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and theoretical apparatus required is more readily accessible. 
Nordhaug first examines those factors, both internal and 
external that may determine training choice, that is, 
decisions relating to the transaction costs in either "making" 
or "buying" training. He also has a well-documented chapter 
on why training is a "good thing" for the firm, in which he 
demonstrates that training provides human capital and 
facilitates the transformation of acquired human capital into 
work performance. In addition, there is an equally robust 
chapter on employee benefits deriving from training. Finally, 
Nordhaug addresses the subject of inhibitors of learning, 
inhibitors other than those present in the learning situation. 
Here we find both well-documented micro-level barriers as 
opportunities to practice and the impact of work systems 
and culture at the macro level. 

As I have already intimated, the two sections of this work 
play somewhat different roles in relation to the extant 
human capital literature. The second of these is clearly the 
easier to evaluate critically in that it synthesizes and 
consolidates established theory and empirical research, but it 
is the first that confronts the fundamental challenge faced by 
those working within the field. Although frequent reference 
is made to human capital theory, to the literature on human 
resource management, and the administrative science 
literature, it is essentially an original contribution to the field. 
Nordhaug is entering the black box of human capital theory 
and distinguishing competences that ensure more than just 
simply an internal fit between human resources and tasks. 
Ultimately, the proof of the validity of his conceptual scheme 
will, as Nordhaug readily concedes, lie in its utility for 
empirical research. One might argue that some of the 
concepts will be problematic to operationalize. It may well 
be that they need further refinement. What is clear, 
however, is that this is an impressive contribution to a fuller 
conceptualization of competence, the critical factor in 
postindustrial organizations. 

Paul Gooderham 
Associate Professor 
Department of Sociology and Political Science 
University of Trondheim 
7055 Dragvoll 
Norway 
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The Diversity Advantage: How American Business Can 
Out-Perform Japanese and European Companies in the 
Global Marketplace. 
John P. Fernandez with Mary Barr. New York: Lexington, 
1993. 344 pp. $24.95. 

This book presents a comparative analysis of the problems 
firms in three societies (the United States, Japan, and the 
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European Economic Community) face in coping with 
increasing levels of demographic diversity in their 
workforces. The book presents four major arguments. First, 
in each of the three societies, increasing workforce diversity 
is generating substantial social and economic strife. Second, 
unless firms in these societies learn how to manage 
workforce diversity effectively, these societies will lose their 
unique positions as "economic powerhouses of the 1990s" 
(p. 2). Third, among the three societies, U.S. firms are best 
positioned to learn how to manage diversity effectively. If 
U.S. firms use the unique legal, social, and demographic 
environment of the U.S. to manage diversity effectively, U.S. 
firms will gain a significant competitive advantage over their 
Japanese and European counterparts. Finally, although 
conditions in the legal and social environment facilitate the 
effective management of workforce diversity, the specific 
actions required to gain the benefits of workforce diversity 
must be taken by individual managers and firms. The authors 
suggest that team building and total quality management are 
the key tools that firms need to adopt to manage workforce 
diversity effectively. The book's four major arguments 
represent a set of provocative ideas that have the potential 
to generate a great deal of future research. The arguments 
are generally not based on existing research and, in a few 
cases, actually run counter to existing findings. Below, I 
briefly outline the kinds of evidence the authors present for 
each argument. 

The evidence for the argument that all three societies face 
social and economic tension due to increased workforce 
diversity is the strongest in the book. The authors devote 11 
of the book's 15 chapters to reviewing government 
documents and press reports about the demographic trends 
in each society (e.g., low birthrates, increased immigration, 
aging populations) and the legal and social environment that 
surrounds those demographic trends (e.g., equal 
employment and immigration law, the level of interracial 
tension in the society). The authors also refer to the 
responses to surveys administered during diversity training 
workshops they and their associates conducted. Most of the 
surveys ask respondents how they feel about a diverse 
workforce and the difficulties that they face being part of a 
diverse workforce. The authors present a convincing case 
that each nation faces some serious problems with the 
management of workforce diversity. 

The second argument (that effective management of 
diversity is critical to a firm's economic success) is a key 
untested assumption that is repeated in almost every 
chapter of the book. The authors do not present any 
evidence for this assumption; they merely assert repeatedly 
that there is a strong link between effective management of 
diversity and firm performance. The third argument (that U.S. 
firms are uniquely positioned to manage diversity effectively) 
is based on two lines of reasoning. The authors first argue 
that the U.S. has a longer history of dealing with a diverse 
population than either Europe or Japan. This argument 
seems inconsistent with the authors' detailed review of the 
legal and economic conditions in the three nations. In that 
review, the authors note that each of the societies has 
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experienced similar problems over the course of its history 
(e.g., resistance to women entering the workforce, attempts 
to limit immigration). This argument is also inconsistent with 
some cross-national research on gender segregation that 
indicates that Japan (which the authors claim is the least 
progressive society for female employees) actually has lower 
levels of gender segregation than either Europe or the U.S. 
(Charles, 1992). After suggesting that the U.S. has the 
longest history of successfully dealing with diversity, the 
authors then propose that the "U.S. possesses the best 
laws in the world to protect the rights of all citizens" (p. 14). 
They suggest that this unique legal environment creates a 
foundation from which firms can develop their own specific 
efforts to manage diversity. The book's fourth major 
argument (that team building and total quality management 
are the key tools for managing diversity) is based primarily 
on a series of brief anecdotal reports about the types of 
diversity initiatives undertaken by 27 firms. 
Although several of the book's major arguments are not 
thoroughly substantiated, they are nevertheless provocative 
ideas that merit attention by researchers interested in either 
workforce diversity or firm performance. The authors' 
arguments suggest four specific directions for future 
research. First, the book's key assumption (that workforce 
diversity, when effectively managed, enhances both 
work-group and firm performance) merits much more 
research attention. Although the links between work-group 
diversity and work-group performance have been the subject 
of some research (e.g., Cox, 1993; Watson, Kumar, and 
Michaelsen, 1993), very little research has examined the link 
between work-group diversity and firm performance (see 
Wright et al., 1995, for a recent exception). Given the 
relatively high level of resources many firms are currently 
devoting to managing workforce diversity, it seems 
worthwhile to explore the benefits derived from those 
resource expenditures. 

