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The workforce has become more diverse than it used to be. Although organizations actively capitalize on workforce diversity to enhance team innovation and organizational performance, it is found that workforce diversity also has potential risks, among which interpersonal conflict is the most salient one. However, we still know relatively less about why workforce diversity may link to higher interpersonal conflict and, more importantly, how to mitigate the negative impact of workforce diversity. Based on the workplace diversity theories (e.g., the categorization-elaboration model), this study examined how workforce diversity was positively related to interpersonal conflict through impacting one’s affective states, and to what extent this indirect effect can be weakened by organization-initiated practices (i.e., the inclusive human resources management (HRM) practices) and employee-initiated behaviors (i.e., employee learning-oriented behaviors). Using two-wave surveys from 203 employees from various organizations in China, we confirmed our hypotheses. Our results showed that perceived workforce diversity was positively related to interpersonal conflict through increasing negative affect (after we controlled for the objective diversity level calculated by the Blau index), and this indirect effect was weakened when the levels of inclusive HRM practices and employee learning-oriented behaviors were high. Our study suggests that it is important for organizations to be aware of the detrimental impact of workforce diversity. In addition, it is essential to use both the top-down (e.g., inclusive HRM practices) and bottom-up (e.g., employee learning-oriented behaviors) approaches to managing the challenges presented by diversity so as to unlock more potential of diversity in the workplace.
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Introduction

With the development of globalization and digitalization, contemporary organizations value diverse talents (Chaudhty et al., 2021). They proactively formulate a diverse workforce to boost knowledge integration, product innovation, and organizational overall performance (Roberge and van Dick, 2010; Bell et al., 2011; Díaz-Fernández et al., 2016). Workforce diversity refers to differences based on any characteristics (e.g., age, gender, race, educational and functional backgrounds) on which employees differ or perceive themselves to be different from other co-workers (Guillaume et al., 2017). A European Union survey (2015) shows that 83% of European companies have diverse employees holding different age, gender, and ethnicity, aiming to boost organizational innovation and inclusion. In Asia, A PwC survey (2016) reported that 88% of employers had aligned their diversity and recruitment strategies. Among them, 71% of employers are actively trying to recruit more females, higher than their global counterparts.

Although research has established the positive relationships between diversity and team-level and organizational-level outcomes (e.g., team innovation, team learning, team decision-making, and organizational success; Roberge and van Dick, 2010; Bell et al., 2011; Qian et al., 2013), diversity management is still faced with many challenges. Diversity researchers pointed out that diversity has potential risks. One of the most salient risks is interpersonal conflict (van Knippenberg and Schippers, 2007; Shemla et al., 2016; Wang, 2022). This is because people may make inaccurate judgments about those with different identities and backgrounds, and feel uncertain and distrustful during interpersonal interaction (Van Dick et al., 2008; van Dijk, 2022). As a result, diverse people are more likely to have disagreements and misunderstandings, which finally turn into interpersonal conflicts. Thus, besides pursuing the beneficial outcomes of workforce diversity, a more important question is how to mitigate potential interpersonal conflicts caused by workforce diversity.

While previous diversity management studies uncovered some means of managing diversity in the workplace, such as a supportive team climate (Roberge and van Dick, 2010), team identification (Van Dick et al., 2008), inclusive leadership (Ashikali et al., 2020), and transformational leadership (Kearney and Gebert, 2009), we argue that managing diversity should not just focus on team conditions and leaders’ roles. Other approaches, such as a diversity-focused human resources management (HRM) module and employee-level proactive behaviors, are also important but lack sufficient attention from previous studies (with only a very limited number of studies examining the role of HRM and employee behaviors; see, Hur, 2020; Wang et al., 2022). To fill up this void, this study first empirically examined how workforce diversity was positively linked to interpersonal conflict through impacting one’s affective states (i.e., positive affect and negative affect). Then, based on the diversity theories (e.g., the categorization-elaboration model; van Knippenberg and Schippers, 2007) and the diversity management literature (Shore et al., 2011; Kundu and Mor, 2017; Wang, 2022), we took a top-down as well as a bottom-up perspective to investigate to what extent the impact of workforce diversity on interpersonal conflict through affective states can be alleviated by the inclusive HRM practices and employee self-initiated learning behaviors.

This study aimed to contribute to the diversity literature in several ways. First, by examining the association among workforce diversity, affective states, and interpersonal conflict, we provided empirical evidence on the negative impact of workforce diversity. Thus, we echo the diversity literature (Shemla et al., 2016; Guillaume et al., 2017) by highlighting that diversity is a “double-edged” sword and that the potential risk of workforce diversity should be noticed by organizations and employees. Second, by examining the moderating role of inclusive HRM practices, we provided an effective means to mitigate the negative impact of workforce diversity. We highlight that such a diversity-oriented HRM initiated by organizations is important to unlock the potential of workforce diversity. We contribute to the diversity management literature (Randel et al., 2018; Kundu et al., 2019) by suggesting that inclusive HRM practices including fairness, openness, co-operativeness, support, and empowerment can effectively alleviate the social categorization process in a diverse workplace. Third, by examining the moderating role of employee learning-oriented behaviors, we highlight the important role of employee bottom-up behaviors in managing a diverse work environment. We argue that diversity management is not only a matter of organizations and organizational leaders. Employees themselves can have the autonomy to proactively make use of the benefits of diversity and overcome its detriments (Wang, 2022). Our study suggests that employee learning-oriented behaviors can be such a bottom-up strategy by which employees can facilitate information exchange with different colleagues, increase mutual understanding, and decrease social bias and discrimination. Thus, we add to the diversity management literature (Randel et al., 2018; Kundu et al., 2019; Wang et al., 2022) by underscoring the important role of employee bottom-up behaviors (i.e., learning behaviors) in making better use of workforce diversity. Finally, our study provided empirical evidence on the impact of diversity and the top-down/bottom-up approach to managing diversity in the Asian context, which answered the call from the review study of Chen et al. (2021). We drew more attention to a deeper understanding of the diversity issue in the Asian context, including how and when diversity can function better for Asian organizations and employees.



Literature review


Workforce diversity and interpersonal conflict

Workforce diversity refers to differences based on any characteristics (e.g., age, gender, race, educational and functional backgrounds) on which employees differ or perceive themselves to be different from other co-workers (Guillaume et al., 2017). Although people first may relate workforce diversity to racial diversity (i.e., employees who have different nationalities and racial backgrounds) (Singh et al., 2013), diversity researchers have highlighted that diversity has more attributions and actually is very common in the current workplace (Guillaume et al., 2017; Chen et al., 2021; Wang, 2022). For example, nowadays, workplace diversity becomes more age-diverse (e.g., younger generation vs. old generation), gender-diverse (e.g., more females in the C-suite), and functional-diverse (e.g., employees with different functional roles work together for attaining shared goals). To advance the understanding of workforce diversity, researchers attempted to categorize diversity into surface-level diversity and deep-level diversity (Harrison et al., 2002; Hecht and Allen, 2009). Surface-level diversity refers to observed characteristic differences, such as age, gender, and race; while deep-level diversity refers to differences in terms of one’s personal values, beliefs, and cognitions (Hecht and Allen, 2009). As a result, even if the surface-level diversity is low (e.g., people are in a similar age range), deep-level diversity can be high (e.g., people are different in their personal values).

