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Abstract
Prior research indicates that employees from ethnic minority backgrounds are 
more likely to experience depression and other mental health problems than their 
ethnic majority counterparts. To understand what drives these negative outcomes, 
we integrate research on ethnic minorities at work with the job demands-resources 
(JDR) model. Based on the JDR model, we consider climate for inclusion as a key 
job resource for ethnic minority employees that mitigates the deleterious effects 
of ethnic minority status on job self-efficacy, perceived job demands, and depres-
sive symptoms. We conducted a two-wave survey study (Time 1: N = 771; Time 2: 
N = 299, six months apart) with employees from five medium sized not-for-profit 
and local government organizations in Australia. Our empirical results indicate that 
ethnic minorities report a higher job-self-efficacy and fewer depressive symptoms 
when they perceive a high climate for inclusion.

Keywords  Ethnicity · Climate for inclusion · Depressive symptoms · Job-demands-
resources model · Well-being · Inclusion

In many countries, the number of ethnically diverse employees is growing due to 
skilled labor shortages, a global labor market, poverty in some developing countries, 
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and armed conflicts in several areas around the world (Chand & Tung, 2014; ILO, 
2018; OECD, 2012). If supported by managers and the organization, ethnic diversity 
at work can have many advantages such as increased creativity, innovation, and per-
formance (Adamovic, 2018; Cooke & Saini, 2010, 2012; Ely & Thomas, 2001; Olsen 
et al., 2021). Despite these potential advantages, many organizations consider man-
aging employees from ethnic minority backgrounds a challenge, because they lack 
understanding of these employees’ experiences in the workplace (Avery et al., 2008; 
Syed & Pio, 2010). Ethnic minorities are often exposed to prejudice, social exclusion, 
discrimination, and exploitation in the workplace (Adamovic, 2020a, 2022; Binggeli 
et al., 2013). Research evidence and media reports further suggest that ethnic minori-
ties and migrants are at greater risk for depression and other mental health problems 
relative to their ethnic majority counterparts (Al-Maskari et  al., 2011; Schachner 
et al., 2016). This depression negatively impacts ethnic minority employees’ produc-
tivity and quality of life (Alonso et al., 2004; Whiteford et al., 2013).

Prior research about ethnic minority employees often applied a social iden-
tity perspective (Tajfel & Turner, 1979) to identify the problems that these 
employees face (e.g., Coates & Carr, 2005; Dietz, Joshi, Esses, Hamilton, & 
Gabarrot, 2015; Li & Frenkel, 2017). According to social identity theory, indi-
viduals identify with their ethnic group and compare their group to others to 
reduce uncertainty around one’s ethnic identity and maintain a positive self-
evaluation (Hogg & Terry, 2000; Tajfel & Turner, 1979). Ethnic identification 
leads individuals to favor their own ethnic group and could also lead to dis-
crimination against other ethnic groups (Tajfel & Turner, 1979). While these 
previous studies reveal issues ethnic minority and migrant workers face such 
as discrimination and social exclusion, less is known about the ways manag-
ers and organizations can effectively improve these employees’ well-being 
(Guillaume et  al., 2013; Guo & Al Ariss, 2015; Hutchings, 2003; Kingshott 
et al., 2018). We aim to extend prior research and provide clearer insights into 
how organizations can improve these employees’ well-being (Adamovic et al., 
2020; Hajro, Gibson, & Pudelko, 2017; Romani et al., 2017).

By integrating research on ethnic minorities at work with the job-demands-
resources (JDR) model (Demerouti et al., 2001), we advance both theory develop-
ment and organizational people management systems to ultimately improve ethnic 
minority workers’ well-being (Romani et al., 2017; Soltani et al., 2011). Based on 
prior research on ethnic minorities (Avery et al., 2008; Avery et al., 2018; McKay 
et al., 2008; Tufan & Wendt, 2020), we first argue that ethnic minority status has 
negative effects on perceived job demands, job self-efficacy, and depressive symp-
toms (Fig. 1). To buffer these negative effects, we consider climate for inclusion as 
a job resource and investigate its moderating role on the effects of ethnic minority 
status (Fig. 1).

Our research makes three key contributions. First, we examine an inclusive organ-
izational climate as a key job resource for ethnic minority employees’ well-being. 
An inclusive climate indicates that an organization values equality and inclusion and 
thus should improve ethnic minorities’ well-being by weakening the dysfunctional 
effects of ethnic minority status on perceived job demands and job self-efficacy. 
Prior research on gender diversity suggests that higher climate for inclusion can 
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improve well-being for gender minority employees in organizations (Miner-Rubino 
et al., 2009; Sliter et al., 2014). Similarly, we expect that climate for inclusion may 
also support ethnic minority employees. Furthermore, prior research on the JDR 
model indicates that a positive and inclusive workplace climate can reduce burnout 
(Crawford et al., 2010; Mauno et al., 2007; Odle-Dusseau et al., 2013).

Second, we analyze occupational (i.e., job self-efficacy and job demands) and 
personal well-being (i.e., depressive symptoms) as outcomes of ethnic minority sta-
tus. Prior research on ethnicity at work overlooked personal wellbeing as outcome. 
Instead, prior research focused on outcomes such as discrimination, exclusion, per-
formance, and job satisfaction (Avery et al., 2018), rather than personal well-being.

Third, to advance theory on ethnic minority employees and inform inclusive prac-
tices and people management systems (Binggeli et al., 2013; Guo & Al Ariss, 2015), 
we specify the mechanisms (i.e., job demands and job self-efficacy) and a moderator 
(i.e., climate for inclusion) of ethnic minority status effects. The few existing stud-
ies on climate for inclusion and well-being have only investigated the direct effects 
of climate for inclusion on employees’ well-being (Chrobot-Mason & Aramovich, 
2013; Hardeman et al., 2016). By examining mechanisms and moderators, we can 
isolate what drives these negative outcomes to inform more effective and targeted 
organizational approaches to diversity. This approach is recommended in diversity 
research to guide managers and organizations (Guillaume et al., 2013; Hoever et al., 
2012; Van Knippenberg et al., 2004).

