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Abstract
We carried out a systematic literature review (SLR) to 
understand the impact of equality, diversity, and 
inclusiveness (EDI) on performance and creativity in the 
workplace within project-based organizations (PBOs). 
Our methodology is fully described in the report and 
follows standard SLR protocols. We also describe in 
detail the nature and characteristics of the research 
studies in the literature included in our study, paying 
attention to the methodological and industrial sector 
diversity, as well as the specific EDI dimensions studied. 
We found that most EDI research in the literature 
concerns the construction (37%) and information 
technology (41%) sectors and uses quantitative 
methodological techniques (55%). We also discovered 
that there is a lack of consistency or consensus in the 
terms used by authors to describe the various EDI 
constructs. To assist managers in navigating the 
spectrum of terms, some of which use subcategories of 
the main EDI terms and others represent near-identical 
constructs, we include a section on the nomenclature of 
EDI terms.

An important contribution of our research is the 
identification of the theoretical relationships extracted 
from the empirical research in the SLR set. In total, we 
delineated 41 theoretical relationships in which either a 
correlation or a cause-and-effect relationship was found 
between an EDI-related dependent variable and one of 
three principal independent variables discovered in the 
articles selected: project performance, team 
performance, and product quality. One surprising finding 
was that in several cases the same dependent variable 
simultaneously had positive and negative associations 
with the independent variable by virtue of two or more 
mediating variables.

All 41 relationships are clearly identified in Table 2 and 
discussed in the report, along with any relevant 
situational and contextual factors. The nature of the 
relationships found, which were frequently paradoxical 
due to the mediating variables, lend themselves to 
managerial manipulation for heightening the positive 
associations and reducing the negative associations 

for PBOs. However, because it is not always easy to 
predict the desired effect, we suggest that new digital 
technologies can be helpful. For example, could 
automation (artificial intelligence [AI] and smart 
contracts) be a way to enhance the “good” aspects of 
diversity while eliminating the “bad” ones? We consider 
this question in the report.

Overall, the findings support the proposition that PBOs 
can improve team and project performance by 
increasing equality, promoting diversity, and maintaining 
a healthy balance of inclusiveness in the workplace. The 
variety of relationships and associated effects, however, 
suggests that as diversity increases, organizations need 
to actively introduce mechanisms in order to reduce the 
negative risks, such as greater relationship conflict, an 
overabundance of competing stakeholder interests, and 
a mismatch between gender egalitarianism and the 
organization’s governance of its project management 
practices.

We further consider the managerial implications of our 
findings and propose a novel framework as a tool to help 
managers develop their awareness of EDI considerations 
in general, and specifically in their own organization and 
environmental landscape, paying particular attention to 
who is involved and the possible added value to the 
organization. The purpose of this tool is to raise the 
awareness of EDI phenomena in PBOs and give managers 
a means of educating themselves and their employees 
about EDI concerns and its possible impacts, and to 
consider ways to recruit and manage their workforce 
more sustainably, building on what is already known and 
preparing a new vanguard of EDI-savvy leaders for 
future generations.

We also tentatively suggest a future research agenda 
for EDI in PBOs based on our findings and the 
suggestions made for further research in the literature. 
This agenda is by no means intended to be exhaustive 
and should be used as a starting point to drive 
discussions on research focused on EDI dynamics and 
impacts in PBOs to the next level of maturity.

Keywords: equality, diversity, inclusiveness, project 
manager, performance, literature review



Introduction Equality, Diversity, and Inclusiveness 3

Introduction
This report presents the results of an SLR conducted to 
collect and synthesize the extant literature on EDI in the 
field of project management. The report includes 
definitions of EDI concepts, descriptive statistics, and 
theoretical insights into how EDI impacts the 
performance of projects and PBOs. Managerial 
implications are also provided in order to help project 
managers better respond to EDI-related issues. 
Although diversity appears regularly as a topic in the 
literature, our results highlight the scarcity of research 
contributing to an understanding of equality and 
inclusiveness in the project management literature, 
particularly from a theoretical perspective.

The constituents of EDI are among the most critical 
social issues significantly impacting project 
performance in PBOs today. The importance of diversity, 
in particular, has been recognized and acknowledged in 
the United States in recent decades following the 
introduction of the Civil Rights Act of 1964 (A. Kim & 
Arditi, 2010).

Many factors, both internal and external to an 
organization, have had an impact on EDI. For example, 
with regard to diversity, it is clear that demographic and 
cultural shifts have modified the characteristics of the 
workforce (Kidwell, 2003). Furthermore, globalization, 
which requires collaboration between countries, has 
helped increase the diversity of expertise among project 
team members. This is an evolutionary shift: It is now 
commonplace for today’s project teams to comprise 
different cultural, ethnic, and corporate backgrounds 
(Miller et al., 2000). International organizations now face 
the challenge of aligning different tools, diversified 
teams, and complex task requirements in a virtual 
collaboration space (Zhang et al., 2018). Within this 
frame of reference, Ratcheva (2009) and von Raesfeld 
et al. (2012) explain that organizations need to be 
“smart” in their use of expertise in order to ensure the 
sharing of diverse occupational and cultural knowledge 
and not just technical know-how, otherwise project 
performance will suffer and ultimately fail in the long 
term.

There is less published research on gender equality and 
inclusiveness than on diversity. Most research in the 
literature tackling gender equality in project 
management has focused on women’s representation in 

the construction industry. For example, Arditi & Balci 
(2009) have shown that competencies relating to the 
managerial behavior of female project managers do not 
noticeably differ from their male project manager 
counterparts.

In regard to inclusiveness, scholars have tended to focus 
on the role of stakeholders in project management. In 
their research, Swarup et al. (2011) argue that a more 
robust approach to the inclusion of stakeholders would 
increase project performance in the construction 
industry.

Little attention has been paid in the literature to the 
sexual orientation of project team members. An 
exception to this is Wright (2013), who recognized the 
progress made in the United Kingdom concerning the 
acceptance of diverse sexual orientations in recruitment 
practices. The authors suggest that this may be linked to 
progressive government policy regarding sexual 
orientation. Indeed, the responsibility to ensure that 
inclusivity in the workforce is taken seriously is placed 
firmly on the shoulders of the government by Payne 
(2012), who contends that the government’s role is to 
encourage organizations to recruit and retain a diverse 
workforce and to view all employees as equal regardless 
of their social or personal differences.

Although we found evidence in the literature that 
projects in the construction industry include an 
increasingly diverse workforce with different cultural 
backgrounds, knowledge, values, skills, and work 
experience (G. Wu et al., 2019), the counterpoint to this 
trend is that workforce diversity has heightened the 
challenges and uncertainties of construction projects 
(Loosemore & Muslmani, 1999; Wong et al., 2010; C. Wu 
et al., 2019). For example, Loosemore & Muslmani (1999) 
argue that project managers should be aware of project 
teams’ cultural diversity so they can erode behavioral 
differences and overcome potential conflicts. These 
authors highlight the challenges of reconciling disputes 
within diverse teams.

Our review of the EDI literature related to project 
management and project-based organizations reveals 
inconsistencies in the coverage and depth of these 
important constructs. In view of the importance of EDI 
for project management and its potential impact in the 
workplace, the present research aims to more deeply 
explore the relationship of equality, diversity, and 
inclusiveness to performance and creativity in the 
workplace. We used a systematic literature review 
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methodology to shed light on the most important 
theoretical relationships and their managerial 
implications for project managers.

The SLR approach that we used involved collecting a 
comprehensive set of academic articles and analyzing 
them in depth. The remainder of this report is organized 
as follows: Section 2 describes our methodology 

embedded in an SLR and presents some descriptive 
statistics from the collected literature; Section 3 maps 
the definitional landscape represented by the set of 
articles studied; Section 4 depicts and summarizes the 
theoretical relationships found in the literature; and 
finally, Section 5 concludes with remarks, managerial 
implications, a framework for a managerial tool (see 
Table X1), and suggestions for a future research agenda.
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Methodology 
Used to  
Collect and 
Summarize the 
Literature
Our research into the relevance and importance of EDI 
in the workplace was carried out by conducting a 
systematic literature review (Moher et al., 2009; Thomé 
et al., 2016; Tranfield et al., 2003; Webster & Watson, 
2002) to collect and summarize the extant literature on 
EDI in the field of project management. The protocol 
used to plan and execute the review is explained in the 
next section.

Conducting the Review
In keeping with the norms of conducting an SLR, various 
inclusion and exclusion criteria were selected to arrive 
at the literature collected for analysis (Cook, 1997; 
Tranfield et al., 2003; Webster & Watson, 2002). The 
process we used in this research comprised the 
following steps.

1. A scoping study was carried out to appraise the size 
and relevance of the available literature (Okoli, 2015).

2. Many keywords and search strings were tested on 
the journal article database, Scopus. The following 
search string was finally employed: (diversit* OR 
equalit* OR inclus*) AND (project manag*” OR 
“program* manag*” OR “portfolio manag*”).

3. Only English-language academic articles were 
included.

4. The review was limited to journals classified in the 
Academic Journal Guide listing of 2018 to control 
quality. This procedure is common in the SLR 
literature (Alkhudary & Gardiner, 2021).