The diversity literature uncovered some beneficial effects of workforce diversity on individuals (e.g., creativity and inspiration) (Kim et al., 2020), groups (e.g., group performance and innovation) (Van Knippenberg et al., 2004; Guo et al., 2021; Hou et al., 2021), and organizations (e.g., organizational performance and reputation) (Dwyer et al., 2003). This is because, based on an information processing perspective (Dahlin et al., 2005), people with different backgrounds, demographics, and cognitions can provide a larger resource pool in the workplace. These resources may include different knowledge, skills, and perspectives that can be used to facilitate work processes (Porter and Woo, 2015). Research also suggests that workforce diversity can help to increase organizational competitive advantages, retain diverse talents, and create a more diverse and inclusive work environment (Cox and Blake, 2013; Wang, 2022).

However, diversity researchers also found that workforce diversity may not always be beneficial. It can also lead to detrimental consequences. One of the most salient risks is a higher likelihood of interpersonal conflict. Interpersonal conflict refers to interpersonal clashes unrelated to task issues (Jehn and Bendersky, 2003). Research shows that interpersonal conflict contains three important elements, that is, some form of interaction between individuals, interdependence among individuals, and an incompatibility based on perception or values (Zhang and Huo, 2015). When experiencing conflicts wither others, people tend to show mistreatment behaviors, distrust, and work stress (Bruk-lee and Spector, 2006). It is more like to occur when individuals have diverse believes and values (Barki and Hartwick, 2004). The social identity (Roberge and van Dick, 2010) and social categorization (Van Knippenberg et al., 2004) theories state that individuals like to categorize themselves and others in various social groups. People classify those who have similar values, habits, and cognitions as “in-group,” while those who have different values and interests as “out-group” (Van Knippenberg et al., 2004). As a result, individuals may generate bias for “out-group” members, distrust them, and feel uncertain and threatened, which will, in turn, induce interpersonal conflict. Following this reasoning, we can infer that workforce diversity may include employees with different interests, values, and preferences. When working in such a work environment, employees may have a higher chance to have conflicts and disagreements. Below, we take an affective state perspective to understand the intermediate process by which workforce diversity may stimulate interpersonal conflict.



Positive affect and negative affect

Affective states such as moods or emotions are important in the workplace (Hentschel et al., 2013). Negative affect (NA) reflects emotions subsuming a variety of aversive mood states, including anger, contempt, disgust, guilt, fear, and nervousness, while enthusiasm, inspiration, and appreciation are some examples of positive affect (PA) (Ghasemy et al., 2022). The affective events theory (Weiss and Cropanzano, 1996) suggests that work events, either related to people or situations, can influence emotions and moods which subsequently result in affect-driven behaviors and attitudes. The cognitively-oriented research on emotion indicates that one’s affective reactions are at least in part the outcome of the cognitive appraisal of a situation (Weiss and Cropanzano, 1996; Mignonac and Herrbach, 2004). Every person-environment interaction has a potential emotional significance. Positive emotions arise from interactions that favor the individuals’ values and interests, while negative emotions arise when an interaction is an obstacle to the individual’s goals, needs or values (Mignonac and Herrbach, 2004). Prior review studies on affectivity-performance relationship have confirmed that PA is positively related to job performance, while NA is negatively related to job performance (Kaplan et al., 2009). This is because experiences of positive emotionality can foster the vigor, energy, and excitement that accompany reward-seeking behavior (Watson et al., 1999). Conversely, NA may induce avoidance-type behaviors when individuals encounters potentially threatening or aversive conditions (Watson et al., 1999). Besides, studies found that affective states can influence other job outcomes, such as job satisfaction (Judge and Larsen, 2001), effective leadership (Cropanzano et al., 2003), sales effectiveness (Tsai and Huang, 2002), and creative problem solving (Cropanzano et al., 2003). Finally, research shows that different organizational and personal characteristics can the antecedents of positive and negative affects at work (Kiefer, 2005; Shirom, 2007). For example, empirical evidence showed that organizational change (e.g., working conditions, organizational treatment) can influence one’s affective states, which can further influence withdrawal behaviors and trust (Kiefer, 2005). Shirom (2007) took a resource perspective and pointed out that organizational-level resources (e.g., participation in decision-making; rewords and practices), group-level resources (e.g., supervisor support, colleague support, and cohesiveness), and individual-level resources (e.g., expertise, power, and autonomy) are all important antecedents of one’s affective states.



Inclusive human resource management practices

The inclusive human resource management (HRM) practice refers to a series of human resource management activities to respect and manage employee differences, enhance fairness and justice, and offer necessary support and empowerment to employees (Lu, 2018; Hur, 2020). The inclusive HRM practice was based on the inclusion theory (Shore et al., 2011; Jansen et al., 2014). The theory states that organizations that value employees’ belonging and uniqueness (i.e., two dimensions of workplace inclusion) can obtain more positive employee outcomes in a diverse workplace (Shore et al., 2011). This is because employees can feel respected for their identities and be treated equally when organizations foster inclusion. As a result, they will have a higher level of organizational commitment and work engagement (Hur, 2020; Chaudhty et al., 2021). Thus, based on the inclusion literature, inclusive HRM practices include many inclusion-based components: respecting and managing employee differences, enhancing fairness and justice, and offering necessary support and empowerment to employees (Lu, 2018; Hur, 2020). Hur (2020) described that creating an inclusive work environment included five basic practices: fairness, openness, co-operativeness, support, and empowerment. In line with the western inclusive HRM practices (e.g., age-diverse inclusive HRM and inclusive leadership; Ashikali et al., 2020; Oliveira, 2021), recently, in the Asian context, Tang et al. (2015) introduced seven factors of inclusive HRM practices for Chinese organizations including inclusive teamwork (e.g., team-building, information sharing, and divergent thinking), democratic communication, inclusive decision-making (e.g., participation in decision-making, group discussion, and delegation), fairness treatment, inclusive leadership, tolerance (e.g., tolerance mistakes), and inclusive adaptation (e.g., adapting to the organization). These components can help to facilitate employees’ belonging but their uniqueness as well. The workplace inclusion studies found that workplace inclusion can help to reduce uncertainty and insecurity, increase mutual understanding and trust, and enhance work motivation and psychological safety (c.f. Mor Barak et al., 2016; Jaiswal and Dyaram, 2020; van Dijk, 2022). A review study by Mor Barak et al. (2016) indicated that inclusion can buffer the negative impact of workplace diversity (e.g., discrimination, conflicts, and bias). The HRM literature shows that inclusive HRM practices were positively related to inclusive disability organizational climate (Rizky, 2021), employee job satisfaction and affective commitment (Hur, 2020), the thriving of older workers (Oliveira, 2021), and organizational innovation (Chaudhty et al., 2021). Thus, when organizations implement more inclusion-based HRM practices, employees will be able to experience more positive emotions, fewer negative emotions, and fewer conflicts at work or during social interactions.

Notably, inclusion-based HRM practices should also include diversity training, so that employees can gain the actual learning outcomes of diversity mindset and diversity-related behaviors (Smith et al., 2012). While inclusive HRM practices focus more on distal outcomes such as affirmative action plans, diversity-tolerant cultures, diversity management executives (Kalinoski et al., 2013), diversity training is likely to enhance more proximal outcomes (Kulik and Roberson, 2008). Studies showed that diversity training can increase team creativity (Homan et al., 2015), reduce prejudice among students (Rudman et al., 2001), enhance the multicultural skills of nurses and medical students (Smith et al., 2006), improve productivity and engagement of diverse employees, and help retention of women and people of color in the workplace (Anand and Winters, 2008).