Fig. 1   Research model. Note. N = 771 employees in T1, 299 employees in T2. The T1 cases for which 
there is no T2 data were included in the path analysis. Values are standardized coefficients. ** p < .01, * 
p < .05, † p < .10. The dashed lines represent indirect relationships through job self-efficacy (Hypothesis 
1) and job demands (Hypothesis 2)
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Job‑demands‑resources model and research model

To develop the research model (Fig. 1), we apply the JDR model, which is a theoretical 
framework for predictors of stress and employee well-being in the workplace (Bakker 
& Demerouti, 2007; Demerouti et al., 2001). According to this model, employee well-
being decreases because of job demands (i.e., psychological and organizational char-
acteristics increase psychological stress and decrease cognitive resources; Nahrgang 
et  al., 2011; van Woerkom et  al., 2010), and improves when organizations provide 
job resources (i.e., aspects of a job or organization that enhance productivity, engage-
ment, and well-being; Demerouti et al., 2001) that buffer the dysfunctional effects of 
job demands (Crawford et al., 2010; Dicke et al., 2018; Schaufeli & Bakker, 2004). 
Job demands include high workload, stress, conflict, and unclear work expectations 
(Crawford et  al., 2010; Halbesleben, 2010), while job resources include autonomy, 
positive workplace climate, and social support (Crawford et  al., 2010; Halbesleben, 
2010). Given the negative consequences of job demands for ethnic minority employ-
ees in particular (Adamovic et al., 2020; Dietz, 2010), and the buffering effects of job 
resources, the JDR model offers a useful framework for workplace ethnicity research.

We tested two mechanisms that could explain the relationship between ethnicity 
and depressive symptoms. First, we selected perceived job demands, which captures 
an energetic process proposed by the JDR model (Huynh et al., 2012; Korunka et al., 
2009) because they consume an employee’s energy and cognitive resources (Crawford 
et al., 2010). In the JDR model, job demands include high workload and stress, and 
higher job demands are related to reduced personal well-being (Bakker & Demerouti, 
2007; Demerouti et al., 2001). Second, we selected job-self-efficacy, which is as a job 
resource that captures a cognitive process in the JDR model by measuring perceived 
capacity for facing challenges at work (Consiglio et al., 2013; Demerouti et al., 2016; 
Dicke et al., 2018). Due to social exclusion, ethnic minorities are likely to report lower 
job self-efficacy at work (for a study on refugees’ job self-efficacy, see Newman et al., 
2018), which may negatively impact their well-being.

Finally, prior research on gender diversity suggests that diversity climate might 
be a crucial job resource for gender minority employees (Miner-Rubino et  al., 
2009; Sliter et al., 2014). We suggest that a greater diversity climate may support 
ethnic minority employees as it does gender minority employees. Specifically, 
an effective organizational diversity climate should demonstrate the organiza-
tion values equity and inclusion and thus be a key job resource to enhance ethnic 
minority employees’ well-being.

Hypotheses development

Ethnicity and job self‑efficacy

In addition to common workplace challenges and associated health risks that all 
employees face (Hovey & Magaña, 2000; Schachner et al., 2016), ethnic minority 
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employees are more likely to experience isolation, incivility, harassment, and dis-
crimination than ethnic majority employees (Adamovic, 2020a, 2022;  Cortina, 
2001; Kabat-Farr & Cortina, 2012). We apply the JDR model to these employees’ 
workplace experiences, considering job self-efficacy as a cognitive mechanism, 
and argue that ethnic minority status will reduce job self-efficacy. A focal concept 
in research on well-being is job self-efficacy (Consiglio et al., 2013; Demerouti 
et al., 2016; Dicke et al., 2018), defined as the belief that one can “successfully 
execute the behavior required to produce the outcomes” desired in the job (Ban-
dura, 1977: 193). An understanding one’s current work requirements and the abil-
ity to effectively maintain or exceed current levels of job performance facilitates 
job self-efficacy (Adamovic et al., 2021); therefore, we propose that greater well-
being and fewer depressive symptoms at the individual level is related to greater 
job self-efficacy (see also Demerouti et al., 2016; Dicke et al., 2018).

We expect ethnic minority employees to have lower job self-efficacy than ethnic 
majority employees. Self-efficacy is enhanced through vicarious experiences such 
as behavioral modeling of coworkers and managers (Bandura, 1977); however, due 
to bias against ethnic minorities, it is difficult for these employees to develop col-
laborative relationships with coworkers and managers (Avery, Richeson, Hebl, & 
Amady, 2009). Consequently, they are less likely to believe that they can share and 
learn from their coworkers and managers (McKay et al., 2009), reducing the oppor-
tunities to develop a sense of job self-efficacy.

Stereotypes depicting ethnic minorities as under-skilled and low in competence, 
and the associated employment discrimination, are prevalent in Western workplaces 
(Adamovic, 2022;  Midtbøen, 2014; Thijssen et  al., 2021; Yemane & Fernández-
Reino, 2019). Mirroring these stereotypes, ethnic minority employees are afforded 
lower status relative to native workers (Li & Frenkel, 2017). Media, society, histori-
cal context, and government policies reinforce these status differences (Li & Fren-
kel, 2017). These stereotypes and prejudices, lead to lower self-efficacy and status 
for ethnic minorities and higher self-efficacy and status for majority group members 
(Ashforth & Mael, 1989).

