contributions to companies and the society as a whole (Van Knippenberg et al., 2004). As such, opponents of colorblindness argue that differences between demographic groups should not be ignored but recognized and celebrated.

The idea that diversity should be emphasized rather than ignored is central to the second prominent ideology in the literature, multiculturalism (i.e., awareness). In this view, differences between social groups should not only be recognized and emphasized, but also valued and celebrated. Proponents of multiculturalism argue that categorization does not have to be harmful (Park and Judd, 2005; Costa-Lopes et al., 2014). When differences between demographic groups are perceived in a positive manner (e.g., as sources to learn from), they do not evoke prejudice. Moreover, demographic group differences can be meaningful and important to the members of these groups; ignoring or undervaluing of which would do these groups a disservice. However, similarly to colorblindness, this view also has its critics, who argue emphasizing differences between groups can exacerbate stereotypes, create divisions between groups, delegitimize racial inequity claims, and promote racial segregation (Verkuyten, 2005; Hahn et al., 2010, 2015; Gündemir and Galinsky, 2018).

Like diversity ideologies focusing on race-ethnicity, gender ideologies also differ in the extent to which they recognize vs. overlook intergroup differences. On the one hand, there is gender-blindness. Analogous to colorblindness, this view proposes that the differences between men and women are neither meaningful nor consequential and thus they should be ignored and men and women should be treated as individuals (Koenig and Richeson, 2010; Martin and Phillips, 2017). On the other hand, there is gender awareness. Analogous to multiculturalism, gender awareness proposes that differences between men and women should be recognized and celebrated.

CONCEPTUALIZING DIFFERENT FORMS OF DIVERSITY IDEOLOGIES

While many agree that the dichotomy between de-emphasizing vs. acknowledging and celebrating social group differences is common across studies on diversity ideologies (Hahn et al., 2015), it is noteworthy that both ideologies are complex and can take different forms. Recent work has elaborated on the importance of how these ideologies are conceptualized and measured. With regards to the blindness ideology, scholars have depicted this approach in multiple ways, depending on different intentions toward the outgroup (e.g., assimilation vs. inclusion; Hahn et al., 2015) and differences in the focus of attention (e.g., sameness vs. de-emphasis of subgroup differences in favor of individual uniqueness; Rosenthal and Levy, 2010).

For example, regarding intentions toward the outgroup, Hahn et al. (2015) note that while conceptions of blindness converge in their de-emphasis of difference, an assimilationist approach entails that such “sameness” should be defined by the superordinate group's norms (e.g., “organizations should encourage racial minorities to adapt to mainstream ways”; Plaut et al., 2009), whereas an inclusion-focused colorblind approach de-emphasizes difference make minority groups feel included (e.g., “you can find commonalities with anyone no matter their background”; Hahn et al., 2015).

Further, with regards to which differences are the focus of attention, some blindness ideologies focus on recognizing sameness whereas others focus on individual differences. That is, colorblindness has been portrayed as a value-in-homogeneity approach, in which differences between groups are suppressed in favor of an overarching group membership (Plaut et al., 2011; Holoien and Shelton, 2012; Todd and Galinsky, 2012; Gaertner and Dovidio, 2014). However, colorblindness has also been depicted as a value-in-individual differences approach, focusing on ignoring any type of group membership (e.g., a subgroup or an overarching one) in favor of individual qualities that make people unique (Wilder, 1984; Ryan et al., 2007; Verkuyten, 2010; Peery, 2011).

Regarding these different conceptualizations of colorblindness, scholars have debated whether these different conceptualizations represent subtypes of the colorblind ideology or separate ideological approaches (Rosenthal and Levy, 2010). Some work has labeled assimilation as a separate ideology from colorblindness, as unlike the benevolent nature of colorblindness, assimilation's sameness-focus perpetuates the dominant group's norms (e.g., Hahn et al., 2015). Others have suggested that value-in-homogeneity and value-in-individual differences are subtypes of colorblindness, as both variants are characterized by a lack of recognition of subgroup differences, (e.g., Dovidio et al., 2010; Gündemir et al., 2017a). These latter scholars also recognized that while the psychological consequences of the salient subtypes may differ, many common manipulations and measures of colorblindness integrate elements from both (Wolsko et al., 2000; Ryan et al., 2007), making it unclear which element is causing or creating the effects. Finally, most recently, it has been suggested that colorblindness can also be interpreted as value-in-equality, which focuses on a meritocratic perspective of equivalent and fair treatment of different social groups (Apfelbaum et al., 2016).

Similar to the multifaceted nature of colorblindness, conceptualizations of the awareness ideology have also differentiated between the intentionality and focus of an ideology that highlights group differences. For example, some work differentiates between the positive version of multiculturalism (recognition and preservation of category distinctions to build a strong, diverse community) and negative version of segregation (the separation of groups, such that they occupy different spheres). Further, multiculturalism can be interpreted as the celebration of cultural differences (Wolsko et al., 2000; Government of Canada, 2018), or the inclusion of different cultural backgrounds into an environment (Markus et al., 2000; Apfelbaum et al., 2016), as well as respect for cultural differences and identities (Markus et al., 2000; Purdie-Vaughns and Walton, 2011). In these latter conceptualizations, it is unclear whether the benefits of multiculturalism are due to the celebration, inclusion, or respect of differences, and future research is needed to better disentangle these effects.