5. The authors read each article’s title, keywords, 
abstract, and more text, if required, to assess the 
eligibility of the article.

6. Only articles that examined at least one of the EDI 
concepts as a primary topic of interest were 
included. The search was conducted in March 2021, 
producing 118 articles.

7. Articles that (i) did not clearly define the EDI terms 
studied, (ii) did not examine specific theoretical 
relationships, and (iii) referred to the EDI terms 
interchangeably were excluded. This procedure 
produced a core set of 27 articles of highly relevant 
academic studies.

The method used ensures the review was based on an 
in-depth analysis of articles with strong conceptual 
arguments and whose findings stem from rigorous 
empirical research. See Figure 1 for a diagrammatic 
representation of the systematic procedure used for 
the review.

Descriptive Statistics of the 
Literature Collected
The final set of 27 articles was published in 13 journals as 
shown in Table 1. Regarding the years of publication, the 
first article in our final set was published in 2000 and 
the last in 2021 (see Figure 2). Note that we did not 
control for the year of publication in the article-
selection process.

Interestingly, the majority of the articles selected 
followed a quantitative research approach, including 15 
surveys and one simulation model. In contrast, only six 
out of 27 articles followed a qualitative research 
approach (three articles carried out interviews, one 
case study, one conceptual argumentative article, and 
one systematic literature review). The remaining five 
articles performed a mixed-methods approach covering 
document analysis, interviews, surveys, and case studies 
(see Figure 3).
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We used NVivo (Version 12) by QSR International and 
Microsoft’s Excel (Version 2021) (Bandara et al., 2015) to 
minimize bias and errors in summarizing the literature 
(Tranfield et al., 2003). We present a word cloud of the 
50 most frequently occurring relevant words with a 
minimum length of four letters to give an immediate 
visual representation of the research landscape (see 
Figure 4).

In conclusion, we report (see Figure 5) the type of 
industry addressed in each of the articles studied. Note 

that the information technology (IT) industry was 
addressed in 11 articles, the construction industry in 10, 
and various or no specific industry in the six remaining 
articles.

Our findings are presented in the following sections, 
beginning with a summary of the multiple definitions and 
interpretations of the three EDI terms found in the 
literature. We then delineate the theoretical 
relationships derived from the literature, while 
preserving the richness of the original sources.

Figure 1: Systematic procedure for collecting and summarizing the literature.

Academic Search Engine: Scopus

Search String: (diversit* OR equalit* OR inclus*) AND ("project manag*" OR "program*
manag*" OR "portfolio manag*")

Search Field: Article Title, Abstract, Keywords: 2,127 Document Results

Document Type and Language: English-Language Articles Published in Journals: 852 articles

Only Articles Published in Journals Classified in the AJG (2018): 186 

Eligibility Screening of the Articles: 118 

Final Set of Articles to Be Summarized (Theoretical Relationships): 27 

Theoretical Insights: Projects and PBO
Performance 

Managerial Tool and Implications
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Table 1. Distribution of Articles by Journal

JOURNAL TITLE  
(ALPHABETICAL ORDER) AUTHOR(S) AND YEAR

THOMSON 
IF 2021

Construction Management and Economics Wright, 2013 -

Decision Sciences Chandrasekaran & Linderman, 2015 4.147

Engineering, Construction and 

Architectural Management

Godfrey Ochieng & Price, 2009; C. Wu et al., 2019; 

G. Wu et al., 2019

3.531

Environmental Science & Policy Boon et al., 2014 5.581

IEEE Transactions on Engineering 

Management

Kruglianskas & Thamhain, 2000; Liang et al., 2010 6.146

Industrial Management & Data Systems Liang et al., 2007 4.224

Information & Management Akgün et al., 2008 7.555

International Journal of Project 

Management

Baker et al., 2019; Di Maddaloni & Davis, 2018, 2017; 

J. S.-C. Hsu et al., 2017, 2016; Lenferink et al., 2013;  

Liang et al., 2012; J. Y.-C. Liu et al., 2011; 

W.-H. Liu & Cross, 2016; Wang et al., 2006

7.172

Journal of Construction Engineering 

and Management

Allison & Kaminsky, 2017 3.951

Journal of Management in Engineering Miller et al., 2000 6.853

Journal of Operations Management Anand et al., 2010 6.970

Production Planning & Control Zwikael et al., 2021 7.044

Project Management Journal® Eskerod et al., 2015; Hung & Chou, 2013 3.570

Technovation von Raesfeld et al., 2012 6.606
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Figure 2: Distribution of articles per year.
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Figure 4: Word cloud of the 50 most frequently occurring words in the final set of 
articles.
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EDI Definitions 
and 
Interpretations
The articles we studied usually examined only a single EDI 
construct rather than two or all three. There was also 
considerable variability in the use of the various EDI 
terms, with no consensus on the definitions of the terms 
relating to EDI. Indeed, we noticed that the same 
construct studied in different articles was used in a 
variety of contexts, creating a kind of conceptual 
fuzziness in its interpretation. For example, we 
discovered 12 terms and interpretations for diversity, 
three for equality, and four for inclusiveness. Some 
terms used by their respective authors in different 
articles had very similar meanings. For example, team 
diversity, organizational diversity, and informational 
diversity were all used to refer to the same basic 
construct: differences in the profile of the team 
members identified by comparing variables such as 

gender, age, experience, and education. Similarly, with 
reference to equality, the two terms workplace gender 
equality and organizational gender diversity also 
referred to the same construct. It was therefore 
difficult to obtain clear theoretical insights from the 
literature studied. In our analysis and synthesis, we 
decided to include the authors’ original definitions and 
contextual descriptions so as to clearly communicate to 
the reader the variety of language, meaning, and 
interpretation we discovered from the literature 
studied. In a later section, when we address the 
theoretical relationships discovered in the literature, we 
also carefully consider these contextual differences so 
as to avoid making unsupported generalizations or 
managerial implications. We present all of the definitions 
of the EDI constructs that we found in the literature 
studied and attempt to show how they are related to 
each other.

We begin our discourse on definitions with the term 
diversity. In the set of articles studied, diversity 
emerged from four different perspectives: (1) team 
members, (2) users, (3) partners/collaborators, and 
(4) the project itself. Figure 6 maps the different 
definitions of diversity we found in the literature.

Figure 6: Diagrammatic representation of definitional terms and relationships relating to diversity found in the 
literature.
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Diversity

Team Member Diversity Perspective
Team member diversity, often shortened simply to 
team diversity in the articles studied, was broadly 
defined as the diversity of project team members in 
terms of education, age, functional background, and 
company tenure (Chandrasekaran & Linderman, 2015; 
Jehn et al., 1999), although G. Wu et al. (2019) chose a 
more comprehensive definition of team diversity as any 
differences between project team members (Jehn et 
al., 2013). We also found two additional terms 
describing the same construct. Hung & Chou (2013) 
used the term organizational diversity to refer to team 
diversity as the differences between employees in 
terms of multiple dimensions, including gender, age, 
training, ethnicity, education, and functional profile. In 
turn, Liang et al. (2010) and Jehn et al. (1999) used the 
term informational diversity to signify the differences 
between team-member profiles in information systems 
projects.

Within the literature set of the SLR, we discovered 
seven subcategories of team diversity: value diversity, 
knowledge diversity, cultural diversity, social diversity, 
behavioral diversity, functional diversity, and cross-
functional diversity. Value diversity as used by Liang 
et al. (2007, 2012) is defined as how team members in 
information systems development projects differ in 
their vision of the team’s goal, mission, and principles 
(Jehn et al., 1997; Liang et al., 2007). J. S.-C. Hsu et al. 
(2017) shed further light on value diversity in information 
systems development projects, drawing attention to the 
level of understanding among team members of the 
project’s purpose, goal, and essential tasks. Eastman and 
Santoro (2003) have a similar definition of value 
diversity, while adding differences in the team members’ 
views of the project objectives.

Two further subdimensions of team diversity proposed 
by Liang et al. (2007) are: knowledge diversity; signifying 
differences in perspectives and technical knowledge; 
and social diversity, referring to the team members’ 
differences in terms of demographic characteristics 
(e.g., gender, income, ethnicity, and nationality). G. Wu 
et al. (2019) also used the term knowledge diversity to 
signify the differences in the project team members’ 
core knowledge, e.g., differences in education, 
experience, training, etc.

Another subcategory of team diversity was proposed by 
S.-C. Hsu et al. (2016), namely functional diversity, which 
they further divided into three types: homogeneous 
(selecting people with similar experience and education 
profiles), heterogeneous (equally distributing the most 
talented individuals among project teams), and 
interdependence (selecting people according to their 
contribution to performance). From another 
perspective, C. Wu et al. (2019) identified behavioral 
diversity as uncertainties and dynamics of multitype 
laborers’ behaviors. They state that laborers can be 
divided into different types according to their personal 
attributes. In a similar vein, Godfrey Ochieng and Price 
(2009) shed further light on cultural diversity, viewing it 
as characterized by the project team members having 
different cultural backgrounds. Finally, Akgün et al. 
(2008) referred to cross-functional diversity as the 
number of project team member functional areas in a 
team. Interestingly, the same construct was described 
by W.-H. Liu and Cross (2016), who simply termed it team 
diversity rather than functional diversity.