Hypothesis 1:  Ethnic minority status reduces job self-efficacy.

Ethnic minority status and job demands

We also argue that ethnic minority status increases perceived job demands. Due 
to discriminatory experiences associated with their minority status, ethnic minor-
ity employees are likely to have fewer cognitive resources available to cope with 
their job and life (Bakker et al., 2003), increasing their job demands. Ethnic diver-
sity often leads to workplace segregation, whereby ethnic minority employees are 
treated as outsiders and feel socially isolated in their organizations (Adamovic et al., 
2020; D’Netto et al., 2014). They may face interpersonal conflicts with co-workers, 
supervisors, or clients due to their ethnic minority status, which are particularly det-
rimental for employees’ well-being (Hofhuis et al., 2012; Sojo et al., 2016; Zhang 
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& Liao, 2015). Ethnic minority employees often report that they do not fit in the 
dominant culture and develop perceptions of social exclusion (Hakak et al., 2010). 
They also tend to suffer from a lack of professional and personal networks, cultural 
differences, and discrimination (Cooney-O’Donoghue et  al., 2022;  Hakak et  al., 
2010). Given ethnic minority employees’ social exclusion and the related cognitive 
demands (Ozier et al., 2019; Salvatore & Shelton, 2007), they may perceive their job 
demands as excessive and overwhelming.

Hypothesis 2:  Ethnic minority status increases perceived job demands.

The moderating role of climate for inclusion for ethnicity and job self‑efficacy

We propose organizational climate for inclusion as a job resource that moderates the 
relationship between ethnicity and job self-efficacy. Climate for inclusion is defined in 
the literature as the extent to which the organization is perceived by the employees as 
an environment where individuals from all backgrounds, not just members of histori-
cally powerful groups, are (1) valued for who they are, (2) treated with respect, and (3) 
their uniqueness and differences are appreciated (Nishii, 2013). In the present work, we 
focus on individuals’ perceptions of climate for inclusion, defining climate for inclusion 
as cognitive evaluations or appraisals of the environment related to the support and value 
of diversity and inclusion (Kossek & Zonia, 1993).

We believe that an effective climate for inclusion is particularly important for 
ethnic minority employees’ job self-efficacy and job demands because it dem-
onstrates that all employees are valued and respected, regardless of their ethnic 
backgrounds (Nishii, 2013). We posit that climate for inclusion is a job resource 
for ethnic minority employees that indicates a welcoming and respectful envi-
ronment, weakening the dysfunctional effects of ethnic minority status on job 
self-efficacy. In a diversity-friendly environment, employees believe differ-
ences among employees are respected (Kossek et al., 2006). They believe they 
can benefit and learn from different perspectives and ways of thinking (Ely & 
Thomas, 2001; Nishii, 2013). In inclusive workplace environments, employees 
are valued for who they are as people (Mor Barak, 2000) and believe they can 
learn from each other (McKay et al., 2009). Such an open-minded environment 
characterized by welcoming diversity may increase ethnic minority employees’ 
job self-efficacy. In short, in an inclusive workplace, ethnic minority employees 
believe they can handle unforeseen situations more effectively and that they are 
well-prepared for their jobs (Schyns & von Collani, 2002).

Perceiving a climate for inclusion will likely increase job self-efficacy for eth-
nic minority employees, because this signals that their identities are valued. If the 
organization establishes an environment that supports diversity, ethnic minority 
employees will likely have fewer concerns about being mistreated because of their 
background (McKay et al., 2011), reducing negative effects of ethnic minority status 
on job self-efficacy. Further, a climate for inclusion is characterized by organiza-
tional support of diversity (Nishii, 2013). When the organization communicates that 
it cares for all employees and supports diversity through its policies, ethnic minority 
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employees should feel more confident and that their careers will not be hindered by 
their ethnicity. In contrast, if managers and co-workers do not value diversity and 
different perspectives, ethnic minority employees are likely to lose confidence and 
find it difficult to share their ideas and knowledge.

Hypothesis 3:  Climate for inclusion moderates the relationship between ethnicity 
and job self-efficacy to mitigate the dysfunctional effects of ethnic minority status 
on job self-efficacy.

The moderating role of climate for inclusion for ethnicity and job demands

We further argue that a high climate for inclusion will buffer dysfunctional effects of 
ethnic minority status on perceived job demands. A high climate for inclusion means 
employees are treated with respect, regardless of their identities (Nishii, 2013). Thus, 
ethnic minority employees should perceive fewer job demands and a less stressful work 
environment when there is a high climate for inclusion. In general, a work environ-
ment characterized by open-mindedness and tolerance should energize ethnic minor-
ity employees and improve interpersonal interactions with co-workers (McKay et al., 
2007; Sliter et al., 2014). In an inclusive climate, ethnic minority employees will have 
more cognitive resources available to cope with their job and life (Bakker et al., 2003), 
weakening the relationship between ethnic minority status and increased job demands.

Further, perceptions of a high climate for inclusion will increase the likelihood 
that ethnic minority employees are motivated to seek support (Guarino & Sojo, 
2009) and to participate in knowledge exchange behaviors (Randel et  al., 2016). 
Such behaviors should increase ethnic minority employees’ perceived control over 
their own jobs and weaken dysfunctional effects of ethnic minority status on per-
ceived job demands.

In contrast, a low climate for inclusion should be particularly detrimental for the 
job demands of ethnic minority employees. For example, the inability to express 
one’s identity consumes cognitive energy (King & Cortina, 2010; Madera, 2010), 
which hinders workers’ capacity to deal with job demands. With a low climate for 
inclusion, ethnic minority employees may perceive interactions with managers and 
co-workers as more stressful and cognitively demanding (Hofhuis et al., 2012) and 
their resources to manage work tasks as insufficient.