Similar to the conceptualization challenges in race-ethnicity research, the yet limited amount of work on gender ideologies is also confronted with conceptualization issues. Analogous to colorblindness, measures of gender-blindness often include both a value-in-individual differences, focusing on individual differences between men and women, and a value-in-homogeneity, focusing on emphasizing what is common among men and women (e.g., Koenig and Richeson, 2010; Martin and Phillips, 2017). Unlike the clearer conceptual distinctions made in research on race ideologies, empirical research in this domain has rarely distinguished between these components. While these conceptualizations represent hierarchy attenuating ideologies, some conceptualizations are hierarchy enhancing, such as a gender-blind approach which focuses on women adapting to men, which is consistent with assimilation (Hahn et al., 2015). Similarly, some work argues that some forms of gender-awareness are akin to segregation, which aims to keep men and women in separate domains (e.g., jobs, schools; Hahn et al., 2015).

In sum, although some work distinguishes between different forms of colorblindness and multiculturalism (e.g., Verkuyten, 2010; Levin et al., 2012; Hahn et al., 2015), much of the existing research operationalizes colorblindness and multiculturalism in ways that integrates elements from each variant (Wolsko et al., 2000; Gutiérrez and Unzueta, 2010; Morrison and Chung, 2011). Similarly, conceptualizations of gender ideologies often involve elements from different variants. As such, when evaluating the effectiveness of colorblindness and multiculturalism or gender-blindness and gender awareness, it can be hard to determine which elements are responsible for the observed effects. It is important to note that conceptualization of the blindness ideology is typically more variable than that of the awareness ideology, hence, we pay more attention to specifying the type of blindness in our discussion of empirical findings below.

Below, when the reviewed work specifies the exact conceptualization of color/gender-blindness, we make note of which conceptualization was used; otherwise, when left unspecified or if multiple elements occur simultaneously, we use the overarching term “colorblindness” or “gender-blindness” for race and gender ideologies, respectively.

HOW DO RACIAL MINORITIES RESPOND TO DIVERSITY IDEOLOGIES?

To understand minorities' responses to diversity ideologies, Dovidio and colleagues offer a functional perspective. In this perspective, the responses of minorities to different ideologies are thought to be an outcome of the extent to which each ideology addresses their group based needs (Dovidio et al., 2007, 2010). The salient ideology gives the members of different groups signals about how comfortable they can feel within, and how much they can trust, a given environment (Purdie-Vaughns et al., 2008). By ignoring—and therefore seemingly not valuing group differences—a blindness ideology overlooks group-based challenges minority groups may experience and allows the majority group to maintain their dominant position. An awareness ideology, however, acknowledges the minority group's need for group-based recognition and appreciation and can help change the status quo (by, for example, making conversations about group based disparities less a taboo, cf., Schofield, 2001, Saguy et al., 2009), enhancing the position of the minority group. As such, an awareness ideology (i.e., multiculturalism), could be more functional for the minority group and this may be especially true for those who strongly identify with their group (Verkuyten, 2005, 2009). Below, we review empirical research concerning the link between diversity ideologies and responses of racial minorities.

Empirical Work on Racial Minorities' Responses to Diversity Ideologies

Research on the impact of diversity ideologies on racial minorities focuses broadly on three areas: (1) minority group members' preference for different ideologies, (2) the effects of dominant group members' ideology on minorities' responses and experiences, and (3) the role of ideologies at the organizational level on minorities' perceptions and behavior. We discuss relevant findings next.

In line with the previous arguments, empirical work demonstrates that the members of minority groups have a strong preference for multiculturalism (Markus et al., 2000; Arends-Tóth and Van De Vijver, 2003; Wolsko et al., 2006; Ryan et al., 2007, 2010). Consistent with the functional perspective, a preference for multiculturalism likely stems from minority groups' desire for their group-based needs to be recognized. Supporting this idea, a preference for multiculturalism is not solely unique to racial minorities, it applies to any group that holds minority, subordinate status within a given environment. For example, White students at predominantly black colleges, where they are the representational minority and hold a lower status position, endorse diversity aware policies in these institutions. That is, they prefer that their group be recognized and their needs be addressed. However, these same students endorse diversity blind, assimilationist policies at the national level, where their group is the representational majority and holds the higher power and status position, as their group is already recognized and needs already addressed (Hehman et al., 2012). This finding suggests that as the functionality of an ideology shifts, so do groups' preferences.

Additionally, research has shown that, by creating a specific climate, the diversity ideology endorsed by the majority group can have important consequences for minorities' perceptions and experiences. When the majority group endorses multiculturalism (rather than colorblindness), racial minorities tend to perceive less bias, and experience more engagement and inclusion. For example, Plaut et al. (2009) studied minorities' psychological engagement at work (i.e., the extent to which employees value work success and organizational membership) in response to their majority group co-workers' ideology. This work showed that to the extent that the majority group employees endorse multiculturalism in a unit, minorities report higher psychological engagement. The majority group's endorsement of colorblindness (measured as assimilation), is associated with reduced psychological engagement among minorities. This positive effect of multiculturalism on minorities' engagement is explained by perceptions of bias. That is, minorities experience less racial bias when the climate is characterized by multiculturalism, which in turn boosts their psychological engagement.