User Diversity Perspective
The second perspective, user diversity, was defined in 
terms of the differences in expertise, education, and 
background in the user population of an organization 
working in information systems development (Wang 
et al., 2006). We also identified a subcategory of user 
diversity, namely requirements diversity, referring to 
how software project users differ in their system 
requirements (Nidumolu, 1995).

Partner Diversity Perspective
The third perspective, partner diversity, applies to 
collaborative projects with two or more partners. 
Partner diversity was defined as the project partners’ 
various disciplinary backgrounds, cognitive distances, 
corresponding values, norms, goals, views on 
the science-society nexus, types of organization, and 
the extent of any previous collaborations between the 
partners (Boon et al., 2014).

Project Diversity Perspective
Although projects can be classified according to 
multiple dimensions, only one type of project diversity 
was included in the literature set, that of technological 
diversity, defined by von Raesfeld et al. (2012) as the 
degree to which a project’s technology base is 
diversified.
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Equality
For the construct equality, we discovered two distinct 
definitions: gender equality and workplace gender 
equality. Gender equality was defined as female and 
male workers having equal access to the same 
information (Allison & Kaminsky, 2017). Workplace gender 
equality, also termed organizational gender diversity, 
was defined as the equal representation of women and 
men in organizations (Baker et al., 2019).

Inclusiveness
In regard to inclusiveness, we identified four definitions 
of this term: an inclusive work environment, the inclusion 
of individuals, inclusiveness of secondary stakeholders, 
and stakeholder inclusiveness. These are described as:

1. An inclusive work environment referred to workers 
feeling trusted and free to contribute their ideas 
(Allison & Kaminsky, 2017).

2. Inclusion of individuals referred to bringing together 
people from different functions and even partner 
organizations to regularly interact at team meetings 
(Anand et al., 2010).

3. Inclusiveness of secondary stakeholders was defined 
as using formal and informal tools and processes to 
enhance secondary stakeholder engagement in the 
project’s different phases, such as planning, 
assessment, and implementation (Di Maddaloni & 
Davis, 2018; Dooms, 2010).

4. Stakeholder inclusiveness was defined as the 
embracing of wide-ranging stakeholder groups 
recognized as necessary for the project regardless 
of their power or influence on the project (Eskerod 
et al., 2015).
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Theoretical Relationships and 
Boundary Conditions
This section reports the theoretical relationships discovered, in which at least one of the EDI terms was included (see 
Table 2).

Table 2. Theoretical Relationships Based on the Literature

DIVERSITY IN THE LITERATURE OF PROJECT MANAGEMENT REFERENCE
REFERENCE 
NUMBER

Value diversity .1. task conflict .1. communication .1. project 

performance

Liang et al., 2012 1

Value diversity .1. task conflict .1. balance of contributions .1. 

project performance

Liang et al., 2012 2

Value diversity .1. relationship conflict .2. communication .2. 

project performance

Liang et al., 2012 3

Value diversity .1. relationship conflict .2. software project team 

performance

Liang et al., 2007 4

Team diversity (value and knowledge diversities) .1. task conflict 

.1. project performance

G. Wu et al., 2019 5

Team diversity (value and knowledge diversities) .1. relationship 

conflict .2. project performance

G. Wu et al., 2019 6

Team diversity (value and knowledge diversities) .1. process conflict G. Wu et al., 2019 7

Knowledge diversity .1. task conflict .1. software project team 

performance

Liang et al., 2007 8

Social diversity .1. task conflict .1. software project team 

performance

Liang et al., 2007 9

Social diversity .1. relationship conflict .2. software project 

team performance

Liang et al., 2007 10

Interpersonal conflicts .1. requirement diversity .2. software 

project performance

J. Y.-C. Liu et al., 

2011

11

Behavioral diversities .1/2. multinational and cross-culture 

projects performance

C. Wu et al., 2019 12

Team diversity .1. objective knowledge .1. project team 

performance

Chandrasekaran & 

Linderman, 2015

13

Team diversity .2. intuitive knowledge .1. project team 

performance

Chandrasekaran & 

Linderman, 2015

14

(continued)
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Table 2.  Theoretical Relationships Based on the Literature  
(continued)

DIVERSITY IN THE LITERATURE OF PROJECT MANAGEMENT REFERENCE
REFERENCE 
NUMBER

Culturally diverse backgrounds .1. fresh ideas and new approaches 

to problem-solving

Godfrey Ochieng & 

Price, 2009

15

Culturally diverse backgrounds .2. poor project performance Godfrey Ochieng & 

Price, 2009; 

Kruglianskas & 

Thamhain, 2000

16

User diversity .1. organizational technology learning .1. 

information systems development project performance

Wang et al., 2006 17

Technological diversity . U-shaped effect . commercial performance von Raesfeld et al., 

2012

18

Low partner diversity .1. project performance Boon et al., 2014 19

High partner diversity .2. project performance Boon et al., 2014 20

Team diversity (functional diversity) .2. technical performance 

(efficiency)

W.-H. Liu & Cross, 

2016

21

Heterogeneous teams (vs. homogeneous teams) .1. team performance 

(when the economy is not good)

S.-C. Hsu et al., 

2016

22

Interdependence-based selection orientation (vs. heterogeneous and 

homogeneous teams) .1. team performance

S.-C. Hsu et al., 

2016

23

Value diversity .2. system quality (partially mediated by effective 

shared leadership)

J. S.-C. Hsu et al., 

2017

24

Value diversity .2. shared leadership (mitigated by the effective 

vertical leadership)

J. S.-C. Hsu et al., 

2017

25

Organizational diversity .1. technology efficiency .1. research 

performance

Hung & Chou, 2013 26

Organizational diversity .2. economies of scale .2. research 

performance

Hung & Chou, 2013 27

Informational diversity .1. task conflict .1. team learning .1. 

software quality

Liang et al., 2010 28

Team diversity .1. innovation and creativity Miller et al., 2000 29

Cross-functional diversity .1. new product development team 

intelligence .1. new product creativity

Akgün et al., 2008 30

Cross-functional diversity .1. new product development team 

intelligence .1. new product success

Akgün et al., 2008 31

(continued)
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DIVERSITY IN THE LITERATURE OF PROJECT MANAGEMENT REFERENCE
REFERENCE 
NUMBER

Equality in the Literature of Project Management

More women in management .1. organizational financial performance Baker et al., 2019 32

Gender egalitarianism .2. project management practices’ adoption Zwikael et al., 2021 33

Sexual orientation (lesbians) .1. sexual harassment in construction 

projects

Wright, 2013 34

Inclusiveness in the Literature of Project Management

Inclusive work environment .1. informal safety communication Allison & Kaminsky, 

2017

35

Inclusion of individuals in project teams .1. socialization .1. 

project success

Anand et al., 2010 36

Inclusiveness of secondary stakeholders .1. performance of MPIC Di Maddaloni & 

Davis, 2018, 2017

37

Stakeholder inclusiveness .1. stakeholders’ engagement and 

satisfaction

Eskerod et al., 2015 38

Stakeholder inclusiveness .2. focus on critical stakeholders Eskerod et al., 2015 39

Stakeholder inclusiveness .1. stakeholders’ disappointment Eskerod et al., 2015 40

Inclusiveness (actor, scope, and time) .1/2. sustainability in DBFM 

projects

Lenferink et al., 

2013

41

Table 2.  Theoretical Relationships Based on the Literature  
(continued)

Diversity of Project Management 
in the Literature
The construct of diversity is widespread in the project 
management literature. Nevertheless, there is no clear 
consensus about the precise meaning of the term 
diversity, as indicated earlier in this report, where we 
presented the definitions and interpretations of the 
three EDI terms from the literature set. Diversity has 
been studied from many different angles and 
perspectives.

During the analysis phase of the SLR, we noticed that 
the different forms of diversity have direct theoretical 
relationships with three project-related dependent 
variables in particular: team performance, project 
performance, and product quality. The following section 

reviews these relationships according to the type of 
diversity. In each case we include pertinent details of the 
research scope and its key parameters as well as a 
description of the theoretical relationship discovered. 
Although we have already provided an overview of the 
definitions of EDI terms in a previous section, we used 
definitional details in our analysis when we felt it aided a 
better understanding of the context represented by 
each theoretical relationship.

Team Diversity in General
We begin this analysis by looking at research studies 
that considered team diversity in general, including 
those that used the terms organizational diversity and 
informational diversity, because these terms were used 
to describe the same construct as team diversity. 
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In their research, G. Wu et al. (2019) investigated the 
relationships between team diversity, different types of 
conflicts, and project performance in the construction 
industry in China. The authors carried out a survey that 
collected data from 246 professionals. They found that 
higher levels of team diversity positively affected task 
conflict, which positively affected project performance. 
In the same vein, higher levels of team diversity 
positively affected relationship conflict which in turn 
negatively affected project performance. Lastly, higher 
levels of diversity positively affected process conflict. In 
other words, although the project team should consider 
including diverse teams to better accomplish the project 
tasks and increase its performance, the team must be 
prepared to control the different conflicts that may 
arise.