Employee learning-oriented behaviors

Employee learning-oriented behavior refers to discretionary actions in ongoing learning activities to master new knowledge, skills, and abilities (Bezuijen et al., 2009). The goal orientation literature (Heimbeck et al., 2003; Matsuo, 2019) indicates that a learning orientation can facilitate mastery of challenging tasks and deeper engagement with the task (Hirst et al., 2009). When obstacles are encountered, learning-oriented people tend to deal with these challenges by investing additional effort to resolve the problem (Hirst et al., 2009) and are likely to cope effectively with both negative and positive feedback by identifying and applying more creative problem-solving activities (Dweck, 2013). Thus, learning-oriented people may feel more confident to respond to difficulties and challenges, as well as feel optimistic about their current role or the future (Kim et al., 2015). Maurer (2002) introduced an employee learning orientation model indicating that employee learning may include cognitive constructs (e.g., self-discrepancy), affective constructs (e.g., positive attitudes and affect), and behavioral constructs (e.g., participation and persistence). Research has shown that employee learning-oriented behaviors are positively related to employability (Kim et al., 2015), creativity (Hirst et al., 2009), and job performance (Walumbwa et al., 2009). Employee learning orientation behaviors also delineate a proactive behavioral process of oneself. That is, employees engage in multiple learning activities in a more proactive way that reflects upon their personal needs and goals. The proactivity literature (Crant, 2000) indicates that when one is proactive in their work process, they can gain a higher level of work engagement and are more motivated to seek resources from others (Matsuo, 2019). Learning-oriented behaviors strive to increase their level of competence (Heimbeck et al., 2003). Learning goal orientation was associated with high persistence in the face of failure, which led to higher skill development (Heimbeck et al., 2003).




Hypothesis development


The mediating role of positive and negative affects

Based on the positive and negative affectivity literature (Cropanzano et al., 2003) as well as the workforce diversity literature (Van Knippenberg et al., 2004), we argue that workforce diversity may increase the likelihood of interpersonal conflict through impacting one’s affective states (i.e., increasing negative affect and decreasing positive affect). When employees perceive their colleagues to be different from their own goals and interests, they tend to feel more defensive, nervous, and uncertain, as well as less appreciated, assertive, and enthusiastic (i.e., negative affect may arise and positive affect may decline), which in turn, may induce some aggressive behaviors, such as interpersonal conflict. For example, when workgroup members have diverse educational and functional backgrounds, they will be more likely to have different opinions and perspectives, which will take more time to understand and process. This will make people feel exhausted, uncertain, and stressed (Wang, 2022). With such affective states, people may be more inclined to have disagreements, devaluate others’ functional roles, and finally result in interpersonal conflict. Similarly, if employees come from different ethnic and racial backgrounds, they are more likely to have biases and make inaccurate judgements to each other (van Dijk, 2022). This will increase negative affects, which may lead to discrimination and interpersonal conflict. Taking together, we formulate our first hypothesis:


H1: Perceived workforce diversity is positively linked to interpersonal conflicts via (a) increasing negative affect and (b) decreasing positive affect.
 



The moderating role of inclusive HRM practices

While knowing the mediating role of affective states on the relationship between workforce and interpersonal conflicts, a more meaningful question is under what conditions organizations and employees may alleviate the negative impact of workforce diversity. From a top-down perspective, we propose that an inclusive HRM practice can be an important circumstance that weakens the negative impact of workforce diversity. Based on the diversity theories (e.g., social identity and social categorization theories; Van Knippenberg et al., 2004; Van Dick et al., 2008) and the inclusive HRM literature (Tang et al., 2015; Hur, 2020), we argue that the inclusive HMR practices can create a more inclusive work environment under which people with different backgrounds and identities can fully exchange their ideas and voice their different opinions. For example, people with different educational and functional backgrounds will feel psychologically safe to voice in teams under an inclusive work environment. People of different age, gender, or race may increase mutual understanding and decrease biases under an inclusive work environment. As a result, the impact of workforce diversity on interpersonal conflicts through affective states may be buffered. Research shows that inclusion practices can increase procedural justice, which can strengthen fairness among employees irrespective of their age, gender, race, and social background (Kundu et al., 2019). Shore et al. (2011) highlighted that inclusion is an important factor in managing diversity. Inclusion can make employees perceive more belongingness but also uniqueness (i.e., maintaining a distinctive and differentiated sense of self). Similarly, van Dijk (2022) indicated that without inclusion, people may feel more uncertain, make inaccurate attributions of expertise, and exacerbate the negative consequences of diversity. To conclude, we argue that inclusive HRM practices may effectively alleviate the negative impact of workforce diversity. We hypothesize:


H2: The effect of perceived workforce diversity on interpersonal conflicts via (a) increasing negative affect and (b) decreasing positive affect is weakened if organizations implement more inclusive HRM practices.
 



The moderating role of employee learning-oriented behaviors

In addition to the top-down approach (e.g., inclusive HRM practices) to managing workforce diversity, it is equally important to consider the bottom-up approach. That is, how employees can engage in certain strategies to alleviate the negative impact of workforce diversity on themselves. We propose that employee learning-oriented behavior can be one of the effective bottom-up approaches. Based on the diversity theories (Van Knippenberg et al., 2004; Van Dick et al., 2008) and employee learning literature (Maurer, 2002; Bezuijen et al., 2009), we argue that employee learning-oriented behaviors may help to alleviate the negative impact of workforce diversity. That is, those who are more learning-oriented may perceive diversity as a learning opportunity and try to make use of such differences (e.g., knowledge, skills, and experience differences) among colleagues to facilitate their own tasks. Thus, when employees are learning-oriented, they may frame obstacles presented by diversity as a challenging task and invest additional effort to resolve them (Hirst et al., 2009). They are more likely to mobilize their positive affect and psychological resources to deal with difficulties that may emerge during a learning process. For example, when colleagues have different educational and/or functional backgrounds, those who are learning-oriented are more likely to proactively seek feedback and use others’ expertise to optimize their own work process (Wang et al., 2022). Learning-oriented employees may be more motivated to learn and understand differences among colleagues, and create meaningful conversations with one another, which can effectively reduce bias and misunderstanding. Thus, we argue that employee learning-oriented behaviors can be one of the effective bottom-up approaches to minimize the negative impact and maximize the positive impact of workforce diversity (Figure 1). We hypothesize:

[image: Figure 1]

FIGURE 1
 Conceptual model.



H3: The effect of perceived workforce diversity on interpersonal conflicts via (a) increasing negative affect and (b) decreasing positive affect is weakened when employees engage in more learning-oriented behaviors.
 