This result is consistent with experimental research, which showed that racial minorities experience more engagement on a cognitive task when interacting with majority group counterparts who are primed with multiculturalism rather than colorblindness (Holoien and Shelton, 2012). This greater engagement exhibited by racial minorities is explained by perceptions of lesser bias from their majority group partners (Holoien and Shelton, 2012). Similarly, in workgroups, minority employees feel more accepted to the extent that leaders endorse multiculturalism (vs. colorblindness), which results in more effective workgroup functioning (Meeussen et al., 2014). Finally, Vorauer et al. (2009) found that compared to a colorblind ideology, the majority group (in this case White Canadians) primed with a multicultural ideology show more engagement in minorities (in this case Aboriginal Canadians), which leads minorities to have fewer evaluative concerns and experience less anxiety. With regards to racial minorities' performance in organizations, research suggests that compared to colorblindness, an awareness (i.e., multicultural) ideology can improve the performance of racial minorities on cognitive tasks (Wilton et al., 2015; Apfelbaum et al., 2016).

Not only does multiculturalism seem to benefit racial minorities when Whites adopt this ideology, but similarly, when the (organizational) context is characterized by multiculturalism (through, for instance, diversity mission statements), minorities also experience positive outcomes. For example, minorities' perceptions of organizational multiculturalism can boost their workplace satisfaction, by enhancing their sense of inclusion within an organization (Jansen et al., 2016). Further, multiculturalism can reduce minorities' turnover intentions, especially when they strongly identify with their cultural-ethnic group (Phouthonephackdy, 2016). Additionally, research in Western Europe showed that diversity aware environments can enhance religious minorities' positive perceptions of education and work (Van Laar et al., 2013). Moreover, Purdie-Vaughns and Eibach (2008) found that when African American professionals are attuned to minority representation, workplaces that espouse a colorblind, value-in-homogeneity message leads them to perceive threatening identity contingencies and to distrust of their organizational environment.

One study has extended these findings to the context of leadership. Because minorities remain underrepresented in higher leadership positions, it is important for organizations to find ways to stimulate minority leadership (e.g., Ospina and Foldy, 2009; Gündemir et al., 2014). Some scholars wondered whether organizational diversity ideologies can stimulate minority leadership by boosting their leadership self-perceptions (Gündemir et al., 2017a). This work showed that, by communicating an open diversity climate, multiculturalism can indeed help minorities to cultivate more positive leadership self-perceptions. When organizational diversity mission statements communicate multiculturalism, minorities report increased leadership self-efficacy (i.e., the extent to which they think they are able to fulfill leadership tasks successfully) and stronger leadership aspirations (i.e., intentions to apply for leadership roles) than when the value-in-homogeneity variant of colorblindness is salient. Interestingly, this work did not find a difference between multiculturalism and the value-in-individual differences variant of colorblindness. The authors suggested that the value-in-individual differences variant of colorblindness' acknowledgment of differences, albeit at the inter-individual level, may -to some extent- address minorities' need for recognition of differences and thus be more “functional” for them than the value-in-homogeneity variant.

Together, empirical work suggests that minorities respond more positively to (organizational) contexts characterized by multiculturalism (rather than those characterized by blindness) and these contexts appear to improve task engagement amongst minority groups.

Additional Considerations Around Minority Responses to Diversity Ideologies

It should be noted that there are several important contextual factors with respect to the above-depicted effects. In most of this research, racial minorities represent a small number in organizations and prefer multiculturalism over colorblindness. However, these effects often depend on representation, the ways in which racial minorities perceive the messages being espoused, and the types of differences being highlighted. For example, in the few contexts where they represent the majority group, past work has found African Americans prefer an assimilationist, blindness approach, as their identities are already valued and embraced (Hehman et al., 2012). Further, while much research suggests racial minorities prefer and perform better with multiculturalism, recent work suggests that when minority groups are strongly underrepresented (e.g., making up about 5% of the company) they may wish to merge with the rest (Apfelbaum et al., 2016). In those circumstances multiculturalism may be less effective for performance.

Moreover, multiculturalism can produce some unintended side effects. For example, Zou and Cheryan (2015) note that when multiculturalism is highlighted, racial minorities may feel a “minority spotlight effect,” leading them to experience a heightened sense of self-awareness, negative emotion, and discomfort (Crosby et al., 2014). Further, multiculturalism can lead racial minorities in the U.S. to feel excluded from the overarching national identity (e.g., the American identity), lowering their motivation and self-esteem (Zou and Cheryan, 2015). Consistent with this, Verkuyten (2005, 2009) showed that multiculturalism was only related to heightened self-esteem among those for whom their racial-ethnic identity is highly salient and not among those for whom their racial-ethnic identity is less salient. Multiculturalism can also lead to an emphasis of certain, sometimes problematic, differences. For example, multiculturalism has been shown to increase race essentialism (Wilton et al., 2018, but see Martin, 2018) and lead to (positive) stereotyping of the racial minority group (Gutiérrez and Unzueta, 2010), which can lead to negative reactions and perceived prejudice amongst racial minorities (Czopp, 2008). Moreover, although interpreted positively by racial minorities, majority groups perceive the pro-diversity attitudes communicated through multiculturalism as exclusionary (Plaut et al., 2011), subsequently limiting their support for organizational diversity efforts, which can have negative spillover effects on racial minorities' experiences.