G. Wu et al. (2019) defined conflicts as disagreements 
stemming from the mutual interactions between project 
teams (G. Wu et al., 2017). Conflicts were classified into: 
task, process, and relationship conflicts (Chen et al., 
2014; Jehn & Bendersky, 2003; Jehn & Mannix, 2001; G. 
Wu et al., 2018). Task conflict referred to project team 
disputes arising from differing views, perspectives, and 
ideas regarding the project’s different tasks. Process 
conflict concerned the perception of controversies 
about how to proceed with the different aspects of a 
project. Relationship conflict included project teams’ 
tension stemming from interpersonal incompatibilities. 
Lastly, project performance was captured according to 
three measurements: project performance (time, cost, 
and quality), the project’s goals (risk, conflicts, and 
claims management), and stakeholder satisfaction (Franz 
et al., 2017). The authors recommended that project 
managers should encourage diversity among team 
members and select cooperative partners with similar 
value orientations. Moreover, they should minimize 
relationship conflicts referring to relational governance, 
such as trust and communication, in order to maintain a 
healthy level of task conflict.

In a separate study, Hung and Chou (2013) investigated 
research teams in the Taiwan national 
telecommunication program, using a mixed method of 
data envelopment analysis and analytical hierarchy 
process to assess project performance and its 
relationship to team diversity (referred to as 
organizational diversity). In their research, team 
diversity was captured using several variables, e.g., 
number of new recruits and cross-boundary linkages. 

Team diversity was found to impact technology 
efficiency positively and scale efficiency negatively. In 
other words, recruiting new talent and diverse sources 
can lead to more innovation and creativity in research 
and development projects, which positively affects 
performance. However, team diversity may 
simultaneously limit project managers from 
accomplishing greater economies of scale, thereby 
reducing performance.

The relationship that team diversity positively 
contributes to research performance is therefore 
partially supported. In their study, Hung and Chou (2013) 
measured research performance using various 
indicators such as the total number publications in 
journals and presentations at conferences, research 
duration, patent citations, etc., where technology 
efficiency was considered as one indicator of research 
and development efficacy. Their study has major 
implications for policy makers who are involved in the 
research and development industry and for the 
effectiveness of resource allocation.

From another perspective related to software quality, 
Liang et al. (2010) conducted a survey that collected 
data from 75 teams working in development projects 
(299 participants) in order to test the relationship 
between team diversity (referred to as informational 
diversity) and software quality. They demonstrated that 
team diversity positively impacts task conflict, which 
positively impacts team learning, which in turn positively 
impacts software quality. In their study, team diversity 
was defined as the differences in knowledge and 
perspectives between team members in information 
systems projects, e.g., differences in education, 
experience, backgrounds, etc. (Jehn et al., 1997). Similarly 
to G. Wu et al. (2019), task conflicts referred to 
disagreements and disputes related to accomplishing 
the necessary steps in a project (Jehn, 1995). Team 
learning was defined as the knowledge acquired by the 
project team members about key technological aspects. 
Lastly, software quality was defined as software 
responsiveness, effectiveness, and flexibility.

Liang et al. (2010) emphasized that managers in software 
development projects should build and prepare teams to 
favor team diversity. In other words, they should 
promote diversity of the team’s educational 
backgrounds and functional areas. However, the authors 
warned project managers of the negative impact of the 
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potential conflict from promoting team diversity. In 
order to mitigate such conflict, a learning culture within 
organizations through a supportive environment, 
concrete learning processes, and leadership behaviors 
should be reinforced.

In another study, Chandrasekaran and Linderman (2015) 
highlighted a positive effect of team diversity on 
objective knowledge and a negative impact on intuitive 
knowledge, using survey data from 110 research and 
development projects across 34 high-tech business 
units. Both objective and intuitive types of knowledge, as 
subconstructs of knowledge creation, were positively 
associated with project team performance. In their 
study, team diversity measured the project team 
members’ diversity in education, age, functional 
background, and company tenure (Jehn et al., 1999). 
Objective knowledge represented the generalizable, 
documented, or acquired knowledge created by project 
teams (Chilton & Bloodgood, 2007), while intuitive 
knowledge represented the knowledge gained from 
experience or practice within project teams (Spender, 
1993). Lastly, each project leader assessed project team 
performance in terms of multiple dimensions: schedule, 
budget, quality, technical performance, and satisfaction 
(Faraj & Sproull, 2000).

Chandrasekaran & Linderman (2015) advised research 
and development project managers to develop an 
appropriate level of diversity to improve knowledge 
creation. They also recommended project managers to 
design personal development programs for research 
and development project teams.

In regard to the impact of team diversity on innovation 
and creativity, Miller et al. (2000) argued that team 
diversity and heterogeneous groups, more than teams in 
which everyone is alike, lead to innovation and creativity 
in the work environment. However, it is challenging to 
create bonds among the members of heterogeneous 
groups. The authors defined a diverse group as a 
heterogeneous group whose members do not 
necessarily share the same language, nonverbal cues, 
beliefs, values, and appearance. The authors suggested 
various techniques for promoting team diversity, such as 
applying fundamental human motivators, understanding 
team members’ personalities, understanding group 
identifications and affiliations, valuing differences 
between people, understanding common elements, 
promoting communication, creating a flexible and 
accommodating system, bringing to bear the power of 
humor, and eschewing stereotypes.

Knowledge Diversity
In their study, Liang et al. (2007) found that knowledge 
diversity positively affected task conflict, which 
improved software project team performance. However, 
knowledge diversity was found to intensify relationship 
conflict, which reduced the software project team’s 
performance.

In terms of conflict, interpersonal conflict occurs 
between team members and can affect both the task at 
hand and the quality of the relationship between team 
members. Task conflict refers to disputes among 
software project team members that may arise from 
differing viewpoints and perspectives on accomplishing 
the project tasks. Relationship conflict concerns 
tensions among the software project team members 
that give rise to interpersonal incompatibilities and 
annoyances. Finally, the performance of the software 
project’s team was measured according to three 
dimensions (Nidumolu, 1995): learning from the project 
(what the firm learned from the project); process 
control (assessing whether the development process 
went over schedule); and interaction quality (looking at 
the quality of the interactions between the information 
systems crew and users during software development).

The authors promoted knowledge diversity. They 
highlighted the paradoxical finding that conflicts 
stemming from diversity could be constructive and, at 
the same time, harmful for software development. In 
order to mitigate the negative effect of conflicts 
related to diversity, project managers should be aware 
of the relationship between diversity and project team 
performance, mediated by potential conflicts on several 
levels.

Value Diversity
Liang et al. (2012) used a survey collected from 62 
Project Management Institute members who worked on 
projects in information systems development in Taiwan. 
The authors modeled the impact of value diversity on 
project performance through two variables: conflict and 
teamwork quality. In another paradoxical finding, they 
discovered both positive and negative associations 
between value diversity and project performance. On 
the one hand, value diversity was positively associated 
with task conflict, which was positively associated with 
communication among the project’s team members, 
which in turn was positively associated with project 
performance. Value diversity also tended to increase the 
balance of contributions from project team members 
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which, like value diversity, was positively associated with 
project performance. On the other hand, a positive 
association between value diversity and relationship 
conflict was found to be detrimental to team 
communication and the balance of contributions, leading 
to a negative linkage to project performance.

In their study, task conflict reflected disputes between 
team members regarding the project content and goals. 
Relationship conflict captured the disagreements 
between team members arising from their personality 
differences. The term communication referred to the 
team members’ interactions, such as having meetings 
and phone conversations, while the balance of 
contributions measured team members’ contributions 
to the project and how this was seen by the other 
members (source of conflict, motivation, etc.). Finally, 
project performance detected whether the project 
achieved its goals, delivered work efficiently, and 
maintained the members’ morale.

The authors argued that project managers should 
promote value diversity among team members so as to 
contribute to task accomplishment and enhance the 
project outcome. Project managers should therefore 
embrace value diversity when forming information 
systems development projects in order to encourage 
team qualities such as innovation and problem-solving. 
At the same time, project managers should bear in mind 
that value diversity is also positively associated with 
relational conflict and should therefore take precautions 
to mitigate the risk of detrimental behaviors.

In an earlier study by Liang et al. (2007), value diversity 
was found to affect relationship conflict positively, 
which reduced software project team performance. The 
authors warned managers against the negative impact 
of value diversity. They considered the effective 
management of value diversity as fundamental for 
achieving project success.

In another study on value diversity, J. S.-C. Hsu et al. 
(2017) found that value diversity among team members in 
information systems development projects reduced the 
overall quality of the system developed, because value 
diversity prevents project team members from adopting 
shared leadership strategies. The relationship between 
value diversity and system quality was found to be 
partially mediated by effective shared leadership. 
The authors also reported an adverse impact of value 
diversity on shared leadership of projects in information 
systems development.