Second, it would be useful to understand whether the 
benefits of workforce diversity vary across economic 
sectors. The authors argue that the benefits of workforce 
diversity occur because a diverse workforce is more able 
than a homogeneous workforce to deal with a diverse client 
base. The authors also argue that a diverse workforce is 
associated with higher levels of innovation and creativity 
than a homogeneous workforce. These arguments suggest 
that the benefits of diversity should be most apparent in 
firms such as those that provide personal services or 
consumer products. These firms come into contact with very 
diverse groups of consumers and often rely on a continuous 
stream of new or slightly improved product ideas to generate 
sales. The benefits of diversity may be less apparent, 
however, in "high-risk systems" (Perrow, 1986) such as 
nuclear power plants and space travel, in which contact with 
the general public is limited and there are strong 
requirements for reliable, error-free performance, which may 
be facilitated by working with similar others with whom it is 
easy to communicate. 

Third, the authors argue that a legal environment that 
encourages the existence and appropriate management of 
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workforce diversity will necessarily lead firms to manage 
diversity effectively. But there is some evidence that, 
especially on issues related to workforce diversity, a firm's 
legal environment may have relatively little effect on its 
actions. Edelman (1992) demonstrated that U.S. civil rights 
laws, for example, often have only a modest effect on firms' 
actions, in part because firms "mediate" or interpret and 
enact the law consistent with their own preferences. 
Similarly, Abzug and Mezias (1993) documented how the 
fragmented patchwork of local, state, and national laws that 
attempt to govern issues of workforce diversity make it 
possible for firms to avoid strict compliance with any 
particular law. 
A final research question that derives from the authors' 
arguments is whether current solutions for managing 
diversity are effective. A small industry has evolved that is in 
the business of giving advice to firms about specific steps 
that will lead to effective diversity management. For 
example, the authors of this book list 26 attributes that a 
diverse work group must have to function effectively. It 
would be useful to know the direction and magnitude of the 
effect that each of these attributes has on the performance 
of a diverse work group. There is some evidence that 
common-sense measures to increase the level of workforce 
diversity often have unintended effects. Attempts to change 
the gender composition of recruitment pools, for example, 
sometimes result in more negative evaluations of female job 
applicants (Heilman, 1980) and in rapid gender resegregation 
of jobs as male-dominated jobs become female-dominated 
(Reskin and Roos, 1990). Thus it is important to evaluate the 
extent to which tools for managing existing levels of 
workforce diversity also have the intended effects. All in all, 
Fernandez and Barr have outlined a set of provocative ideas 
about the links between workforce diversity, firm 
performance, and national competitiveness that suggest a 
number of interesting directions for researchers interested in 
these timely and important topics. 

Alison Davis-Blake 
Associate Professor of Management 
University of Texas at Austin 
Austin, TX 78712 
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The Cultures of Work Organizations. 
Harrison M. Trice and Janice M. Beyer. Englewood Cliffs, 
NJ: Prentice Hall, 1993. 528 pp. $50.67. 

For practitioners, members, and researchers of 
organizations, this is a book not to be missed. Trice and 
Beyer's book provides a comprehensive integration and 
extension of a staggering amount of research on the 
antecedents, outcomes, and content of culture in 
organizations. It is clear that this book was, as the authors 
noted, a product of almost a decade of "extensive effort." In 
fact, given that it reviews many of the major treatments of 
social belief systems posited over the last fifty years, it 
could easily have been titled as a "handbook" or a "road 
map" of organizational culture. 
In our minds, the book accomplishes three objectives. First, 
it delineates the conceptual boundaries around culture and 
its components. Second, it links the concept of culture with 
other organizational concepts. Specifically, it helps to 
illuminate the relationship between culture and organizational 
leadership (internal to the organization) and the organizational 
environment (external to the organization). Finally, the book 
balances theory with practical applications. 
Two features of this book make it a worthy guide to the 
research on the cultures of work organizations. First, the 
book provides a detailed map of the conceptual territory of 
the construct by exploring the breadth and depth of previous 
work. To begin, the authors create a comprehensive and 
integrative account of the cultural perspective on 
organizations, drawing from a wide expanse of empirical -and 
conceptual works in sociology, anthropology, political 
science, psychology, and communication. The broad 
coverage of their map of the cultural terrain is apparent in 
the description of the multiplicity of subcultures that exist in 
organizations, what they are, how they come about, and 
their likely effects on organizational functioning. 
The thoroughness of their review is also apparent in the 
historical embedding of ideas, concepts, frameworks, and 
arguments. Throughout the book, the authors remind the 
reader of the intellectual roots of the ideas and examples 
that they offer. The authors set this standard in chapter 1 
when they identify cultural characteristics (taking a stand on 
what are and what are not cultures of organizations), 
describe conceptual controversies, and provide a history of 
cultural research on organizations. They continue this 
standard to the end. For example, in chapter 10, "The 
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