Hypothesis 4:  Climate for inclusion moderates the relationship between ethnicity 
and job demands to mitigate the dysfunctional effects of ethnic minority status on 
job demands.

Job self‑efficacy and depressive symptoms

We expect that job self-efficacy is a protective factor against depressive symptoms. For 
instance, low job self-efficacy increases feelings of helplessness (Madsen et al., 2017), 
which is a risk factor for depression (Burns & Seligman, 1991). Consequently, high 
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job self-efficacy (i.e., believing in one’s ability to persist under job stress and capability 
to handle work) may reduce helplessness and other risk factors for depression. In con-
trast, low job self-efficacy may reduce employee’s belief in their capabilities to accom-
plish their work and meet expectations of their supervisor and colleagues, increasing 
psychological distress and the risk of depressive symptoms.

Moreover, prior research suggests that increased psychological resources like 
job self-efficacy have beneficial cross-over effects in one’s personal life (Brum-
melhuis & Bakker, 2012). Feeling confident to conduct work effectively should 
increase employees’ belief that they are responsible for their well-being and lives 
(Hobfoll, 2002) (i.e., enhanced personal efficacy), which is protective against 
depressive symptoms (Blazer, 2002; Maciejewski et al., 2000).

Hypothesis 5:  Job self-efficacy reduces depressive symptoms.

Job demands and depressive symptoms

Next, we predict a positive relationship between perceived job demands and 
depressive symptoms. This prediction is aligned with the JDR model, which theo-
rizes that job demands reduce employees’ well-being by consuming psychologi-
cal resources (Bakker & Demerouti, 2007; Demerouti et al., 2001). Consequently, 
an employee has fewer remaining resources to cope with stressful events profes-
sionally and personally, increasing the likelihood of depressive symptoms.

If employees perceive high job demands such as a large workload, they are 
more likely to feel frustrated and helpless, increasing their likelihood of experi-
encing depressive symptoms. Job demands also consume cognitive energy, nega-
tively impacting an employee’s well-being (Bakker & Demerouti, 2007, 2018). 
Our arguments follow prior research that finds perceived job demands lead to 
severe depression (for systematic reviews and meta-analysis, see Madsen, et al., 
2017; Theorell, et al., 2015).

Hypothesis 6:  Job demands increase depressive symptoms.

Methods

Sample and procedure

We conducted a two-wave survey study with employees from five medium sized 
not-for-profit and local government organizations in Melbourne, Australia. In 
Australia, people with non-Anglo-Celtic backgrounds are considered ethnic 
minorities (Australian Bureau of Statistics, 2016; Syed & Pio, 2010). Histori-
cally, Anglo-Celtic Australians (i.e., ethnic majority) have opposed immigrants 
from Asian, Middle Eastern, and African backgrounds in Australia, in line with 
the White Australia Policy that existed until 1973 (Markus, 2015). The White 
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Australia Policy prohibited immigration from non-European countries to Aus-
tralia between 1901 and 1973. Today, ethnic minorities still experience ethnic 
discrimination in Australia (Australian Human Rights Commission, 2018).

Employees were recruited through two routes. First, senior leaders from each 
organization sent an email to employees explaining the research project and 
encouraging employees to participate in the study. Next, the research team directly 
emailed all employees of the organizations with an invitation to participate. There 
was a six-month interval between the two invitations and one reminder after each 
initial invitation. At Time 1, employees completed items measuring their per-
ceptions of climate for inclusion, job demands, and job self-efficacy. They also 
reported on their depressive symptoms and provided demographic information. 
At Time 2, employees again reported on their depressive symptoms.

The described study collected data from 771 employees in Wave 1 (30% 
response rate), and 299 employees also completed the Wave 2 survey. Out of the 
771 employees, 80% were female. This ratio reflects gender proportions within 
the organizations and industry sectors in Australia. Eighty-seven percent of the 
participants identified as heterosexual, 74% were born in Australia, and 80% 
were White. Regarding the ethnicity reported by the participants, 591 selected 
Caucasian/White, 70 selected Asian, 15 selected Latin-American/Hispanic, five 
selected African, three selected Aboriginal and Torres Strait Islander, three 
selected Middle Eastern, 29 selected mixed race/biracial, and 56 selected “I pre-
fer to refer myself as …” and provided an open-ended response. The most com-
mon response for mixed race/biracial was Caucasian-Asian (five responses) and 
Indian-White (three responses). The other responses were diverse and included, 
for example, Australian-Filipino, Australian-Italian, Greek-Australian, Indian-
White, or Middle Eastern-White. The most common responses for “I prefer to 
refer myself as …” were Indian (six responses) and Chinese (four responses). The 
other responses were diverse and included Aboriginal, Anglo-Celtic, Bosnian, 
Egyptian, Greek, Creole, Israeli, Italian, Malaysian, Mauritian, Serbian, Turkish, 
and Vietnamese. Based on these responses, we considered 154 (20%) participants 
as ethnic minority employees. The average age of participants was 44 years. The 
mean tenure in the organization was 6.1 years. Based on ANZSCO’s classification 
of occupations, the employees worked in following occupations: community and 
personal service workers (i.e., health workers; 31%), professionals (i.e., account-
ants, nurses, scientists, and lawyers; 29%), clerical and administrative workers 
(i.e., office managers, receptionists, bookkeepers, and legal clerks; 20%), manag-
ers (18%), sales workers (1%), technician and trades workers (1%), and labourers, 
machinery operators, and drivers (1%).