Methods


Sample and participants

We collected data from three medium-sized service organizations including one education institute, one estate company, and one property management company in Shandong, China. The first and second authors engaged with the managers of these organizations to seek for cooperation. We used the online survey platform Wenjuanxing to send the questionnaires. The consent form needs to be completed before filling in the questionnaires. Participants were assured that their answers would be treated confidentially, and their responses were anonymous. The questionnaires were sent in two times separately. The first questionnaire measures participants’ demographic information (e.g., age, gender, tenure, educational background, and occupation), predictor (i.e., perceived workforce diversity) and moderator (i.e., inclusive HRM practices and employee learning-oriented behaviors). At the end of the first questionnaire, participants were asked to create a unique identification code, so that we can match them with their second questionnaire. Besides, we also asked participants to fill in their leaders’ email addresses. We then sent another survey to their leader to evaluate the diversity level (e.g., age, gender, and educational degree diversity) in their work group as we think the leader-rating is more objective. We considered these objective diversity measures as control variables. Two weeks later, we sent the second questionnaire. The second questionnaire measures the mediator (i.e., positive and negative affect) and the outcome (i.e., interpersonal conflicts).

322 participants completed the first questionnaires, among which 222 leaders responded for the objective diversity measures. 203 participants completed the second questionnaire. After matching the two questionnaires using the unique identification code, we finally yield 182 data points. The response rate was 56.52%. Among them, 39.2% were male and 60.8% were female. The average age was 28.71 (SD = 7.23). The average working years were 4.17 (SD = 5.39). 84.23% of them obtain the bachelor’s degree and above.



Measures

We administered the questionnaires in Chinese and followed the back-translation procedure to ensure consistency (Brislin, 1976). That is, we first translated the items into Chinese. Then we asked another professional linguist (an English teacher) to perform a literal translation of the items back to English. Finally, we compared the back translation to the original text to make sure the back translation is accurate and complete.

Workforce diversity was measured using the scales developed by Harrison et al. (2002) and Harrison and Klein (2007). To avoid confusing participants, we consider workforce diversity as perceived diversity in their current work group/department as the current work group/department is the place participants spend most time on. Eight items were included to measure different aspects of perceived diversity (e.g., age, marital status, educational background, personalities, personal values, priorities to do things, expertise, and socially valued assets). An example item was “to what extent do you think the members of your work group/department were similar in terms of age.” The scale ranged from 1 (very similar) to 5 (very different). The Cronbach’s Alpha was 0.892.

Positive and negative affect was measured using the scale developed by Liu et al. (2020). Six items measured negative affect (e.g., I feel upset, Cronbach’s Alpha = 0.936), while four items measured positive affect (e.g., I feel inspired, Cronbach’s Alpha = 0.905). The scale ranged from 1 (never) to 5 (always).

Interpersonal conflict was measured using the scale developed by Zhang and Huo (2015). Four items were included. An example item was “How much friction is present in your work unit.” The scale ranged from 1 (none) to 5 (a lot). Cronbach’s Alpha = 0.963.

Inclusive HRM practice was measured using the four-item scale developed by Chaudhty et al. (2021). In addition, we selected another seven items from the study of Tang et al. (2015) to enrich the content of inclusive HRM practice as these newly added items fit the Chinese context. The scale ranged from 1 (very disagree) to 5 (very agree). Cronbach’s Alpha = 0.952. The full items of inclusive HRM practice were displayed in the Appendix.

Employee learning-oriented behavior was measured using the scale developed by Bezuijen et al. (2010). Eight items were included. An example item was “Within my job, I look for activities from which I can learn.” The scale ranged from 1 (never) to 5 (very often). Cronbach’s Alpha = 0.916.

Control variables. Besides controlling for participants’ age and gender, we also calculated the objective diversity (leader-rating) and add it as a control variable. As mentioned earlier, we asked the leader to evaluate the level of diversity in their work unit. Specifically, the leader needs to indicate: (1) how many people in their work unit; (2) among them, how many males and how many females; (3) among them, how many people work less than 5 years, how many people work between 5 and 10 years, and how many people work more than 10 years; (3) among them, how many people have a vocational degree, how many people have a bachelor degree, and how many people have a master degree (and above). By asking leaders to indicate these questions, we used the Blau index 1(see, Harrison and Klein, 2007) to calculate work unit gender diversity, tenure diversity, and educational diversity, respectively.



Analytical approach

We performed structural equation modelling using Mplus to test our hypotheses. We first drew the best-fitting measurement model and then the structural model. To calculate the conditional indirect effect, we used the PROCESS developed by Hayes (2015).




Results


Preliminary results

The means, S.D., and correlations among studied variables were shown in Table 1. Regarding the measurement model, we tested several models and selected the best fitting one. See Table 2. We compared different measurement model. The results indicated that model 1 was the best fitting one. The results showed that model 1: the six-factor model [χ2(786) = 1373.021; CFI = 0.915; SRMR = 0.067; RMSEA = 0.058] was significantly better than five-factor model [χ2(791) = 1692.277; CFI = 0.869; SRMR = 0.106; RMSEA = 0.072; Δχ2 (5) = 319.26, p < 0.001], and that it’s even significantly better than four-factor model [χ2(795) = 1906.17; CFI = 0.839; SRMR = 0.108; RMSEA = 0.079; Δχ2 (9) = 533.15, p < 0.001]. Therefore, we conclude that our focal variables are differentiated from each other, and that the discriminant validity can be confirmed.



TABLE 1 Means, SDs, and correlations among studied variables (N = 222).
[image: Table1]



TABLE 2 Results of confirmatory factor analyses (measurement model).
[image: Table2]

To assess the structural model, we found that the R2 for positive affect, negative affect, interpersonal conflict, inclusive HRM practice, and employee learning behavior was 0.016, 0.658, 0.068, 0.25, and 0.263, respectively, (See Figure 2). We also calculated the predictive relevance (Q2 = 1 – SSE/SSO). The results showed that the predictive relevance (Q2) was 0.118, 0.05, and 0.519 for positive affect, negative affect, and interpersonal conflict, respectively. To conclude, the structural model was also acceptable in this study.

[image: Figure 2]

FIGURE 2
 Path regression results using the SEM approach. Standardized coefficients (β) are reported; N = 222; ***p < 0.001, **p < 0.01, *p < 0.05. Model fit: Chi-Square = 1387.307; df = 791; RMSEA = 0.058; CFI = 0.913; TLI = 0.906; SRMR = 0.07.




Common methods bias (CMB)

The Harman’s one-factor results showed that there was 27.2% of variance extracted, which was less than the threshold of 50%. However, since this technique got some criticism for its insufficient sensitivity to detect moderate or small levels of CMV effects (Malhotra et al., 2006), we did another test – unmeasured latent method factor analysis (Podsakoff et al., 2011) using Mplus (also see, Wang et al., 2022) – to replicate Harman’s one-factor test results. We found that the unconstrained model fit was χ2 = 1396.762, df = 762; while the constrained model fit was χ2 = 1670.23, df = 795. The model comparison was Δχ2 (33) = 273.47, p < 0.001. This implies that there exists potential common method bias. We further examined how much variance was shared among all of the items to see if the common method bias is a serious issue. We conducted the equal constrained model. The results showed that the potential “method” factor shared the variance of 9.49%. Thus, we concluded that CMB might not be a serious issue in this study.



Hypotheses testing

We first examined the indirect effect of diversity on conflict via positive and negative effects. The results (in Table 3) showed that the indirect effect of diversity on conflict via negative affect was significant (b = 0.16, [0.005, 0.311]), while the indirect effect via positive affect was nonsignificant (b = −0.007, [−0.017, 0.013]). Thus, hypothesis 1a was supported but 1b was not supported.