The authors adopted a survey design to collect data and 
test their research model. The survey was sent to a list 
of alumni of a prestigious Chinese university who worked 
on projects in information systems development. A total 
of 90 valid responses were returned for the analysis. In 
their study, value diversity tested whether team 
members had the same or different understanding of 
their project’s purpose, goal, and essential tasks (Jehn 
et al., 1999). Vertical leadership measured four 
dimensions: sensemaking, solving problems, supporting 
social relationships, and providing feedback (Morgeson 
et al., 2010). Shared leadership captured four 
dimensions: task-oriented, change-oriented, relation-
oriented, and diversity-oriented shared leadership 
(Fernandez et al., 2010). Lastly, system quality detected 
the quality of the developed systems and aligned with 
users’ needs and expectations (J. S.-C. Hsu et al., 2014).

To ease the negative impact of value diversity on system 
quality and shared leadership, J. S.-C. Hsu et al. (2017) 
emphasized effective communication for sharing and 
integrating knowledge to complement the project 
agenda and ensure all team members understand their 
tasks. In addition, vertical leaders should encourage 
team members to take up leadership roles when needed. 
Vertical leaders should also enhance the feeling of 
ownership and commitment by promoting a climate of 
shared leadership. Finally, shared leadership has a 
tangible and positive impact on system quality. The 
authors explained that vertical leadership should not be 
excluded and that vertical leaders should maintain a 
balance between vertical and shared leadership.

Behavioral and Cultural Diversity
C. Wu et al. (2019) carried out a simulation and case 
study research on a hotel in Algeria to better 
understand multitype laborers, i.e., laborers who can be 
divided into different types according to their personal 
attributes, including behavioral and cultural 
backgrounds. The research looked at the impact of 
multitype laborers on the performance of multinational 
and cross-cultural projects. The authors argued that 
behavioral diversities, if not adequately taken into 
account, could severely affect the productivity, work 
quality, and absenteeism rate of multitype laborers. The 
study identified behavioral diversity as an uncertain 
factor in the behavioral dynamics of multitype laborers 
(Buckley, 2014).

From a cross-border perspective focusing on cultural 
differences, Godfrey Ochieng and Price (2009) carried 
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out a literature review and conducted 20 interviews 
pertaining to heavy engineering projects in the Kenyan 
and United Kingdom construction industries. On this 
basis, the authors proposed that project team members 
from culturally diverse backgrounds yield fresh ideas 
and new perspectives for solving problems. However, 
they called into question this very premise because 
diverse cultural backgrounds could at the same time be 
a source of conflict, which may lead to poor project 
performance due to different understandings and 
expectations. Consistently with the previously 
mentioned study, Kruglianskas and Thamhain (2000) 
collected data from 125 Brazilian and 95 American 
multinational project leaders and team members 
between 1993 and 1996, and found that diverse 
managerial and leadership styles in a multicultural 
environment could explain project managers’ difficulties 
in establishing project processes and frameworks.

On the basis of the eight critical cross-cultural 
dimensions identified in their framework, Godfrey 
Ochieng and Price (2009) offered important insights for 
project managers working with multicultural teams in 
the construction industry, with a view to improving team 
performance and productivity. The authors concluded 
that creating an environment that acknowledges and 
values cross-cultural complexity is essential for 
developing effective multicultural project teams.

The authors proposed that project managers should 
adapt their tools and techniques to local cultures and 
organizational values without losing consistency, 
purpose, and managerial integrity when dealing with 
international teams. In other words, project managers 
working in international companies should design global 
project management practices that accommodate both 
local and multinational team members. This practice is 
even more effective when senior management is 
involved. The authors also warned project managers that 
diverse cultural backgrounds may increase 
organizational tension, mistrust, and conflict.

Social Diversity
Social diversity was included as a variable of interest in 
the work of Liang et al. (2007). They found that social 
diversity positively affected task conflict, thereby 
increasing the software project team’s performance. 
However, social diversity was also found to adversely 
affect relationship conflict, reducing the team’s 
performance.

(cross-) Functional Diversity
With regard to functional diversity and technical 
performance, W.-H. Liu and Cross (2016) used sample 
data of 133 teams representing various organizations 
and sectors of industry to develop a comprehensive 
model of project team technical performance. 
Unexpectedly, they found there was a negative 
relationship between functional diversity and technical 
performance (more precisely, the efficiency dimension). 
In their study, functional diversity was defined as the 
team members’ differences according to their 
functional roles (Dayan & Colak, 2008). Several 
dimensions were used to assess the project’s technical 
performance: effectiveness, efficiency, and innovation. 
However, efficiency—defined as the project team’s 
ability to meet the project’s budget and schedule goals 
(McComb et al., 2007) and employ its resources well (Y. 
Kim et al., 1999)—was the only dimension that had a 
relationship with functional diversity.

W.-H. Liu and Cross (2016) emphasized that organizations 
should enforce high-quality information flows to 
improve project team performance. Such improvement 
can be achieved through a moderate level of functional 
diversity, stable team composition, and adequate 
knowledge and skills.

From another perspective on diversity and project 
teams, S.-C. Hsu et al. (2016) adopted agent-based 
modeling (ABM) to explore the complex process of 
selecting project team members. Data were collected 
from 116 construction projects from 2009 to 2011. On 
the basis of different economic situations, the authors 
aimed to study the relationship between a team’s 
functional diversity and its performance. They found 
that heterogeneous teams with higher functional 
diversity can improve firms’ performance, subject to 
one condition: The economy needs to be in a downturn. 
They also found that interdependence-based selection 
orientation enhanced the project team’s performance 
even more.

S.-C. Hsu et al. (2016) used three team-member-
selection orientations to measure the project team’s 
functional diversity: homogeneous, heterogeneous 
(equality based), and interdependence based. The 
authors defined homogeneous team member selection 
as the selection of team members with homogeneous 
profiles, in other words, selecting people with similar 
experience and educational backgrounds (Lim & Klein, 
2006; Mannix & Neale, 2005). The heterogeneous 
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orientation involved equally allocating the most talented 
team members among teams. In this way, teams become 
a mix of different types of experience, training, and 
education profiles (Simons & Rowland, 2011). The third, 
interdependence-based orientation, was derived from 
the NK model (Kauffman, 1995) and design structure 
matrix (DSM) tool (Millhiser et al., 2011) in which the 
selection was based on three components of 
performance: individual contributions, giving to others, 
and receiving from others. Lastly, the authors measured 
the team’s overall performance by the profit generated.

Finally, we discuss the relationship between functional 
diversity and new product development projects. Akgün 
et al. (2008) examined 207 new product development 
projects in the United States. They studied the 
relationship between cross-functional diversity, team 
intelligence, and new product creativity and success. 
The project team’s functional diversity positively 
affected new product development team intelligence, 
which in turn positively affected new product creativity 
and success. In their study, cross-functional diversity 
referred to the team members’ functional areas and the 
number of people from different functional 
departments. New product development team 
intelligence is a multidimensional construct that included 
information processing and responsiveness capabilities 
to handle the complex process of new product 
development projects. New product creativity referred 
to the novelty of the proposed products and their 
capacity to change the market and generate ideas for 
new products. Lastly, new product success measured 
the performance of the products launched in the 
market.

User Diversity
Wang et al. (2006) conducted a survey that collected 
data in the United States from 212 members of the IEEE 
computer community and in Taiwan from 643 members 
of the information service industry and information 
management associations in order to test the 
relationship between user diversity and project 
performance. They found that user diversity positively 
influenced organizational technology learning, which in 
turn positively influenced project performance in 
information systems development projects. User 
diversity was defined as a wide set of knowledge, 
experience, and backgrounds in the user population of an 
organization engaged in an information system 
development project.

In a study carried out by J. Y.-C. Liu et al. (2011), involving 
the top 1,600 companies in Taiwan, it was discovered 
that requirements diversity plays a mediating role 
between interpersonal conflicts and software project 
performance. Interpersonal conflicts were found to 
positively impact requirements diversity, which 
negatively impacted the software project performance. 
Interpersonal conflicts referred to disputes and 
negative emotions between software project users and 
information systems professionals due to their different 
objectives (Barki & Hartwick, 2001). Lastly, software 
project performance referred to the software project’s 
effectiveness, efficiency, and timeliness in development 
(Henderson & Lee, 1992).

The authors advised software project managers to align 
the interpretations and responses of all users and 
related stakeholders in order to control their behaviors 
and manage interpersonal conflicts impacting software 
project performance. They also drew up a clear 
communications management plan to guide stakeholders 
in understanding their roles and responsibilities. 
Communicating their requirements minimized the 
negative impact of varying needs and reduced 
interpersonal conflict among the project team members.

Partner Diversity
Boon et al. (2014) suggested that partner diversity could 
significantly influence project performance. However, 
too much diversity was found to be problematic. In other 
words, a relatively low level of diversity was beneficial, 
but a high level resulted in reduced project 
performance. The authors conducted a document 
analysis and comparative case study research of 15 
projects within the context of a research program on 
adaptation to climate change. Partner diversity was 
measured with regard to the project partners’ 
disciplinary backgrounds, cognitive distances, values, 
norms, goals, and views on the science-society nexus. 
They measured project performance on two 
dimensions—satisfaction and effectiveness—focusing 
on direct outcomes. The authors recognized how 
challenging it is to balance divergences and 
convergences of perspectives and disciplines within 
climate adaptation projects. They advised dealing with 
this difficulty during the design stage of projects.