In Wave 2, 79% of the employees were female. Ninety-one percent of the partici-
pants identified as heterosexual, 73% were born in Australia, and 82% where White. 
The average age was 44.2 years, and the mean tenure was 6.8 years. In our sample, 
ethnic minority employees were not significantly different from their European Aus-
tralian counterparts in job types. Regarding managerial roles, 12% of ethnic minor-
ities were in managerial roles an 19% white Australian were in managerial roles. 
To compare the participants of Wave 1, who did not participate in Wave 2, with 
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the sample of Wave 2, we conducted t-tests for depressive symptoms and all demo-
graphic variables. All t-tests were non-significant.

Ethnic minorities in Australia

Modern Australia is a nation founded on migration and in which migrants from 
different countries and with different ethnicities play an important role. However, 
for significant periods of Australian history, immigration policies have been highly 
selective and have mistreated treated people of non-White European backgrounds, 
as well as Indigenous peoples. For example, the ‘White Australia’ policy, an institu-
tionalized opposition to non-Anglo migration, was adopted shortly after the federa-
tion of the Australian colonies in 1901 and only began to break down in the second-
half the twentieth century with the intake of new waves of migrants from southern 
Europe and Asia.

Today, Australia is a multi-cultural society; more than one-quarter of its residents 
are born overseas and many new migrants with different ethnic backgrounds arrive 
each year (Australian Bureau of Statistics, 2020). Beneath this multi-cultural sur-
face, however, ethnic discrimination persists (Bahn, 2014; Dunn et al., 2016; Mah-
mud et al., 2014). Ethnic minorities report mistreatment based on their cultural and 
ethnic origin (Bahn, 2014). There have also been recent, high-profile employment 
scandals involving major Australian companies exploiting and under-paying their 
foreign workers.

Measures

Climate for inclusion was measured with seven items (e.g., “In this organisation, 
people’s differences are respected”) developed by Nishii (2013) to measure psycho-
logical climate for integration of differences in the workplace. The original instru-
ment has three subscales: (a) Foundation of equitable employment practices, (b) 
Integration of differences, and (c) Inclusion in decision making. We selected the 
subscale Integration of differences because it directly captures individuals’ percep-
tions about the extent to which their organization is inclusive and respectful of dif-
ferent people (Nishii, 2013). Participants indicated to what extent their agreement 
with each item from 1 = ‘Strongly disagree’ to 5 = ‘Strongly agree’ in this measure, 
as well as the job self-efficacy and job demands scales, described below. The Cron-
bach alpha of the scale was .94. The Composite Reliability (CR) was .94 and the 
Average Variance Extracted (AVE) was .68.

Job self-efficacy was measured with seven items (e.g., “Thanks to my resourceful-
ness, I know how to handle unforeseen situations in my job”) developed by Schyns 
and Collani (2002). The Cronbach alpha of the scale was .89. CR was .90 and AVE 
was .55.

Perceived job demands were measured with five items (e.g., “My job requires all 
of my attention”) developed by Boyar et al. (2007). The Cronbach alpha of the scale 
was .94. CR was .94 and AVE was .75.
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Depressive symptoms were measured with the relevant items from the Gen-
eral Health Questionnaire 28, which asks participants how their health has 
been over the past few weeks. This is a well-validated, commonly used meas-
ure of perceived health in workplace contexts (Makowska et  al., 2002). The 
depression subdimension evaluates feelings of worthlessness and suicidal idea-
tion with 7 items (e.g., “Felt that life isn’t worth living?”) to which responses 
included ‘not at all’, ‘no more than usual’, ‘rather more than usual,’ and ‘much 
more than usual’. This measure was scored following the traditional method 
scoring (0–0-1–1) that allocates one point when the participant selected options 
indicating the presence of symptoms of depression (Goldberg et al., 1997). The 
Cronbach alpha of the scale was .92 in Time 1 and .80 in Time 2. CR was .92 
and AVE was .62 in Time 2.

Finally, participants self-reported their ethnicities. We used six broad cat-
egories of ethnic groups (i.e., Aboriginal and Torres Strait Islander, African, 
Asian, Caucasian / White, Latin American/Hispanic, Middle Eastern) and 
included two text boxes for people to accurately indicate their ethnic identity/
identities. Several respondents used the text box to provide more detailed infor-
mation about their ethnic identification (e.g., Chinese, Greek, Indian, Italian, 
Malaysian, Sri Lankan, Vietnamese). For the data analysis, we considered these 
respondents as ethnic minority respondents, because they did not identify as the 
ethnic majority group (Caucasian/White). For example, a Greek migrant could 
indicate that she or he identifies as a White Caucasian or this respondent could 
use a text box to state Greek as ethnic identification. A Greek migrant would 
be considered as an ethnic minority employee in our sample, if she or he stated 
Greek as ethnic identification. Given that the largest ethnic group in Australia 
is White people from European ancestry (Australian Bureau of Statistics, 2016) 
and that this was also the largest ethnic group in our sample, we created a 
dichotomous variable with 0 = ethnic minority background and 1 = White.

Control. We controlled for depressive symptoms in Time 1, sex (0 = female, 
1 = male), country of birth (0 = overseas, 1 = Australia), tenure, and organiza-
tional membership. By controlling for Time 1 depressive symptoms, we analyze 
if the variables in our model influence depressive symptoms in Time 2 beyond 
the effects of depressive symptoms in Time 1. We also controlled for gender 
because, due to the persistence of traditional gender stereotypes and roles, 
female employees could perceive more stress and mental health problems from 
expectations of work and home responsibilities (Drummond et  al., 2016) or 
experiences of discrimination and harassment (Sojo et al., 2016). We controlled 
for country of birth as well because being born overseas could increase feelings 
of being an outsider, elevating stress (Avery et  al., 2010). We controlled for 
tenure because there may be differences between new and tenured employees 
regarding well-being and job demands (Karatepe & Karatepe, 2009). Finally, 
as we collected the data in five different organizations, we also controlled 
for organizational membership. The inclusion of the control variables did not 
change our results or interpretations. The significance level and direction of the 
main effects did not change, supporting the robustness of our research model.
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Analysis and results

Means, standard deviations, and zero-order correlations are presented in Table 1. In 
our sample, ethnicity and country of birth were correlated; individuals who identi-
fied as ethnic minorities were more likely to have been born outside Australia. Cli-
mate for inclusion was positively correlated with job self-efficacy and negatively 
correlated with job demands, depressive symptoms, and organizational tenure. Job 
self-efficacy was negatively correlated with job demands and depressive symptoms. 
Finally, job demands were positively correlated with gender (i.e., men), ethnicity 
(i.e., self-identifying as White), and depressive symptoms.