TABLE 3 Process results of indirect effects and conditional indirect effects.
[image: Table3]

To examine the conditional indirect effects of inclusive HRM practice and employ learning behavior, we used PROCESS analyses. The results (Table 3) showed that the negative indirect effect of diversity on conflict via negative affect became weaker when organizations engaged in more inclusive HRM practice (b = 0.301, [0.088, 0.523]). But the conditional indirect effect of inclusive HRM practice was nonsignificant for the positive affect. Also, we confirmed that the negative indirect effect of diversity on conflict via negative affect became weaker when employees engaged in more learning-oriented behaviors (b = 0.265, [0.055, 0.497]). But the conditional indirect effect of employee learning behaviors was nonsignificant for the positive affect. Thus, hypothesis 2a and 3a were supported, while 2b and 3b were not supported.

Finally, we plotted the two-way interaction figures to visualize the moderating role of inclusive HRM practice and employee learning behavior, as shown in Figures 3A,B. The simple slope test showed that perceived workforce diversity was only negatively related to negative affect when the level of inclusive HRM practice was low (b = 0.382, p = 0.003), while this detrimental impact was nonsignificant if the level of inclusive HRM practice was high (b = 0.058, p = 0.59). Similarly, perceived workforce diversity was only negatively related to negative affect when the level of employee learning behavior was low (b = 0.35, p = 0.014), while this detrimental impact was nonsignificant if the level of employee learning behavior was high (b = 0.13, p = 0.23). Please check Factor loadings, CR, and AVE for the studied variables below (Table 4).



TABLE 4 Factor loadings, CR, and AVE for studied variables.
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FIGURE 3
 (A) The two-way interaction between workforce diversity and inclusive HRM practices on employee negative affect. (B) The two-way interaction between workforce diversity and employee learning behaviors on employee negative affect.





Discussion

Workforce diversity is a “double-edged sword” for organizations and employees (Wang, 2022). Based on diversity theories (e.g., social identity and social categorization perspectives; Van Knippenberg et al., 2004; Van Dick et al., 2008), we uncovered how workforce diversity was positively linked to interpersonal conflict through impacting affective states. Our results showed that workforce diversity was positively related to negative affect, which in turn, increased interpersonal conflict. Based on the diversity management literature (Roberge and van Dick, 2010; Patrick and Kumar, 2012; Chen et al., 2021), we uncovered how inclusive HRM practices (as a top-down approach) and employee learning-oriented behaviors (as a bottom-up approach) alleviated the negative impact of workforce diversity. We found that the indirect effect of workforce diversity on interpersonal conflict through increasing negative affect was only significant when the level of inclusive HRM practices was low, or when the level of employee learning-oriented behaviors was low. In other words, when the levels of inclusive HRM practices or employee learning-oriented behaviors were high, workforce diversity would not be linked to interpersonal conflict. To conclude, our moderated mediation model on workforce diversity indicates that workforce diversity has its risks of heightening workplace interpersonal conflicts and that inclusive HRM practices initiated by organizations and learning-oriented behaviors initiated by employees themselves are two effective approaches to unlocking the potential of workforce diversity.


Theoretical implications

Our study first enriches the workplace diversity literature (Guillaume et al., 2017; Chen et al., 2021; Wang, 2022) by empirically examining the negative consequence of workforce diversity. Our results showed that interpersonal conflict was one of the salient consequences of workforce diversity, which implies that diverse identities and backgrounds are very likely to lead to interpersonal conflict. In other words, even if diversity is beneficial to information processing and decision-making as suggested by previous diversity studies (Homan et al., 2008; Roberge and van Dick, 2010; Martin-Alcazar et al., 2012), we should not ignore the potential risk of diversity. Thus, our results also echo the diversity literature acknowledging the “double-edged” effects of diversity (Van Knippenberg et al., 2004; Van Dick et al., 2008; Wang, 2022).

Second, our study adds to the diversity management literature (Roberson, 2006; Allen et al., 2008) by providing two effective approaches to managing diversity – inclusive HRM practice and employee learning-oriented behavior. Previous diversity studies uncovered the importance of inclusion and an inclusive work environment in unlocking the benefits of diversity (Mor Barak et al., 2016; Veli Korkmaz et al., 2022). We reveal that a way to create an inclusive work environment might be implementing inclusive HRM practices including improving the procedures of fairness, openness, co-operativeness, support, and empowerment. Many previous inclusion studies emphasised the important role of leaders (e.g., inclusive leadership) in releasing the benefits of workforce diversity (Ye et al., 2019; Ashikali et al., 2020; Leroy et al., 2021). Our study adds to this line of research and suggests that in addition to leaders, the whole organization should engage in more inclusive HMR practices to decrease bias and discrimination, as well as to increase organizational justice and support. Besides, we add to the HMR literature (Okay-Somerville and Scholarios, 2019) and echo the study of Guest (2017) by indicating that inclusive HRM is a more well-being-oriented HRM practice where organizations care about the positive employment relationship and make efforts to create a fair, psychologically secure, and high-quality work environment.

Besides the top-down approach to managing workforce diversity, another important contribution we highlight is the important role of the bottom-up approach in unlocking the potential of diversity. That is, in addition to organizational practices, employees themselves should also proactively take action to capitalize on the benefits of diversity and optimize the detriments and challenges presented by diversity. Our study shows that when employees engaged in more learning-oriented behaviors, the detrimental impact of workforce diversity was weakened. Based on the categorization-elaboration model proposed by Van Knippenberg et al. (2004), our finding implies that learning-oriented behaviors can help employees to facilitate the information elaboration process and reduce the social categorization process in a diverse work environment. That is, employee learning-oriented behaviors can contribute to a better exchange of different information, ideas, and perspectives from diverse colleagues, as well as decrease misunderstandings, inaccurate judgement, and bias. This finding was in line with the study of Wang et al. (2022) indicating that individual proactive action is an important condition to gain the actual benefits of workplace diversity. This finding also aligns with the individual proactivity literature indicating that being proactive is particularly useful when the work environment is demanding and challenging (Crant, 2000; Ghitulescu, 2012). Thus, different from mainstream diversity literature uncovering organizational-level and/or team-level moderators (e.g., inclusive climate, transformational leadership, shared team goals; Muchiri and Ayoko, 2013; Nishii, 2013; Van Knippenberg et al., 2013), we reveal that personal-level moderators in the relationship between diversity and outcomes. More specifically, we reveal the importance of personal proactive behaviors in managing diversity rather than simply personal cognitions (e.g., openness to experience and diversity mindset) (Homan et al., 2008; Van Knippenberg et al., 2013). We argue that awareness of diversity issues might not be sufficient to lead to any changes of one’s behaivors. To gain the actual benefits and cope with the challenges presented by diversity, employees need to engage in bottom-up behaviors.

Finally, our study aimed to bring more attention of the workforce diversity issue in the Asian context. Although the diversity issue has been well noticed and somehow addressed in the western context (Shore et al., 2011), the workplace diversity phenomenon and the approaches to managing diversity are still being overlooked in many Asian organizations. Even if it is known that many Asian organizations (e.g., Chinese enterprises) do not have racial/nationality diversity in the workplace, scholars have highlighted that diversity has more attributes than just ethnicity attribute (Evans and Carson, 2005; van Knippenberg and Schippers, 2007). Our study enriches diversity management studies in the Asian context (Chen et al., 2021) by providing empirical evidence of the negative consequence of workforce diversity and by examining two approaches that can alleviate the negative impact of diversity.