One additional side effect of multiculturalism is that it can create a false fairness context. Gündemir and Galinsky (2018) demonstrated that minority group observers perceive organizational diversity mission statements characterized by multiculturalism as a cue for fair treatment of minorities. This, in turn, is associated with disregarding of information about potential racial discrimination and delegitimization of racial discrimination claims (Kaiser et al., 2013; see also Dover et al., 2016).

In sum, although the discussed literature until now shows the promise of multiculturalism vs. colorblindness from the perspective of racial-ethnic minorities, it also indicates some contingency factors for its effectiveness and even some potential downsides. Recently, researchers have started exploring the role of diversity ideologies for another key demographic group: women. Below, we review this work and contrast those findings with the findings around race-ethnicity.

HOW DO WOMEN RESPOND TO DIVERSITY IDEOLOGIES?

In contrast to much research on the benefits of an awareness ideology, multiculturalism, for race, research shows that gender-blind ideology may be beneficial for women. One possible reason for this discrepancy is that the differences made salient for race through multiculturalism tend to be those focused on cultural identities and experiences of racial minorities, which are often ignored in a power structure that is frequently dominated by the majority group. For gender, the types of differences made salient through an awareness ideology are those that focus on stereotypical gender roles, including personality, skill, and preference differences (i.e., men as agentic; women as communal; Martin and Phillips, 2017, 2019; Martin, 2018). Since agentic qualities overlap with leadership qualities, gender-blindness may be more appropriate in the work domain, because reducing sexism involves seeing women as capable and competent with regards to their leadership abilities and potential (Martin et al., 2016).

How do the gender aware vs. gender-blind ideology impact workplace perceptions and outcomes of women? Martin and colleagues suggest that the gender-blind ideology is more instrumental for women at work than the gender aware ideology as the latter can emphasize traditional differences in social roles associated with men and women (also see Eagly and Karau, 2002; Martin et al., 2016). Social role theory suggests that, as a consequence of traditional role distribution between men and women, different group based stereotypes of men and women have emerged (Eagly, 1997). Women are typically associated with communality (characteristics such as warmth and consideration) and men with agency (characteristics such as self-confidence and dominance; Eagly and Karau, 2002). This perceived dichotomy can stand in the way of women's career development because higher status and leadership roles are more strongly associated with agency than communality.

Though this area of research is nascent, theory suggests that gender-blindness can have a positive impact on women at work. Because gender awareness can heighten the salience of the communality of women vs. agency of men, a gender-blind ideology may be more effective for women (Martin et al., 2016; Martin and Phillips, 2017).

Empirical Work on Women's Responses to Diversity Ideologies

Thus far, empirical research on the impact of gender ideologies on women is limited and focuses broadly on (1) women's preference for ideologies and the role of ideologies held by individuals on women's experiences, (2) the effects of ideologies held by the dominant group members (i.e., men), and (3) ideologies at the organizational level affecting women's experiences. We discuss relevant findings next.

Early research has shown that women (as well as men) perceive gender-blind ideology as more appropriate in the work domain (Koenig and Richeson, 2010). According to this work, gender-blindness is perceived as a way to reduce sexism. Outside of the workplace, where men and women often exist in dyadic, interdependent, and familial relationships, an awareness ideology is preferred (Koenig and Richeson, 2010). However, in the workplace, where women face sexism-related challenges, blindness is seen as more fitting in the workplace. Further, some work shows that endorsement of gender-blindness is negatively related to biological essentialism (Martin, 2018), while others reported non-significant effects (r = −0.09, p < 0.10; Hahn et al., 2015). However, the reported negative effects are specific to hierarchy-attenuating forms of gender-blindness (value-in-individual differences, and value in homogeneity), as hierarchy-maintaining (assimilationist) forms of gender-blindness are associated with endorsement of essentialist beliefs (Hahn et al., 2015). Thus, it is clear that the conceptualization of gender-blind ideologies is an important factor in explaining these effects.

The relationship between gender ideologies and essentialist beliefs is problematic, as gender-essentialism is related to more stereotyping, sexism, and backlash (e.g., Martin and Parker, 1995; Bastian and Haslam, 2006); thus, it appears that gender-blindness may have the potential to lessen sexism women experience. Indeed, Koenig and Richeson (2010) found that gender-blindness is negatively associated with sexism, both in individuals' desire to respond without, and benevolent sexism (a form of sexism which denies women agency, by seeing them as reliant on men; Glick and Fiske, 1996). Importantly, the relationship between gender-blindness and benevolent sexism is not limited to men. Women's own endorsement of benevolent sexism leads to a host of problems, where exposure to, and endorsement of, benevolent sexism leads to lower achievement efficacy (Barreto et al., 2010), performance on male-typed tasks (Vescio et al., 2005), and preference for more dependent, and less autonomous, help (Shnabel et al., 2016). Overall, these findings suggest that gender-blindness, particularly when conceptualized as value-in-individual differences or value in homogeneity instead of assimilation, has the potential to create contexts where women experience less sexism.