Hypotheses testing

The model fit of the measurement model was acceptable: χ2 (479) = 1341.49; 
CFI = .955; TLI = .951; RMSEA = .040; and SRMR = .049. A SRMR value less 
than .08 is considered a good fit (Hu & Bentler, 1999). Hu and Bentler further sug-
gested that a RMSEA value smaller than .06 provides a very good fit. A CFI and 
TLI value higher than .9 means satisfactory fit (Awang, 2012; Hair et  al., 2010). 
Hu and Bentler’s work (1999) suggests a higher cut-off value close to .95. Based on 
these common cut-off values, the model fit of the hypothesized measurement model 
was very good. We also compared this model to a model in which we combined 
all variables that were measured in T1 to one overall factor. However, the model 
fit got worse: χ2 (488) = 10,793.32; CFI = .465; TLI = .421; RMSEA = .137; and 
SRMR = .216. We therefore kept the initial measurement model.

To test our hypotheses, we conducted a path analysis using Mplus version 8. 
Mplus uses the delta method to calculate indirect effects. For mediation models for 
continuous observed variables, the delta method is equal to the Sobel test.1 The use 
of Mplus allowed us to include the T1 cases for which there was no T2 data. We also 
tested an alternative model, in which we added a direct effect of ethnic minority sta-
tus on depressive symptoms, but the effect was non-significant (ß = .05, p > .05). We 
therefore kept the hypothesized model, which is also the more parsimonious model.

In Hypothesis 1, we argued that ethnic minority status has dysfunctional effects 
on job self-efficacy. The results of our analysis (Fig. 1) indicate that the relation-
ship is significant and that White employees (ethnic majority) report a higher job 
self-efficacy (ß = .45, p < .01; 95% confidence interval [CI]: .157, .743). Hypoth-
esis 1 is supported. In contrast, Hypothesis 2 is not supported; the relationship 
between ethnicity and job demands is non-significant (ß = -.01, p > .05; 95% CI: 
-.301, .281).

Hypotheses 3 and 4 described the effects of the interaction between ethnicity and cli-
mate for inclusion. The results indicate that the moderation of climate for inclusion was 
significant regarding job self-efficacy (ß = -.58, p < .01; 95% CI: -.899, -.267, see Fig. 1). 
Hypothesis 3 was therefore supported. Figure  2 graphically represents the two-way 

1  Based on a reviewer’s comment, we also used bootstrapping. The results remained very similar. The 
direction and significance level of the main findings did not change.
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interaction between ethnicity and climate for inclusion. As predicted, ethnic minorities’ 
job self-efficacy depended more on climate for inclusion (ß = .27, p < .01; 95% CI: .182, 
.360) than White employees’ job self-efficacy (ß = .09, p < .01; 95% CI: .039, .135). Fur-
ther, when ethnic minorities perceived a high climate for inclusion, they reported a higher 
job self-efficacy and, in turn, fewer depressive symptoms (ß = -.06, p < .05; 95% CI: -.118, 
-.002) compared to ethnic majority employees (ß = -.02, p >.05; 95% CI: -.040, .001). 
However, the indirect effects were not significantly different from each other (p > .05).

The interaction of ethnicity and climate for inclusion was not significant regarding job 
demands (ß = .12, p = .45; 95% CI: -.215, .413), so Hypothesis 4 was not supported.

Hypothesis 5 predicted a negative relationship between job self-efficacy and depressive 
symptoms. This relationship was significant and negative (ß = -.09, p < .05; 95% CI: -.178, 
-.009), supporting our hypothesis. However, reduced job self-efficacy did not mediate the 
relationship between ethnic minority status and depressive symptoms (ß = -04., p > .05; 95% 
CI: -.089, .005).

Further, the relationship between job demands and depressive symptoms was positive 
and significant (ß = .13, p < .01; 95% CI: .043, .223), supporting Hypothesis 6. However, 
the indirect relationship between ethnic minority status and depressive symptoms through 
job demands was non-significant (ß = -.00, p > .05; 95% CI: -.040, .037).

Finally, the R-Squared values were significant for all endogenous variables of 
our model: job self-efficacy (R2 = .08, p < .01), job demands (R2 = .10, p < .01), and 
depressive symptoms (R2 = .50, p < .01).

Discussion

Summary and discussion of results

Drawing on ethnicity research (Avery et al., 2008, 2018; McKay et al., 2008) and 
the JDR model (Bakker & Demerouti, 2007; Demerouti et al., 2001), we developed 

Fig. 2   Interaction effect between climate for inclusion and ethnicity on job self-efficacy
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and tested a research model explaining the influence of ethnic minority status on 
well-being in terms of job demands, job self-efficacy, and depressive symptoms. In 
this two-wave survey study, ethnic minority employees reported lower job self-effi-
cacy than ethnic majority employees. When they perceived a high climate for inclu-
sion however, ethnic minority employees reported higher job self-efficacy and fewer 
depressive symptoms.