Technological Diversity
In another study, von Raesfeld et al. (2012) selected 169 
Dutch nanotechnology research projects from 1998 to 
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2003 to examine the relationships between 
technological diversity in collaborative public 
nanotechnology research and commercial performance. 
It was found that technological diversity has a U-shaped 
effect on application development and commercial 
performance in nanotechnology research projects. In 
other words, technological diversity leads first to a 
decrease (negative effect), then to an increase (positive 
effect), on application development and commercial 
performance in nanotechnology projects. This finding 
can be explained by an extended learning process or a 
rapid loss of skills. Note that technological diversity was 
measured on a scale of eight patent classes, e.g., human 
necessities and performing operations. Project revenues 
measured commercial performance. A scale of four 
elements was used: project failed, no revenue, 
knowledge exploitation with no revenue, and knowledge 
exploitation with revenue.

Equality in the Literature of 
Project Management
We found that there is very little academic literature on 
equality in project management from a theoretical 
perspective. From the 27 articles in the SLR set, we 
found only three with a focus on equality (Baker et al. 
2019; Wright 2013; Zwikael et al., 2021). This scarcity of 
articles hindered our efforts to crystallize categories 
where we could make a theoretical contribution. 
Nevertheless, we reviewed the most important findings 
on equality in the literature studied.

Baker et al. (2019) demonstrated empirically, using a 
sample of 932 private organizations and a longitudinal 
research design, that promoting more women to senior 
management roles improves financial and organizational 
performance in PBOs. In their study, they measured 
three variables: (1) Women’s representation in the 
organization, calculated as a percentage of the total 
number of employees at two levels – (i) managerial, 
including positions such as executives, senior managers, 
and other managers; and (ii) nonmanagerial, including 
professionals, technicians, sales, and administrative 
staff. (2) Organizational performance, measured using 
multiple measures to reflect the organization’s 
effectiveness (van Veen-Dirks, 2010). (3) Performance 
measurement based solely on financial representation 
including return on assets (ROA) and earnings before 
interest, taxes, depreciation, and amortization (EBITDA).

In demonstrating the benefits of gender equality in 
PBOs, Baker et al. (2019) provided functional and human 
resource managers with valuable insights. The authors 
explained that emphasizing women’s management and 
designing workplace gender equality strategies and 
policies can achieve clear business objectives and 
improve competitiveness and performance.

In another study on gender egalitarianism, Zwikael et al. 
(2021) conducted a survey that collected data from 1,166 
project managers from seven culturally varied countries. 
In this study, gender egalitarianism was defined as the 
degree to which a society diminishes gender inequality. 
Surprisingly, the authors found that low gender 
egalitarianism (as a cultural diversity dimension) 
positively impacts the adoption of project management 
practices. The authors explain that this is because a 
society with strong masculinity and low gender 
egalitarianism will favor assertiveness and therefore be 
more driven by project success. Accordingly, managers 
will be stricter in adopting project management 
practices seen as objective and directly linked to project 
success. In their study, project management practices 
were measured using two conceptual project 
perspectives (Andersen, 2016), namely task perspective 
(delivering the project within the budget and time frame, 
with sound quality) and organizational perspective 
(creating value for the project).

In their recommendations, Zwikael et al. (2021) 
encouraged project managers to use different 
management practices and align them according to their 
team members’ mix of cultural profiles. Thus for 
countries with low gender egalitarianism, the authors 
advised project managers to adopt management 
practices that stress success, competition, and 
achievement. In contrast, for countries with high gender 
egalitarianism, they suggested that project managers 
promote interdepartment project groups, human 
resource management, appropriate project manager 
assignment, and formal project procedures. In this way, 
project teams can be better supported to overcome the 
negative impact of gender-based cultural differences in 
projects.

Finally, Wright (2013) drew on 22 interviews and a focus 
group with heterosexual women and lesbians in the 
construction industry in the United Kingdom. The 
construction industry is known to be largely dominated 
by males. The author reported that lesbians who fail to 
display certain forms of femininity or do not engage in 
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heterosexual relationships are more likely to face 
harassment, mainly from heterosexual women. It was 
also reported that employers remain passive in their 
response to homophobic harassment. Focusing on the 
construction industry, the author maintains that sexual 
diversity should be enforced by legislators in many 
countries.

Inclusiveness in the Project 
Management Literature
As with equality, the academic literature on inclusiveness 
in project management is very limited from a theoretical 
perspective. Consequently, we were unable to create 
categories of theoretical contributions. However, in the 
following paragraphs we review the most important 
findings on inclusiveness in the literature.

Inclusive Work Environment
Allison and Kaminsky (2017) empirically found that males 
working in the United States on transportation 
construction projects are advantaged in terms of 
receiving informal safety information. The authors 
argued that project managers and executive directors in 
this industry should create an inclusive work 
environment where crew workers of both genders feel 
trusted and free to contribute their ideas. A similar 
argument was put forward with regard to equalizing the 
informal safety connections between males and females 
in mixed-gender workshops (Shore et al., 2011). In their 
study, formal safety communication was defined as 
establishing formal channels designed for exchanging 
safety information, including the delivery of formal, 
written reports from upper management about safety 
issues. In contrast, informal safety communication 
constituted all informal information exchanges between 
workers about safety concerns on avoiding accidents 
(Alsamadani et al., 2013).

The authors advised safety professionals to share 
safety information when the project members are 
present in order to promote and exchange experience 
within teams where all crew members feel included, 
listened to, and trusted.

Inclusion of Individuals
With regard to the inclusion of individuals in project 
teams, Anand et al. (2010) argued that individuals in 
companies that deploy Six Sigma in the United States 
from across different functions and partner 

organizations enhance socialization between these 
individuals, leading to project success. In their study, 
socialization referred to internal and external 
discussions with customers or suppliers. Project 
success was defined as the degree to which the 
project’s desired results were achieved. However, the 
relationship between the inclusion of individuals in 
project teams and different types of socialization was 
not examined in this empirical study.

Inclusion of Secondary Stakeholders
With regard to the inclusiveness of secondary 
stakeholders, Di Maddaloni and Davis (2018) suggested, 
on the basis of 19 interviews with communication, 
project, and senior managers in the construction 
industry, that broader inclusiveness of secondary 
stakeholders is required to improve the overall 
performance of major public infrastructure and 
construction projects (MPIC). In their study, project 
performance referred to improvement in the project’s 
time, cost, and quality. Secondary stakeholders included 
community and environmental groups, lobbyists, and 
nongovernmental organizations (Aaltonen et al., 2008). 
Stakeholder inclusion referred to the formal and 
informal use of tools and processes to enhance 
stakeholder engagement in a project’s planning, 
assessment, and implementation phases (Dooms, 2010). 
Secondary stakeholders have an informal or indirect 
relationship with projects (Eesley & Lenox, 2006). 
However, they had an effect that cannot be ignored 
(Clarkson, 1995). These findings are consistent with the 
SLR conducted by Di Maddaloni and Davis (2017) on the 
influence of stakeholders in MPIC projects.

The authors advised adopting an inclusive stakeholder 
management approach to achieve the smoother 
completion of construction projects. After the initiation 
phase, projects should include local community groups in 
order to avoid extra managerial effort in terms of time 
and resources. To achieve a practical inclusion approach, 
project managers should also advocate trust, which 
helps them recognize the needs and expectations of 
different stakeholders.

Stakeholder Inclusiveness
From a broader perspective, Eskerod et al. (2015) carried 
out a longitudinal single case study and offered many 
proposals relating to stakeholder inclusiveness in a 
project context. The authors comprehensively defined 
stakeholder inclusiveness as the embracement of 
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wide-ranging stakeholder groups, in which all 
stakeholders are recognized by the focal organization as 
essential, regardless of their power or influence on the 
project. The authors proposed that stakeholder 
inclusiveness in a project is likely to engage stakeholders, 
thereby leading to greater satisfaction. However, 
stakeholder inclusiveness may make the lead company 
lose focus on the main stakeholders, who possess 
critical resources and significantly influence the project. 
Stakeholder inclusiveness may also result in a series of 
disappointments, due to the stakeholders’ wide range of 
expectations, requirements, wishes, and potential 
conflicts.

Inclusiveness and Sustainability
In conclusion, Lenferink et al. (2013) conducted in-depth 
interviews and analyzed studies carried out by the Dutch 
Ministry of Infrastructure and the Environment and 
consultancy agencies to investigate the effects of 
inclusiveness on sustainability in Dutch Design-Build-
Finance-Maintain (DBFM) projects. Inclusiveness in the 
DBFM projects comprised three dimensions: actor, 
scope, and time. The actor dimension comprised the 
interactions between stakeholders and shareholders of 

the projects concerned, and line organizations. The 
scope dimension investigated relationships between 
spatial and adjacent functions at the project level. The 
time dimension concerned the way information is 
exchanged between contract stages over time. The 
authors listed both the positive and negative effects of 
inclusiveness on sustainability in DBFM projects.