Practical implications

The practical implications of this study are also evident. First, we suggest that organizations should be aware of the negative consequence of workforce diversity besides pursuing the beneficial outcomes of workforce diversity. Our results showed that workforce diversity was positively related to interpersonal conflict via increasing negative affect. Thus, organizations need to think of ways to take care of interpersonal relations and coordination among diverse colleagues. Second, our results indicated that inclusive HRM practices and employee learning-oriented behaviors are two effective approaches to alleviate the negative impact of diversity. Thus, we suggest that organizations need to implement more inclusive HRM practices to unlock the potential of workforce diversity. For example, organizations need to enhance organizational justice and fairness, encourage employee participation in the decision-making process, and offer necessary support when employees feel needed (Tang et al., 2015). With these HRM practices, diverse employees can feel more psychologically safe, dare to voice their opinions, and feel engaged and energetic at work (Guest, 2017; Hur, 2020). Finally, organizations need to encourage employee learning-oriented behaviors. Organizations can empower employees with more autonomy to engage in learning-oriented activities. Research shows that the learning orientation can facilitate self-development by gaining new knowledge and expertise (Maurer, 2002) and that learning-oriented employees can proactively cope with more challenging tasks (Hirst et al., 2009). Thus, organizations should create a beneficial circumstance (e.g., a supportive learning environment; Choi and Jacobs, 2011) where employees can voluntarily learn from each other, capitalize on each other’s expertise, and decrease misunderstandings.



Limitations and future directions

Our study also has some limitations, which will represent future directions. First, although we tried to raise awareness of the diversity issue in the Asian context, our study only examined the effects and moderators of workforce diversity in Chinese organizations. Future studies can expand our research model in other Asian countries, recognizing the level of diversity in the current workplace and enabling both top-down and bottom-up approaches to manage diversity.

Second, our study mainly provided insights into how to mitigate the negative impact of workforce diversity on employees. However, according to the diversity literature (Guillaume et al., 2017), workforce diversity also has beneficial impacts on employees (e.g., performance and well-being). Future studies can incorporate both positive impact and negative impact of workforce diversity and provide an integrative model of how to maximize the positive impact and minimize the negative impact of workforce diversity.

Third, although diversity studies have provided many insights into the effects of diversity on team-level outcomes (e.g., team cohesion, team innovation, and team conflict) and organizational-level outcomes (e.g., organizational performance and profitability) (Homberg and Bui, 2013; Shemla et al., 2016), we found that the investigation of diversity on employees, especially employee engagement/burnout and other occupational health outcomes, was relatively limited. This is important because employees’ occupational health becomes more relevant than ever before. Employees have the right to own a healthy, thriving working life. Thus, future studies can shift attention to the impact of workplace diversity on employee occupational health outcomes and how to design a stimulating job to help employees fit a diverse work environment. For example, Schulte et al. (2020) combined the job demands-resources model to examine the effect of perceived dissimilarity on work exhaustion. This is a good start and thus we recommend future studies to follow the job demands-resources framework to provide more insights into effective diversity management strategies. This can help employees to build a better person-job fit and increase job performance, as Li et al. (2021) suggested.

Fourth, it is also worthwhile to examine the (buffering) effect of diversity training on the relationship between workforce diversity and interpersonal conflict. As the diversity training literature suggests (Kalinoski et al., 2013; Bezrukova et al., 2016), diversity training can promote cognitive-based, affective-based, and skill-based learning outcomes. When employees increase their diversity awareness and diversity-related bahaviors (see, Kalinoski et al., 2013, p. 1078), they will be more likely to exchange divergent information and perspectives with one another, make use of others’ strengths, and decrease misunderstanding and bias. However, we did not measure this variable in our two-wave surveys. Thus, we believe that this can be a very important future avenue. More importantly, since prior studies found the mixed effects of diversity training (see a meta-review, Bezrukova et al., 2016), we strongly recommend future studies to develop effective diversity training to unlock more potential of diversity (especially in the Asian area). Based on the suggestions by Bezrukova et al. (2016), future studies can consider maximizing participants’ learning opportunities (e.g., combined and multi-instructional training).

Fifth, although we refer to employee learning-oriented behavior as an employee-initiated, bottom-up strategy to manage workforce diversity, we acknowledge that employee learning behaviors are trainable, and that diversity training will be an important antecedent of employee learning behaviors. For example, the diversity training literature has demonstrated that effective diversity training can increase cognitive-based, affective-based, and skill-based learning outcomes (Kalinoski et al., 2013; Bezrukova et al., 2016). Thus, we recognize diversity training as an important future research direction, in order to train employees’ different learning outcomes and increase their diversity-related beliefs and behaviors.
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Footnotes

1   where is the proportion of work group members in each of the categories on an attribute.



References

 Allen, R. S., Dawson, G., Wheatley, K., and White, C. S. (2008). Perceived diversity and organizational performance. Empl. Relat. 30, 20–33. doi: 10.1108/01425450810835392

 Anand, R., and Winters, M.-F. (2008). A retrospective view of corporate diversity training from 1964 to the present. Acad. Manag. Learn. Educ. 7, 356–372. doi: 10.5465/amle.2008.34251673

 Ashikali, T., Groeneveld, S., and Kuipers, B. (2020). The role of inclusive leadership in supporting an inclusive climate in diverse public sector teams. Rev. Public Pers. Administr. 41, 1–23. doi: 10.1177/0734371X19899722

 Barki, H., and Hartwick, J. (2004). Conceptualizing the construct of interpersonal conflict. Int. J. Confl. Manag. 15, 216–244. doi: 10.1108/eb022913

 Bell, S. T., Villado, A. J., Lukasik, M. A., Belau, L., and Briggs, A. L. (2011). Getting specific about demographic diversity variable and team performance relationships: a meta-analysis. J. Manag. 37, 709–743. doi: 10.1177/0149206310365001

 Bezrukova, K., Spell, C. S., Perry, J. L., and Jehn, K. A. (2016). A meta-analytical integration of over 40 years of research on diversity training evaluation. Psychol. Bull. 142, 1227–1274. doi: 10.1037/bul0000067 

 Bezuijen, X. M., van Dam, K., van den Berg, P. T., and Thierry, H. (2010). How leaders stimulate employee learning: a leader-member exchange approach. J. Occup. Organ. Psychol. 83, 673–693. doi: 10.1348/096317909X468099

 Bezuijen, X. M., Van Den Berg, P. T., Van Dam, K., and Thierry, H. (2009). Pygmalion and employee learning: the role of leader behaviors. J. Manag. 35, 1248–1267. doi: 10.1177/0149206308329966

 Brislin, R. W. (1976). Comparative research methodology: cross-cultural studies. Int. J. Psychol. 11, 215–229. doi: 10.1080/00207597608247359

 Bruk-lee, V., and Spector, P. E. (2006). The social stressors–counterproductive work behaviors link: are conflicts with supervisors and coworkers the same? J. Occup. Health Psychol. 11, 145–156. doi: 10.1037/1076-8998.11.2.145 

 Chaudhty, I. S., Ymbong Paquibut, R., and Nawaz Tunio, M. (2021). Do workforce diversity, inclusion practices, & organizational characteristics contribute to organizational innovation? Evidence from the U.A.E. Cogent Bus. Manag. 8, 1–24. doi: 10.1080/23311975.2021.1947549

 Chen, X., Zhu, L., Liu, C., Chen, C., Liu, J., and Huo, D. (2021). Workplace diversity in the Asia-Pacific region: a review of literature and directions for future research. Asia Pac. J. Manag. doi: 10.1007/s10490-021-09794-6

 Choi, W., and Jacobs, R. L. (2011). Influences of formal learning, personal learning orientation, and supportive learning environment on informal learning. Hum. Resour. Dev. Q. 22, 239–257. doi: 10.1002/hrdq.20078

 Cox, T. H., and Blake, S. (2013). Managing cultural implications for competitiveness organizational. Acad. Manag. Exec. 5, 45–56.