Consistent with our proposed theoretical model, our data suggest that climate 
for inclusion is a job resource for ethnic minority employees. They reported lower 
depressive symptoms, roughly six months later, through increased job self-efficacy, 
when climate for inclusion was high. Our findings are considered robust because 
they were consistent whether or not we controlled for depressive symptoms at time 
1, gender, country of birth, tenure and organizational membership. This work makes 
three main contributions to the literature on ethnic minority employees and climate 
for inclusion.

First, we showed that employees from ethnic minority backgrounds benefit 
more from a high climate for inclusion regarding their job self-efficacy than White 
employees in Australia. In line with prior research (Madera et  al., 2016; McKay 
et  al., 2007), our theoretical and empirical work suggests that a respectful and 
welcoming work environment increases ethnic minorities’ confidence to address 
their needs related to inclusion. Such an inclusive climate shows ethnic minority 
employees that contributions and ideas from all employees, regardless of ethnic 
background, are valued. This supportive work environment helps ethnic minorities 
develop job self-efficacy (see also for refugee employees: Newman et al., 2018).

Contrary to our expectations, ethnic minority employees did not report higher 
job demands and climate for inclusion did not moderate the relationship of ethnic-
ity with job demands. Climate for inclusion was beneficial regarding job demands 
for all employees, independent of their ethnic backgrounds. It seems that an inclu-
sive climate satisfies the needs of all employees, creating a less stressful environ-
ment. Another reason for the non-significant interaction effects might be that we 
focused on the integration of differences sub-dimension of Nishii’s diversity climate 
construct (Nishii, 2013) to measure climate for inclusion. However, the other two 
sub-dimensions of diversity climate (i.e., equitable employment practices and deci-
sion-making participation) may be more protective against job demands. Indeed, 
organizational justice research has shown that having a voice reduces stress (Green-
berg, 2004).

Second, we showed that ethnic minority status and climate for inclusion impact 
employee occupational outcomes (i.e., job self-efficacy and job demands) and per-
sonal (i.e., lower depressive symptoms) well-being. Prior research has focused pri-
marily on job performance and job satisfaction as outcomes of ethnic minority sta-
tus (Avery et al., 2018). We demonstrate that ethnic minority status is also important 
to employees’ self-efficacy and health (Barak & Travis, 2010), depending on the 
employee’s perceptions of the organization’s climate for inclusion.

Finally, we focused on the role of organizations and managers to improve the 
well-being of ethnic minority employees. Prior research was often guided by 
social identity theory and focused on identifying the problems and challenges 
that ethnic minorities and migrants face in the workplace (Guillaume et  al., 



	 M. Adamovic et al.

1 3

2013, 2014; Hakak & Al Ariss, 2013; Stahl et al., 2016). We take a more pro-
active approach, going beyond the analysis of problems and challenges (Ada-
movic et  al., 2020;  Hajro et  al, 2017) to demonstrate that organizations can 
improve employees’ well-being by fostering a high climate for inclusion. We 
confirmed that a cognitive mechanism (i.e., job self-efficacy- evaluation of own 
competencies at work) and an energetic mechanism (i.e., job demands- percep-
tions of the job as taxing) explain the beneficial moderating effects of climate 
for inclusion on well-being for ethnic minorities. Employers can support their 
employees by communicating that their ideas and needs are respected and that 
they can reveal their authentic identities in the workplace. Such a climate will 
likely increase ethnic minority employees’ beliefs in their skills and knowledge 
directly and indirectly by providing opportunities to develop and use skills and 
networks. As a result, they may feel more in control of their jobs and lives, 
reducing depressive symptoms.

Strengths, research limitations, and avenues for future research

Our study has several strengths including analyzing how an inclusive climate can 
improve ethnic minority employees’ personal well-being, investigating the mecha-
nisms that improve experiences in diverse organizations, and collecting two-waves 
of data from working adults across five not-for-profit and local government organi-
zations. Despite these strengths, our study has several limitations that present inter-
esting avenues for future research.

Most ethnic minority employees listed Asian as their ethnic background. This is 
not surprising because people of Chinese and Southeast Asian descent are the most 
common ethnic minority groups in Australia (Australian Bureau of Statistics, 2016). 
However, future research should include additional ethnicities to compare and gen-
eralize our findings and analyze whether differences exist between different ethnic 
minority groups (McKay et al., 2008).

As we have conducted our study in Australia, future research in other coun-
tries is needed to generalize our findings as well. We believe that our find-
ings can be generalized to other Western countries with a high share of eth-
nic minorities from Asian backgrounds such as New Zealand, Canada, and the 
USA. However, future research is needed to test our research model in Asian, 
African, European, and South American countries, which have different ethnic 
minorities and migration histories.

In this article, we applied a JDR lens and used the JDR model to design 
our study and to explain our hypotheses. To help researchers and practition-
ers better understand the drivers of employee well-being, future research could 
integrate the JDR model with the conversion of resources (COR) framework 
(Hobfoll, 2001, 2011). The COR framework is another important framework to 
analyze well-being issues of employees. This framework argues that individu-
als suffer from mental health issues like stress or emotional exhaustion when 
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they lose resources or when their resources are threatened. The COR frame-
work considers how context (environmental, social, and cultural factors) and 
life circumstances impact well-being.

Further, employees evaluated most variables in our research model. Future 
research could include supervisor evaluations or clinical health measures to reduce 
common method variance issues (Podsakoff et  al., 2003). However, address some 
of these common issues by taking two measurements six months apart and inves-
tigating variables like self-efficacy and job demands, which require employees to 
self-report. Further, we controlled for depressive symptoms in Time 1. Additionally, 
as our predictor was ethnicity, a demographic attribute, there should be fewer issues 
related to common method variance and causality in our tests of moderation. We 
also report a significant interaction effect, indicating that our study is unlikely to be 
influenced by common method bias (Podsakoff et al., 2012). Similarly, the measure 
of depressive symptoms we used, even if self-reported, has been extensively vali-
dated as a predictor of severe depression in the general population across multiple 
countries.