Some studies examined the role of men's adoption of gender ideologies on women's responses. Martin and colleagues found that when men were primed with gender-blindness, they reduced their dominance in interactions, leading women to contribute more to the conversation (through increased talking time; Martin et al., 2016). Recent research suggests that men who endorse or are exposed to gender-blind messages are less likely to endorse gender-STEM stereotyping, with downstream consequences for evaluation of female scientists, both of which have previously been shown to limit women's opportunities in STEM (Martin and Phillips, 2019). Also, men who were primed with gender-blind ideologies were also more likely to support affirmative action policies, which help women advance in environments where they are underrepresented (Martin, 2018).

Further, when the (organizational) context is characterized by gender-blindness, it appears to be beneficial for women as well. Research showed that women in a gender-blind setting report higher levels of self-confidence, especially in male dominated environments (Martin and Phillips, 2017). Moreover, this increased self-confidence leads them to act in more pro-active ways (e.g., taking more risks), which are actions and behaviors needed to be successful in many work environments and positions of power.

Taken together, although the current state of knowledge on gender ideologies is limited, existing work suggests that gender-blindness may be beneficial for women's advancement at work.

Additional Considerations Around Women's Responses to Diversity Ideologies

Though nascent research has found positive effects of gender-blindness on women's workplace outcomes, like multiculturalism on racial minorities' outcomes, these effects seem to be contextual as well. For example, Martin and Phillips (2017) found that the benefits of gender-blindness are limited to those where men represent the majority and women are underrepresented. In fact, in communal environments (or those made up of majority women) gender-awareness seems to be more effective. Apfelbaum et al. showed similar effects; when women represent a substantial percentage in an organization (40%) they prefer a value-in-difference approach. Martin et al. (2018) uncovered that in fact, it is only women who have strong career values (i.e., those who prioritize career related goals) who prefer gender-blindness. Conversely women who have stronger family values (i.e., those who prioritize family related goals) actually prefer gender-awareness.

Further, gender-blindness (much like multiculturalism) can create its own negative side effects. For instance, policies such as “meritocracy,” which many companies utilize as a form of the blindness ideology (Apfelbaum et al., 2016), that ignore factors that shape and bias women's performance at work (i.e., being “blind” to these issues) exacerbate prejudice toward women in occupational domains. In this respect, Castilla and Benard (2010) show that the presence of meritocratic (i.e., gender-blind) policies prompt both male and female decision makers to offer higher levels of bonus to men than to equally qualified women. The authors speculate that these gender-blind policies can, for instance, enhance moral credentials of decision makers, which in turn evoke biased decision-making. The same study also demonstrates that when the context communicates awareness for biases women at work face, decision makers can engage in behaviors that attempt at making up for injustice. Thus, by reducing awareness of group-based challenges women face, gender-blindness may be detrimental for their workplace experiences and outcomes. Finally, gender-blindness can exacerbate backlash for women who display more feminine behavior (Malicke, 2013). Thus, there is potential for gender-blindness to prohibit women from behaving in stereotypically feminine ways, which may mute their authenticity. Although these current insights primarily highlight how women (vs. men) are perceived as targets rather than highlighting the target's own perspective, these findings are informative for understanding the potential downsides of the gender-blind ideology and form a stepping stone for future work extending these to the target's perspective.

SUGGESTIONS FROM PAST RESEARCH TO ADDRESS THE SHORTCOMINGS OF DIVERSITY IDEOLOGIES

The discussion above suggests that multiculturalism may be beneficial for racial minorities and gender-blindness for women. At the same time, it demonstrates that both multiculturalism and gender-blindness can have unintended, negative consequences. This has led many scholars to attempt to develop more nuanced ideological approaches to diversity, primarily in the context of racial diversity.

Some scholars suggested a focus on “identity safety,” rather than multiculturalism. The identity safety approach acknowledges that diversity can be a source of value and that social groups can experience social contexts in similar ways, but that various barriers may prevent them from doing so (Purdie-Vaughns and Walton, 2011). Others proposed that, to reduce the majority group's sense of exclusion, multiculturalism message should explicitly include the majority group in it, the so-called all-inclusive multiculturalism approach (Stevens et al., 2008; Plaut et al., 2011). This could lower their resistance among the majority, creating more inclusive environments where minorities have more opportunities and more positive work place experiences.

Another strategy introduced in recent research has focused on ways to reduce the negative effects of multiculturalism while retaining its positive effects. This work demonstrated that explicitly incorporating an equal opportunity, value-in-merit message to multiculturalism can help circumvent some of multiculturalism's negative effects (Gündemir et al., 2017b). This synergistic approach termed multicultural meritocracy emphasizes organizations' commitment to a highly accomplished, qualified and diverse workforce. Multicultural meritocracy reduces negative effects of multiculturalism such as stereotype activation of minorities and sense of exclusion by the majority, while retaining its positive effects such as psychological engagement of minorities (Gündemir et al., 2017b).