To shift toward inclusive and more sustainable 
infrastructure development, the authors recommend 
that project managers pay attention to green 
procurement, strategic asset management, and 
relational contracting. Green procurement guarantees 
and encourages sustainable construction in drawing up 
contracts, leading to the exceeding of standard project 
preconditions. Strategic asset management concerns a 
business process and a decision-making framework 
covering an extended time horizon and a broad range of 
assets. The authors argue that long-term contracts 
should include open-ended terms so as to renegotiate 
commitments regarding the actor dimension. Therefore, 
these contracts should be collaborative and based on 
trust so that project management becomes more 
adaptive and resilient.
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Concluding 
Remarks and 
Implications
We conducted an SLR on the impact of EDI on 
performance and creativity in the workplace in PBOs. 
Most of the literature selected concerned diversity, 
with considerably less published research on equality 
and inclusiveness. Another overall observation was that 
the number of terms related to EDI in the literature base 
showed a lack of consistency and no particular 
consensus. In some cases, we came across various 
terms denoting the same construct.

The majority of the articles were situated in the 
construction and IT sectors and used a quantitative 
survey-based methodology (see Figure 3). In total, we 
identified 31 theoretical relationships in diversity, three 
in equality, and seven in inclusiveness.

The relationships in diversity were mainly discovered 
from studies looking at the impact of diversity on team 
performance, project performance, and product quality. 
We found that quite often there were paradoxical 
findings where an increase in team diversity was linked 
to an increase in one mediating variable, resulting in an 
increase in the team or project performance, and 
another mediating variable resulting in a decrease in 
performance. The full table of relationships can be seen 
in Table 2. How to address and respond to these 
apparent paradoxes is described in the next section on 
managerial implications.

The findings on equality reveal some interesting results, 
with gender equality having a positive impact on 
organizational financial performance but, conversely, an 
increase in gender egalitarianism leading to a reduction 
in the adoption of project management practices. In 
terms of inclusiveness, several studies focused on 
stakeholders and secondary stakeholders. Once again, 
the results were somewhat paradoxical in that the 
benefits reported from increasing stakeholder 
engagement came with caveats that could 
simultaneously reduce project performance. These 
findings call for managerial attention and are covered in 
more detail in the managerial implications section.

The next section considers in more detail some of the 
main managerial implications of the research and is also 
a prelude to our thoughts about a managerial tool that 
could help organizations assess EDI parameters and 
devise action plans to improve team and project 
performance.

Managerial Implications
The SLR and its analysis revealed numerous theoretical 
relationships. Nevertheless, interpreting these 
relationships and ascertaining their managerial 
implications is not an easy task given the unique 
contextual background of each research study and the 
frequently paradoxical findings reported, which call for 
caution and suggest balance is a prerequisite for 
managers trying to improve their project key 
performance indicators (KPIs) whenever they are based 
on EDI characteristics. We must also advise caution as 
the studies in our SLR set were often based on very 
specific industries and the findings may not translate 
well to other contexts. Further research in new contexts 
is one of the recommendations in the final section on a 
future research agenda.

In this section, we consider the main managerial 
implications and suggestions based on the EDI research 
studied. At the end of the managerial suggestions, we 
include a framework for creating a managerial tool 
that could help project managers develop an EDI 
profile of their organization and develop it in a 
positive way.

From the SLR, we found that team diversity tends to 
increase task conflict, which in turn improves team 
learning, leading to higher product quality. There is also 
evidence that increasing team diversity increases team 
performance. On the other hand, we note that higher 
team diversity increases the challenges and 
uncertainties in projects, which in turn leads to more 
interpersonal disputes and conflicts, resulting in lower 
team performance. In addition, disputes are harder to 
resolve in highly diverse teams. The managerial challenge 
is thus how to increase team diversity while reducing the 
incidence of relationship conflict and finding more 
effective ways to resolve disputes. The answer seems to 
be that PBOs should adopt policies that favor diversity 
and use new digital technologies to help avoid or reduce 
relationship conflicts. Developing a learning culture in 
the organization may also help.
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The Project Management Institute asked us to consider 
what provocative questions we could raise in the light of 
our findings. One good question is whether we can find a 
way to use team diversity that increases task conflict 
and decreases relationship conflict. A way to approach 
this would be to look to the application of automation, 
artificial intelligence (AI), augmented intelligence, and 
smart contracts. Automation is not new to project 
management, but it still has a long way to go. We 
suggest that by automating some of the processes in 
project management, the amount of human-to-human 
communication in the project can be decreased. Less 
communication means reduced potential for relationship 
conflict. At the same time, technologies (e.g., smart 
contracts) with AI can be applied to allow more diverse 
inputs to the process and AI can be used to help manage 
and benefit from diversity.

Higher diversity has been shown to increase knowledge 
creation. This finding supports innovation and creativity 
in the workplace. Organizations that encourage personal 
development plans for teams can enhance the potential 
of diverse teams to be creative. Teams having culturally 
diverse backgrounds are often able to benefit from 
fresh ideas and new perspectives for solving problems. 
The benefits of culturally diverse teams, however, are 
offset by the increase in organizational tension, 
mistrust, and conflict, all of which lower project 
performance. The answer seems to be that where teams 
have culturally diverse backgrounds, they can be 
assisted by appropriate management of the cultural 
environment. By acknowledging and valuing cross-
cultural complexity, organizations can ensure these 
teams are more likely to thrive. In this way, the project 
exists in an environment that recognizes and exploits 
local cultural differences while preserving certain 
international norms, giving rise to a “glocal” context (i.e., 
characterized by both local and global considerations) to 
the project.

In general, we find that team diversity in its many forms 
brings advantages to projects and their organizations. 
We suggest that organizations should promote diversity 
in the workplace while at the same time adopt measures 
to offset the dysfunctions of high diversity. The latter 
tend to be associated with the relationships in projects 
and, specifically, the incidence of relationship conflict. 
By adopting policies that help to avoid relationship 
conflict or prepare people to be better able to manage 
relationship conflict, they can reduce the downside of 
higher team diversity.

Value diversity also has both positive and negative 
implications for projects. Research has shown that 
greater value diversity can lead to better task 
accomplishment, which in turn promotes innovation and 
problem-solving. However, it also increases relationship 
conflict, which will lower team performance and product 
quality. The way to manage this conundrum is to support 
value diversity while building into the organization 
effective communication strategies for sharing and 
integrating knowledge. Moving away from pure 
hierarchical leadership structures to more shared 
leadership can help alleviate the challenges of value 
diversity, because it increases ownership across the 
team members.

The research on transdisciplinary research teams shows 
that multiple partners should have some, but not too 
much, cognitive distance and diversity between them. 
Too little or too much partner diversity reduces project 
performance. Finding a balance is the key to success.

With regard to gender, the research shows that 
increasing gender equality, which means having more 
women in the organization and project teams, increases 
the financial performance of the organization. The 
message here is clear: Recruit more women into the 
organization and project teams.

On the other hand, increasing gender egalitarianism, in 
fact, reduces the adoption of project management 
practices, according to the research reported in the 
SLR set. This surprising finding suggests that project 
management policies in organizations should reflect the 
level of gender egalitarianism in the organization.

Finally, research into stakeholder inclusiveness shows 
that increasing the involvement of a wider set of 
stakeholders has both positive and negative 
consequences. Some research shows that including 
secondary stakeholders increases project performance. 
Greater stakeholder involvement can increase the 
engagement and satisfaction of stakeholders. However, 
it can also lead to greater stakeholder disappointment, 
because competing values and agendas among 
stakeholders mean that some will view themselves as 
losers and others as winners. There is evidence that 
benefits are seen up to a point, but beyond that the risk 
of creating disadvantages increases.

A managerial tool needs to account for the apparently 
paradoxical findings from this SLR and be wary of 
pointing to simple linear solutions based on only one or 
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two metrics. Conversely, a complex tool that is overly 
time-consuming to use and navigate will be unlikely to 
fulfill its intended purpose. Perhaps the main managerial 
implication of our findings is that there is no silver bullet 
when it comes to creating EDI policies for organizations 
and projects. Nevertheless, we believe the theoretical 
relationships discovered show that EDI is an area that 
managers should be aware of and monitor. We suggest 
that a managerial tool could serve several purposes:

1. Assist in developing an EDI profile of the organization.

2. Increase knowledge among project workers about the 
importance of equality, diversity, and inclusiveness in 
the workplace and their impact on performance and 
creativity.

3. Increase the transparency of an organization with 
regard to these phenomena and provide insights into 
which EDI characteristics an organization regards as 
more or less important, and how well they are 
currently aligned with that perspective.

4. Increase the opportunity for members of the 
organization to be involved in reshaping 
organizational norms and policies in order to reflect 
EDI goals.

5. Help alleviate fears or anxieties around diversity, 
equality, and inclusiveness and give individuals and 
groups the opportunity to change and adapt 
themselves through directed training, personal 
development, and growth strategies.