Finally, due to our two-wave survey design and a six-month time lag, the 
number of responses dropped from 771 to 299 employees. This also means that 
the number of ethnic minority employees had dropped from 154 employees 
in Time 1 to 54 employees in Time 2. However, our main finding, which is 
the significant interaction effect between ethnicity and climate for inclusion is 
based on the use of 154 ethnic minority employees. Mplus allowed to use all 
respondents in Time 1 to test our research model, so that we could include all 
154 ethnic minority employees for Hypotheses 1, 2, 3, 4, 7, and 8. In contrast, 
we had 54 ethnic minority employees to test the effects of job self-efficacy and 
job demands on depressive symptoms (Hypotheses 5 and 6), but Hypotheses 5 
and 6 refer to all employees and not only to ethnic minority employees. Never-
theless, future research could sample a larger number of employees in Time 1 
to account for attrition.

Practical implications

In Australia and most Western countries, ethnic minorities are a significant and 
increasing part of today’s workforce. Organizations strive to create work environ-
ments that enhance job self-efficacy and reduce job demands for employees from all 
ethnic backgrounds, particularly those who are in the minority. Our research offers 
insight into integrating ethnic minorities in the workplace. While prior research 
has already identified educational level of migrants, and economic recession as in 
the integration of ethnic minorities and migrant workers in society and workplaces 
(Aydemir & Skuterud, 2005; Bloom et  al., 1995; Fang et  al., 2013; Frenette & 
Morissette, 2005; Grant, 1999; Guo & Al Ariss, 2015; Moore & Pacey, 2003; Reitz, 
2001), we demonstrate that climate for inclusion is particularly important for the 
well-being of ethnic minority employees.
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The present study indicates that a climate for inclusion is particularly impactful 
for ethnic minority employees’ job self-efficacy. Organizations should therefore sup-
port ethnic minority employees with resources assistance with language and cultural 
values and norms (Bhaskar-Shrinivas et al., 2005; Harrison et al., 2004). Intercul-
tural and respectful relations training for all employees might be effective interven-
tions, starting with senior leaders, given they are expected to set the tone of appro-
priate behaviors at work and sometimes drive the exclusion of employees within the 
organization (Hauge et al., 2011).

Importantly, true equity might require moving beyond intercultural rela-
tions training for senior leaders and other employees. To create a climate for 
inclusion, organizations and managers could implement participative deci-
sion-making processes, allowing different employees to express their opinions 
and ideas (Adamovic et  al., 2020; Borak, 1999). Organizational leaders need 
to avoid intergroup biases and treat employees with equity in allocation of 
opportunities (Shore et al., 2011). A climate for inclusion involves fair human 
resource management practices related to recruitment and selection, allocation 
of important projects and job opportunities, training and development, perfor-
mance appraisal, and compensation (D’Netto et al., 2014). In general, a whole-
of-organization approach is recommended to address matters of inclusion and 
workplace equity, rather than isolated actions (Roberts & Sojo, 2019).

Finally, understanding how employees perceive and evaluate their work environ-
ments, as well as how social psychological processes function within the context of 
diversity, will help managers utilize the potential of diversity regarding creativity 
and innovation (Adamovic, 2020b; Guillaume et al., 2014). Considering the protec-
tive role that climate for inclusion played in the current study, managers must under-
stand the societal-, organizational-, team- and individual-level factors that drive pos-
itive attitudes towards workplace inclusion and how to enhance them (Anglin et al., 
2019; Guillaume et al., 2013).

In conclusion, we developed and tested a research model of the organiza-
tional environment’s role in creating an inclusive workplace that values diver-
sity, particularly for ethnic minority employees whose self-efficacy might be 
hindered by their treatment and status in organizations. We show that occupa-
tional and personal well-being of ethnic minorities can be improved by focus-
ing on climate for inclusion.
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Appendix A

Factor loadings for measurement items

Climate for inclusion Loading

In this organisation, people’s differences are respected .85
This organisation commits resources to ensuring that employees are able to resolve conflicts 

effectively
.75

This organisation has a culture in which employees appreciate the differences that people bring 
to the workplace

.87

In this organisation people often share and learn about one another as people .80
This organisation is characterized by a non-threatening environment in which people can 

reveal their “true” selves
.85

Employees of this organisation are valued for who they are as people, not just for the jobs that 
they fill

.87

This organisation values work-life balance .76
Job self-efficacy
Thanks to my resourcefulness, I know how to handle unforeseen situations in my job .77
If I am in trouble at my work, I can usually think of something to do .71
I can remain calm when facing difficulties in my job because I can rely on my abilities .76
When I am confronted with a problem in my job, I can usually find several solutions .76
No matter what comes my way in my job, I’m usually able to handle it .82
I meet the goals that I set for myself in my job .63
I feel prepared to meet most of the demands in my job .73
Job demands
My job requires all of my attention .70
I feel like I have a lot of work demands .93
I feel like I have a lot to do at work .90
My work requires a lot from me .89
I am given a lot of work to do .90
Depression symptoms
been thinking of yourself as a worthless person .60
felt that life is entirely hopeless .70
felt that life isn’t worth living .82
thought of the possibility that you might make away with yourself .87
found at times you couldn’t do anything because your nerves were too bad .61
found yourself wishing you were dead and away from it all .91
found that the idea of taking your own life kept coming into your mind .92

N = 771 for climate for inclusion, job self-efficacy, and job demands; 299 for depression symptoms. All 
factor loadings are significant (p < .01)
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