 Crant, J. M. (2000). Proactive behavior in organizations. J. Manag. 26, 435–462. doi: 10.1177/014920630002600304

 Cropanzano, R., Weiss, H. M., Hale, J. M. S., and Reb, J. (2003). The structure of affect: reconsidering the relationship between negative and positive affectivity. J. Manag. 29, 831–857. doi: 10.1016/S0149-2063(03)00081-3

 Dahlin, K. B., Weingart, L. R., and Hinds, P. J. (2005). Team diversity and information use. Acad. Manag. J. 48, 1107–1123. doi: 10.5465/amj.2005.19573112

 Díaz-Fernández, M. C., González-Rodríguez, M. R., and Simonetti, B. (2016). The role played by job and non-job-related TMT diversity traits on firm performance and strategic change. Manag. Decis. 54, 1110–1139. doi: 10.1108/MD-10-2015-0464

 Dweck, C. S. (2013). Self-Theories: Their Role in Motivation, Personality, and Development Psychology Press, Philadelphia, PA.

 Dwyer, S., Richard, O. C., and Chadwick, K. (2003). Gender diversity in management and firm performance: the influence of growth orientation and organizational culture. J. Bus. Res. 56, 1009–1019. doi: 10.1016/S0148-2963(01)00329-0

 Evans, W. R., and Carson, C. M. (2005). A social capital explanation of the relationship between functional diversity and group performance. Team Perform. Manag. 11, 302–315. doi: 10.1108/13527590510635170

 Ghasemy, M., Mohajer, L., Cepeda-Carrión, G., and Roldán, J. L. (2022). Job performance as a mediator between affective states and job satisfaction: a multigroup analysis based on gender in an academic environment. Curr. Psychol. 41, 1221–1236. doi: 10.1007/s12144-020-00649-9

 Ghitulescu, B. E. (2012). Making change happen: the impact of work context on adaptive and proactive behaviors. J. Appl. Behav. Sci. 49, 206–245. doi: 10.1177/0021886312469254

 Guest, D. E. (2017). Human resource management and employee well-being: towards a new analytic framework. Hum. Resour. Manag. J. 27, 22–38. doi: 10.1111/1748-8583.12139

 Guillaume, Y. R. F., Dawson, J. F., Otaye-Ebede, L., Woods, S. A., and West, M. A. (2017). Harnessing demographic differences in organizations: what moderates the effects of workplace diversity? J. Organ. Behav. 38, 276–303. doi: 10.1002/job.2040 

 Guo, W., Gan, C., and Wang, D. (2021). When does educational level diversity foster team creativity? Exploring the moderating roles of task and personnel variability. Front. Psychol. 12:491. doi: 10.3389/fpsyg.2021.585849

 Harrison, D. A., and Klein, K. J. (2007). What’s the difference? Diversity constructs as separation, variety, or disparity in organizations. Acad. Manag. Rev. 32, 1199–1228. doi: 10.5465/amr.2007.26586096

 Harrison, D. A., Price, K. H., Gavin, J. H., Florey, A. T., Kenneth, P. H., Gavin, J. H., et al. (2002). Time, teams, and task performance: changing effects of surface- and deep-level diversity on group functioning. Acad. Manag. J. 45, 1029–1045. doi: 10.2307/3069328

 Hayes, A. F. (2015). An index and test of linear moderated mediation. Multivar. Behav. Res. 50, 1–22.

 Hecht, T. D., and Allen, N. J. (2009). Surface- and deep-level diversity in workgroups: examining the moderating effects of team orientation and team process on relationship conflict. J. Organ. Behav. 30, 839–862. doi: 10.1002/job.579

 Heimbeck, D., Frese, M., Sonnentag, S., and Keith, N. (2003). Integrating errors into the training process: the function of error management instructions and the role of goal orientation. Pers. Psychol. 56, 333–361. doi: 10.1111/j.1744-6570.2003.tb00153.x

 Hentschel, T., Shemla, M., Wegge, J., and Kearney, E. (2013). Perceived diversity and team functioning: the role of diversity beliefs and affect. Small Group Res. 44, 33–61. doi: 10.1177/1046496412470725

 Hirst, G., van Knippenberg, D., and Zhou, J. (2009). A cross-level perspective on employee creativity: goal orientation, team learning behavior, and individual creativity. Acad. Manag. J. 52, 280–293. doi: 10.5465/amj.2009.37308035

 Homan, A. C., Buengeler, C., Eckhoff, R. A., Van Ginkel, W. P., and Voelpel, S. C. (2015). The interplay of diversity training and diversity beliefs on team creativity in nationality diverse teams. J. Appl. Psychol. 100, 1456–1467. doi: 10.1037/apl0000013 

 Homan, A. C., Hollenbeck, J. R., Humphrey, S. E., Van Knippenberg, D., Ilgen, D. R., and Van Kleef, G. A. (2008). Facing differences with an open mind: openness to experience, salience of intragroup differences, and performance of diverse work groups. Acad. Manag. J. 51, 1204–1222. doi: 10.5465/amj.2008.35732995

 Homberg, F., and Bui, H. T. M. (2013). Top management team diversity: a systematic review. Group Org. Manag. 38, 455–479. doi: 10.1177/1059601113493925

 Hou, F., Su, Y., Qi, M., Wang, L., and Wang, Q. (2021). Entrepreneurial team knowledge diversity and creativity: a multilevel analysis of knowledge sharing, individual creativity, and team creativity. Front. Psychol. 12:3713. doi: 10.3389/fpsyg.2021.717756

 Hur, H. (2020). The role of inclusive work environment practices in promoting LGBT employee job satisfaction and commitment. Public Money Manag. 40, 426–436. doi: 10.1080/09540962.2019.1681640

 Jaiswal, A., and Dyaram, L. (2020). Perceived diversity and employee well-being: mediating role of inclusion. Pers. Rev. 49, 1121–1139. doi: 10.1108/PR-12-2018-0511

 Jansen, W. S., Otten, S., van der Zee, K. I., and Jans, L. (2014). Inclusion: conceptualization and measurement. Eur. J. Soc. Psychol. 44, 370–385. doi: 10.1002/ejsp.2011

 Jehn, K. A., and Bendersky, C. (2003). Intragroup conflict in organizations: a contingency perspective on the conflict-outcome relationship. Res. Organ. Behav. 25, 187–242. doi: 10.1016/S0191-3085(03)25005-X