In brief, a managerial tool can be an aid for managers or 
stakeholders to take action regarding one or more 
aspects of EDI. Our tool (see Appendix) is a starting 
template that captures the EDI phenomena revealed in 
our research in the form of a structured table with 
questions to be answered. The tool encourages the 
organization to consider who can contribute to each 
term and what is the potential value of doing so. It is not 
prescriptive, but is intended to educate and enlighten 
organization members to be more proactive in designing 
their teams and policies so as to integrate EDI 
characteristics into the performance improvement map 
or dashboard. Project managers and organization 
managers would then be better informed for making 
decisions for projects, stakeholders, and individuals on a 
case-by-case basis in order to benefit project and 
organizational goals and objectives and people’s job 
satisfaction in the short and longer term.

Future Research Agenda
We recommend that future research be carried out in 
other industries and contexts, given that many of the 
research studies in the SLR set were based on the 
construction and IT sectors. Future research in other 
industries and contexts would broaden the 
understanding of EDI in the workplace. We also suggest 
that further research should use a more diverse 
methodological approach. Most of the studies in the SLR 
set were based on surveys. We would like to see more 
qualitative research studies, which can provide a deeper, 
more detailed view of EDI phenomena and relationships.

Within the SLR literature, Di Maddaloni and Davis (2018, 
2017) conducted their research on major public 
infrastructure and construction projects. They revealed 
that current project stakeholder management 
mechanisms are reactive rather than proactive, forcing 
stakeholders to comply with project needs. We suggest 
that more research is needed on alternative stakeholder 
models.

Eskerod et al. (2015) suggest that future research should 
compare the inclusion of stakeholders at each phase of 
project management and analyze how their inclusion 
affects the interactions between internal actors within 
the project management. Such research would provide a 
deeper understanding of the impact of stakeholder 
inclusion.

As shown in the present study, much research focused 
on project performance, where diversity has played a 
significant role. For example, monitoring diversity at the 
organizational level can be achieved through 
recruitment. Eskerod et al. (2015) demonstrated that 
focusing on interdependencies between job applicants 
and their future colleagues could be more important 
than simply focusing on skills and talents. The authors 
also pointed out that an extension of knowledge 
diversity increases the complexity of managing the 
interdependencies between team members. They urged 
future research to investigate a hiring process that 
would maximize team diversity and minimize 
interdependent disruption. They believe that this would 
help recruiters and managers to improve the 
relationship between recruiting and performance. We 
believe that research into the application of automation 
and AI in these areas can also contribute to higher levels 
of performance.
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W.-H. Liu and Cross (2016) defined an integrated model 
combining system dynamics and agent-based modeling 
(ABM) to monitor the uncertainties and dynamics 
stemming from behavioral diversities leading to project 
deviations. The authors highlighted the need to better 
understand the impact of team diversity on innovation and 
efficiency.

There remain unanswered questions on the effect of 
value diversity on system quality. For example, J. S.-C. 
Hsu et al. (2017) examined the mediation role of shared 
and vertical leadership in managing value diversity within 
information systems development projects. They 
demonstrated that effective vertical leadership can 
mitigate the adverse impact of value diversity on shared 

leadership. The authors advocated that the value 
diversity literature should study in depth the effect of 
value diversity on system quality through leadership.

Finally, it has been demonstrated that organizations with 
equal gender representation perform better. In their 
research, Baker et al. (2019) look at the impact of women 
on organizational performance in project-based and 
non-project-based organizations. They show that 
leveraging female talent can create a competitive 
advantage and lead to positive organizational outcomes. 
The authors advocate future research to demonstrate 
the relationship between women’s representation and 
performance through a wider set of metrics, including 
financial and nonfinancial measures.
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Appendix
Table X1.  Novel Framework as a Tool to Help Managers Develop 

Their Awareness of EDI

EDI TERMS
RELATIONSHIP 
(TABLE 2) INSIGHTFUL QUESTIONS

WHO IS 
INVOLVED? PERFORMANCE NOTES

Unique EDI 

terms derived 

from the SLR.

Theoretical 

relationship 

reference 

number

Suggested questions to 

learn about the EDI terms 

and the organization’s 

current position on each.

Where can you 

find this 

information? Who 

can you ask?

Comment on the efficacy 

of the organization’s 

rules, policies and 

practices in this area. 

Can you suggest 

improvements?

Team diversity 5, 6, 7, 13, 

14, 26, 27, 28, 

29

What do you know about 

the organization’s policy 

regarding team diversity?

To be completed 

by project 

managers

To be completed by 

project managers

How is team diversity 

measured and monitored in 

the organization?

To be completed 

by project 

managers

To be completed by 

project managers

What steps does the 

organization take to 

promote team diversity?

To be completed 

by project 

managers

To be completed by 

project managers

What steps does the 

organization take to 

reduce relationship 

conflict in project teams?

To be completed 

by project 

managers

To be completed by 

project managers

Value 

diversity

1, 2, 3, 4, 24, 

25

Does the organization 

recognise and measure 

value diversity in project 

teams? If so, how?

To be completed 

by project 

managers

To be completed by 

project managers

Cultural 

diversity

15, 16 Does the organization 

recognise and measure 

cultural diversity in 

project teams? If so, how?

To be completed 

by project 

managers

To be completed by 

project managers

Social 

diversity

9, 10 Does the organization 

recognise and measure 

social diversity in 

project teams? If so, how?

To be completed 

by project 

managers

To be completed by 

project managers

Behavioral 

diversity

12 Does the organization 

 recognise and measure 

 behavioral diversity in 

 project teams? If so, how?

To be  completed 

by project 

 managers

To be completed by 

 project managers

(continued)
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EDI TERMS
RELATIONSHIP 
(TABLE 2) INSIGHTFUL QUESTIONS

WHO IS 
INVOLVED? PERFORMANCE NOTES

Unique EDI 

terms derived 

from the SLR.

Theoretical 

relationship 

reference 

number

Suggested questions to 

learn about the EDI terms 

and the organization’s 

current position on each.

Where can you 

find this 

information? Who 

can you ask?

Comment on the efficacy 

of the organization’s 

rules, policies and 

practices in this area. 

Can you suggest 

improvements?

Knowledge 

diversity

8 Does the organization 

 recognise and measure 

knowledge diversity in 

 project teams? If so, how?

To be completed 

by project 

 managers

To be completed by 

 project managers

Functional 

 diversity

21, 22, 23 Does the organization 

recognise and measure 

different types of 

functional diversity in 

project teams? If so, how?

To be completed 

by project 

managers

To be completed by 

 project managers

Cross- 

functional 

diversity

30, 31 Does the organization 

recognise and measure 

cross-functional diversity 

in project teams? If so, 

how?

To be completed 

by project 

managers

To be completed by 

 project managers

User diversity 17 Does the organization 

recognise and measure 

user diverstiy in 

projects? If so, how?

To be completed 

by project 

managers

To be completed by 

 project managers

Requirements 

diversity

11 Does the organization 

recognise and measure 

requirements diverstiy in 

projects? If so, how?

To be completed 

by project 

managers

To be completed by 

 project managers

Partner 

 diversity

19, 20 Does the organization 

recognise and measure 

partner diverstiy in 

projects? If so, how?

To be completed 

by project 

managers

To be completed by 

 project managers

Technological 

diversity

18 Does the organization 

recognise and measure 

technological diverstiy in 

projects? If so, how?

To be completed 

by project 

managers

To be completed by 

 project managers

Gender 

 equality

32, 34 What action does the 

organization take to 

achieve gender equality?

To be completed 

by project 

managers

To be completed by 

project managers

(continued)

Table X1.  Novel Framework as a Tool to Help Managers Develop 
Their Awareness of EDI (continued)
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EDI TERMS
RELATIONSHIP 
(TABLE 2) INSIGHTFUL QUESTIONS

WHO IS 
INVOLVED? PERFORMANCE NOTES

Unique EDI 

terms derived 

from the SLR.

Theoretical 

relationship 

reference 

number

Suggested questions to 

learn about the EDI terms 

and the organization’s 

current position on each.

Where can you 

find this 

information? Who 

can you ask?

Comment on the efficacy 

of the organization’s 

rules, policies and 

practices in this area. 

Can you suggest 

improvements?

Workplace 

 gender 

equality

33 Does the organization 

recognise and monitor 

gender egalitarianism?  

If so, how?

To be completed 

by project 

managers

To be completed by 

project managers

To what extent does the 

organization try to match 

project management 

practices with the level 

of gender egalitarianism?

To be completed 

by project 

managers

To be completed by 

project managers

Inclusion of 

individuals

36 What is the level and 

impact of individual 

inclusiveness in projects?

To be completed 

by project 

managers

To be completed by 

project managers

Inclusive work 

environment

35 What is the level and 

impact of inclusivity of 

the work environment in 

projects?

To be completed 

by project 

managers

To be completed by 

project managers

Stakeholder 

inclusiveness

38, 39, 40, 41 How are the relationships 

with stakeholders defined, 

monitored and managed in 

projects?

To be completed 

by project 

managers

To be completed by 

project managers

Inclusiveness 

of secondary 

stakeholders

37 What effort is made to 

include and involve 

secondary stakeholders in 

projects?

To be completed 

by project 

managers

To be completed by 

project managers

Table X1.  Novel Framework as a Tool to Help Managers Develop 
Their Awareness of EDI (continued)