Although research on such ideal strategies is missing in the context of gender ideologies, we speculate that this last approach may also help address some of the shortcomings identified in gender ideologies research. The synergistic approach of gender aware meritocracy may tackle some of the specific limitations of the gender-blind ideology. For example, Martin (2018) found that compared to a generalized “awareness” message, an “experience-awareness,” which included examples of experiences of women, increased men's recognition of discrimination and increased their support for affirmative action policies. By focusing on the unique experiences and obstacles women face, rather than essential, gender-role differences, men's attention was directed toward the differences often highlighted for race through multiculturalism, and away from gender-role stereotypes that limit women's opportunities. Thus, adding gender awareness (i.e., awareness of experience) to the gender-blind (i.e., blindness to essentialist differences), meritocratic message can make decision makers aware of the potential for gender-based prejudice, which can reduce biased decision making in reward distribution (see Castilla and Benard, 2010). Moreover, since gender aware meritocracy provides a more inclusive message than the gender-blind ideology, in which gender based differences are not only recognized but also explicitly valued, engaging in typically feminine behaviors may be more accepted (see Malicke, 2013). Thus, such a gender aware meritocracy message may be more effective than gender-blindness as it is less likely to ignore gender bias and to prohibit women from behaving in feminine ways.

In sum, although multiculturalism and gender-blindness appear to be promising for racial minorities and women, respectively, neither ideology is a panacea as both can create negative side effects. One alternative approach, multicultural (or gender aware) meritocracy, has been shown to be beneficial for racial minorities and has the potential to benefit women. More research is needed to understand effective strategies for successful implementation of diversity ideologies.

GENERAL DISCUSSION

We have presented a review of the diversity ideologies literature from the target's perspective. In particular, our discussion of the literature focused on the target's perspective, highlighting how the diversity ideology affects racial minorities' and women's self-perceptions and behaviors in work settings. The literature suggests that a diversity aware, multiculturalism ideology, which recognizes and celebrates social group differences, is associated with more positive outcomes than a diversity blind, colorblindness ideology for racial-ethnic minorities, such as better performance outcomes, increased psychological engagement, inclusion, and workplace satisfaction, more positive leadership self-perceptions and reduced perceptions of bias and turnover intentions. For women, gender-blindness ideology is associated with more positive workplace outcomes than a gender aware ideology, such as enhanced self-confidence, pro-active behaviors and leadership emergence.

Taken together, the patterns around race-ethnicity vs. gender present a conundrum for researchers and practitioners. In general, diversity-awareness appears to be effective for some target groups of diversity initiatives such as racial minorities, whereas diversity blindness is more effective for other target groups such as women. Where does this discrepancy come from? Existing theory and empirical work suggest that racial minorities have a group-based need to be acknowledged and valued for their differences (Dovidio et al., 2010). Hence they respond more positively to the awareness ideology. For women, however, an increased awareness of gender differences may activate stereotypes, which may stand in the way of their career development (e.g., Martin and Phillips, 2017). As such, for them a blindness ideology may be more instrumental and thus evoke more positive responses. Especially given the finding that most (about two thirds of) companies utilize a diversity aware approach (Apfelbaum et al., 2016), our review suggests that while these approaches are potentially beneficial for racial-minorities' career development, they are unlikely to be effective for women's career development. Consequently, organizational leadership needs to clearly specify the target group(s) of their diversity approach and tailor their approach to address different groups' position and needs.

While it is unlikely that one, holistic approach to diversity is the solution to these problems, the underlying reasons that diversity ideologies seem to have different effects on racial minorities and women are the types of differences being embraced and downplayed through race/gender awareness (Martin, 2018). As suggested above, perhaps a more nuanced approach, which specifies the types of differences to be “aware of” or “blind to” and how to implement these solutions effectively could be more effective in providing benefits to both racial minorities, women, and even other social groups. In line with identity safety (Purdie-Vaughns and Walton, 2011)—highlighting the similarities between social groups, while acknowledging their different experiences in social settings—there may be potential to leverage the potential of both of these ideologies. Consistent with this, a multicultural meritocracy approach, which simultaneously emphasizes value in diversity and value in merit, may offer a promising new way for both race-ethnicity and gender diversity (Gündemir et al., 2017b).

Implications for Racial Minorities

Given the growing racial diversity (e.g., Colby and Ortman, 2015; Eurostat, 2018), it is important to understand the effects of how to navigate and leverage this diversity. Our review suggests that multiculturalism can be an effective strategy in making racial minorities feel included, empowered, and engaged. In contrast to organizations that are inclined to favor one ideology over the other (often awareness; Apfelbaum et al., 2016), individuals are more likely to simultaneously endorse both aware and blind ideologies (often equally; MTV Bias Survey, 2014; Hahn et al., 2015). These dynamics make it important to ensure that research extends beyond the lab to the field. In doing so illuminating the interaction between organizational and individual diversity ideologies is of key importance. Further, it is important to understand when, where, and why multiculturalism is beneficial to racial minorities as some work suggests that these results are specific to environments where racial minorities are underrepresented, identify with their race to some extent, and do not feel a heightened self-consciousness based on such “awareness.”

While this review focused on the effects for racial minorities, it is equally important to understand how these approaches affect dominant group members own sense of efficacy, inclusion, and performance. Indeed, some research has suggested that multiculturalism makes Whites feel excluded, which can in fact undermine their efficacy and performance. Thus, as organizations attempt to implement these strategies, an inclusive multiculturalism strategy becomes increasingly important to best leverage diversity of all organizational members, and not just the minority group. Increasing a sense of inclusion for all groups can also have direct benefits from the target's perspective as research suggests that this would encourage the majority or the dominant group to endorse pro-minority initiatives in organizations (Plaut et al., 2011).

Implications for Women

In contrast to the benefits for racial minorities, this review also indicated that gender-blindness seemed to be a more effective approach for women in organizational domains. Given the dominant approach to organizational diversity is an awareness approach (Apfelbaum et al., 2016), it is important that the implications of this approach for women is also considered. Indeed, scholars have assumed that awareness ideologies are beneficial for all social groups (Plaut, 2010; Galinsky et al., 2015). However, it seems like this may not always be true, making it increasingly important to understand the unintended consequences of these ideologies for women, as well as other social groups. Additionally, many in the public and practitioner sphere embrace awareness ideologies, advocating for women to “own it” and embrace their femininity and feminine qualities at work to be successful at work (Annis and Merron, 2014; Krawcheck, 2017). There are far fewer books in popular culture advocating for a gender-blind approach; thus, it becomes important to heed caution in promoting these strategies, without knowing their implications for women.

Further, this review found that gender-blindness seems to be more effective than awareness in male dominated domains, positions of power, or for women who value their career quite strongly. Thus, it is important to understand the limits to these effects, as downplaying gender differences may also have potential to blind people to women's unique experiences in organizations or prohibit women from engaging in feminine behaviors (perhaps making women feel like they need to “act more like men”). Another potential consequence of a purely gender-blind ideology, which disregards some of the unique challenges women face, could be to blame women for their disadvantaged position. That is, gender-blindness can, while being empowering, also enhance “victim blaming” (see Kim et al., 2018).

Recommendations for Future Research

One area that diversity ideologies research for both race-ethnicity and gender needs more work is the conceptual clarification of the ideological messages. As we discussed above scholars use a myriad ways to measure or manipulate different ideological messages. Some of the reviewed work clearly demonstrates that the specific elements of a diversity ideology message are consequential for how target groups respond to these. For the future, it remains important to clearly define the ideology in question, and even to test how slight differences in its focus (e.g., colorblindness that emphasizes an overarching group identity vs. individual uniqueness) influence women's and minorities responses.

Another area that needs more attention in future research is the study of intersectionality. Intersectionality research is concerned with the study of the impact of having multiple, often disadvantaged, identities (e.g., woman and minority) on individuals' experiences and behavior (Purdie-Vaughns and Eibach, 2008). From an intersectionality perspective, studying minority women as a separate group would provide unique insights because, given their multiple disadvantaged identities, this group's experiences may differ from both minority men and majority group women. That is, minority women may experience impediments as a consequence of both their gender and race-ethnicity, whereas minority men may primarily experience racial bias and majority group women gender bias. These more complex identity configurations may be especially relevant for diversity ideology research given the contrasting effects of gender and race-ethnicity focused ideologies as described above (e.g., Wilton et al., 2015; Martin and Phillips, 2017). Moreover, research on intersectional identity and stereotypes suggests that such research could provide insights that are specific for the experiences of distinct minority women groups. For example, given that the femininity stereotype applies much more strongly to some minority groups (e.g., Asian American) than others (e.g., African American; Galinsky et al., 2013), a gender aware ideology, which arguably emphasizes gender stereotypes may have substantially different consequences for women from either minority group. Further, beyond racial minority women, many individuals within groups differ in their identification, experiences, stigma-consciousness, as well as many other factors (Deaux et al., 1985; Bem, 1993; Pinel, 1999). As mentioned above, awareness and blindness ideologies have different effects based on a number of these factors. Therefore, it is important to understand not only broad level effects on racial minorities and women, but extend research to other factors that intersect with these identities.

The bulk of research on diversity ideologies focuses on racial minorities. Within this work, much of the research has examined the role of diversity ideologies in the U.S. context, focusing primarily on White- and African Americans, whose relations are often seen as hostile, contentious, and anxiety-ridden (Markus et al., 2000; Ryan et al., 2007). Thus, they may have unique effects, compared to interethnic relations involving different minority groups. Therefore, more work on how multiculturalism and colorblindness affect other ethnic groups such as Hispanics, East and South Asians, Middle Eastern, and Biracial individuals is needed. For example, individuals are more likely to endorse positive stereotypes about Asian Americans (the “model minority”; Wong et al., 1998). Although multiculturalism may heighten positive stereotypes about Asians, these stereotypes have pernicious and insidious effects, leading to feelings of marginalization, negative emotions, and decreased well-being and mental health (Sue et al., 2007; Siy and Cheryan, 2013; Czopp et al., 2015). Thus, it is imperative for research to go beyond targets who have historically hostile intergroup relations, to understand how multiculturalism affects many different ethnic groups.

Although research on diversity ideologies mainly focused on race, there is also increasing awareness for the role of diversity ideologies for women. As a result, this contribution also focused on these two groups' responses. However, racial-ethnic minorities and women are not the only potential demographic groups of interest. For instance, with the aging population, understanding the role diversity ideologies in the context of age diversity becomes a relevant question. To our knowledge, there is only a single study that examined the role of diversity ideologies in the context of age diversity. This work has demonstrated that organizational multi-age approach (i.e., a diversity aware ideology with a focus on recognition and celebration of age differences) is associated with both positive perceptions of older employees by others and older employees' reduced turnover intentions (Iweins et al., 2013). Diversity awareness can thus be beneficial for older employees (for similar arguments pertaining to broader age-inclusive HR practices see Boehm et al., 2014). For future work it is important to replicate these findings as well as to highlight their underlying reasons.

Besides diversity ideologies' impact on demographic groups based on visible characteristics (e.g., race, gender, age), it would also be valuable to examine these ideologies' effects on groups with invisible or concealable characteristics, such as sexual minorities. As a consequence of sexual minorities' emancipation in the last decades, gaining insight into the workplace experiences of these groups' has become a priority for many organizations. Moreover, academics have underlined the need for research examining the impact of identity aware vs. identity blind approaches for sexual minorities (Hebl et al., 2014). Future work should study the role of diversity ideologies on workplace experiences and outcomes of sexual minorities.

The current analysis on diversity ideologies in organizations focused primarily on the two dominant ideologies in the literature. It is important to note that more recently another promising ideological approach, polyculturalism, has been introduced. Polyculturalism focuses on “how cultures have interacted, influenced, and shared ideas and practices with each other throughout history, and how they continue to do so today” (Rosenthal and Levy, 2012, p. 2). By focusing on interconnectedness of and mutual influence between cultures, polyculturalism differs from multiculturalism as multiculturalism views cultures as distinct and separate entities. Research on polyculturalism has yielded important findings for diverse environments. For example, polyculturalism predicts intergroup contact and friendship (Rosenthal and Levy, 2016), an openness to cultural mixing (Cho et al., 2017) as well as lowered sexism (Rosenthal et al., 2014). Despite these promising findings, research on the impact of polyculturalism on workplace perceptions and outcomes is largely absent. Future work should examine the role the polyculturalist ideology plays in diverse workplace settings.

Further, much, if not most, research focuses on the ways in which diversity ideologies affect views of and behavior toward racial minorities and women; however, much less work has examined how these ideologies affect majority members views of themselves and behavior toward other majority members. For example, Plaut et al. (2011) find that Whites associate multiculturalism more with exclusion than inclusion. Martin and Phillips (2017) find that men who endorse gender-blindness are also more likely to identify with communal (i.e., gender-incongruent) traits. Thus, while understanding how diversity ideologies affect minority groups' self-perceptions is the primary focus of the current contribution, it is also important to understand how these ideologies influence dominant groups' self-perceptions.

As we discuss above, diversity ideologies, however, are not only organizational-level phenomena but can also refer individual level beliefs. That is, individual employees also differ in the extent to which they endorse diversity aware vs. diversity blind ideologies. Person-organization fit literature suggests that the (perceived) overlap between employee and organizational values is highly consequential for employee behavior (Kristof-Brown et al., 2005). Studying the interaction between individual and organizational level ideologies is an important avenue for future research to grasp the complexities of employee responses to diversity ideologies. Relatedly, future research can pay attention to potential “spill-over effects” between organizational initiatives (such as training) on ideologies held by individual employees. For example, it is possible that implicit bias trainings may make employees more “aware,” while policies such as performance-based reward may make them more “blind.” Although the current article zooms into diversity ideologies, interactions between diversity initiatives and employee ideological beliefs are a possibly fruitful avenue for future research.

Finally, we focused our review on organizational contexts, as these are where racial minorities and women are highly underrepresented (Catalyst, 2016; Fortune, 2017), and these contexts hold the most opportunity for power, influence, resources, and therefore equality between groups. Conducting more studies diversity ideologies on a national level would be valuable for the future, especially given that governments not only utilize these approaches but also countries differ in them (e.g., the U.S.' “melting-pot” vs. Canada's multiculturalism approach to diversity; Guimond et al., 2013). Indeed, work has found that above and beyond individual's endorsement of diversity ideologies, prejudice against Muslims is reduced when stronger multiculturalism policies are in effect (Guimond et al., 2013). For future work, it is imperative to illuminate the role of national ideologies on racial minorities' and women's perceptions and experiences.

CONCLUSION

Research on diversity ideologies is relatively new but has generated some key insights in the last decades, especially in the context of racial and ethnic diversity. Emerging research on gender ideologies adds to this line of work and raises new theoretical questions and practical challenges that need to be addressed in the future. Overall, our review illustrates the important role of beliefs around diversity on the quality of intergroup relations focusing primarily on the target's perspective, with key implications for organizations and society.
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FOOTNOTES

1Please note that we review prior work that has separately studied ideologies as contextual vs. personal variables. In the general discussion, we present recommendations for integrating these different levels of analysis in single studies in the future.
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