 Judge, T. A., and Larsen, R. J. (2001). Dispositional affect and job satisfaction: a review and theoretical extension. Organ. Behav. Hum. Decis. Process. 86, 67–98. doi: 10.1006/obhd.2001.2973

 Kalinoski, Z. T., Steele-Johnson, D., Peyton, E. J., Leas, K. A., Steinke, J., and Bowling, N. A. (2013). A meta-analytic evaluation of diversity training outcomes. J. Organ. Behav. 34, 1076–1104. doi: 10.1002/job.1839

 Kaplan, S. A., Bradley, J. C., Luchman, J. N., and Haynes, D. (2009). Affectivity and performance 1 on the role of positive and negative affectivity in job performance: a meta-analytic investigation. J. Appl. Psychol. 94, 162–176. doi: 10.1037/a0013115 

 Kearney, E., and Gebert, D. (2009). Managing diversity and enhancing team outcomes: the promise of transformational leadership. J. Appl. Psychol. 94, 77–89. doi: 10.1037/a0013077 

 Kiefer, T. (2005). Feeling bad: antecedents and consequences of negative emotions in ongoing change. J. Organ. Behav. 26, 875–897. doi: 10.1002/job.339

 Kim, T., David, E. M., and Liu, Z. (2020). Perceived cognitive diversity and creativity: A multilevel study of motivational mechanisms and boundary conditions. J. Creat. Behav., 1–15. doi: 10.1002/jocb.443

 Kim, S., Kim, H., and Lee, J. (2015). Employee self-concepts, voluntary learning behavior, and perceived employability. J. Manag. Psychol. 30, 264–279. doi: 10.1108/JMP-01-2012-0010

 Kulik, C. T., and Roberson, L. (2008). Common goals and golden opportunities: evaluations of diversity education in academic and organizational settings. Acad. Manag. Learn. Edu. 7, 309–331. doi: 10.5465/amle.2008.34251670

 Kundu, S. C., and Mor, A. (2017). Workforce diversity and organizational performance: a study of IT industry in India. Empl. Relat. 39, 160–183. doi: 10.1108/ER-06-2015-0114

 Kundu, S. C., Mor, A., Bansal, J., and Kumar, S. (2019). Diversity-focused HR practices and perceived firm performance: mediating role of procedural justice. J. Asia Bus. Stud. 13, 214–239. doi: 10.1108/JABS-02-2018-0032

 Leroy, H., Buengeler, C., Veestraeten, M., Shemla, M., and Hoever, I. J. (2021). Fostering team creativity through team-focused inclusion: the role of leader harvesting the benefits of diversity and cultivating value-in-diversity beliefs. Group Org. Manag. 47, 1–42. doi: 10.1177/10596011211009683

 Li, Z., Oljaca, M., Firdousi, S. F., and Akram, U. (2021). Managing diversity in the Chinese organizational context: the impact of workforce diversity management on employee job performance. Front. Psychol. 12:4355. doi: 10.3389/fpsyg.2021.733429

 Liu, J. D., You, R. H., Liu, H., and Chung, P. K. (2020). Chinese version of the international positive and negative affect schedule short form: factor structure and measurement invariance. Health Qual. Life Outcomes 18, 1–8. doi: 10.1186/s12955-020-01526-6

 Lu, Q. (2018). “The impact of inclusive human resource practices on individual creativity: the role of job crafting and transformational leadership” in 8th International Conference on Education, Management, Information and Management Society (EMIM 2018), 250 (Emim), 366–371.

 Malhotra, N. K., Kim, S. S., and Patil, A. (2006). Common method variance in IS research: a comparison of alternative approaches and a reanalysis of past research. Manag. Sci. 52, 1865–1883. doi: 10.1287/mnsc.1060.0597

 Martin-Alcazar, F., Romero-Fernandez, P. M., and Sanchez-Gardey, G. (2012). Effects of diversity on group decision-making processes: the moderating role of human resource management. Group Decis. Negot. 21, 677–701. doi: 10.1007/s10726-011-9243-9

 Matsuo, M. (2019). Effect of learning goal orientation on work engagement through job crafting: a moderated mediation approach. Pers. Rev. 48, 220–233. doi: 10.1108/PR-11-2017-0346

 Maurer, T. J. (2002). Employee learning and development orientation: toward an integrative model of involvement in continuous learning. Hum. Resour. Dev. Rev. 1, 9–44. doi: 10.1177/1534484302011002

 Mignonac, K., and Herrbach, O. (2004). Linking work events, affective states, and attitudes: an empirical study of managers’ emotions. J. Bus. Psychol. 19, 221–240. doi: 10.1007/s10869-004-0549-3

 Mor Barak, M. E., Lizano, E. L., Kim, A., Duan, L., Rhee, M.-K., Hsiao, H.-Y., et al. (2016). The promise of diversity management for climate of inclusion: A state-of-the-art review and meta-analysis. Hum. Serv. Organ. Manag. Leader. Gov. 40, 305–333. doi: 10.1080/23303131.2016.1138915

 Muchiri, M. K., and Ayoko, O. B. (2013). Linking demographic diversity to organisational outcomes: the moderating role of transformational leadership. Leader. Organiz. Develop. J. 34, 384–406. doi: 10.1108/LODJ-11-0086

 Nishii, L. H. (2013). The benefits of climate for inclusion for gender-diverse groups. Acad. Manag. J. 56, 1754–1774. doi: 10.5465/amj.2009.0823

 Okay-Somerville, B., and Scholarios, D. (2019). A multilevel examination of skills-oriented human resource management and perceived skill utilization during recession: implications for the well-being of all workers. Hum. Resour. Manag. 58, 139–154. doi: 10.1002/hrm.21941

 Oliveira, E. (2021). Age-inclusive HR practices and the thriving of older workers: the mediating role of occupational future time perspective. Career Dev. Int. 26, 348–362. doi: 10.1108/CDI-01-2021-0026

 Patrick, H. A., and Kumar, V. R. (2012). Managing workplace diversity: issues and challenges. SAGE Open 2, 346–351. doi: 10.1177/2158244012444615

 Podsakoff, P. M., MacKenzie, S. B., and Podsakoff, N. P. (2011). Sources of method bias in social science research and recommendations on how to control it. Annu. Rev. Psychol. 63, 539–569. doi: 10.1146/annurev-psych-120710-100452

 Porter, C. M., and Woo, S. E. (2015). Untangling the networking phenomenon: a dynamic psychological perspective on how and why people network. J. Manag. 41, 1477–1500. doi: 10.1177/0149206315582247

 Qian, C., Cao, Q., and Takeuchi, R. (2013). Top management team functional diversity and organizational innovation in China: the moderating effects of environment. Strateg. Manag. J. 34, 110–120. doi: 10.1002/smj.1993

 Randel, A. E., Galvin, B. M., Shore, L. M., Ehrhart, K. H., Chung, B. G., Dean, M. A., et al. (2018). Inclusive leadership: realizing positive outcomes through belongingness and being valued for uniqueness. Hum. Resour. Manag. Rev. 28, 190–203. doi: 10.1016/j.hrmr.2017.07.002

 Rizky, U. (2021). Inclusive human resource management practice to change the organizational climate. Indones. J. Disabil. Stud. 8, 43–59. doi: 10.21776/ub.ijds.2021.008.01.03

 Roberge, M. É., and van Dick, R. (2010). Recognizing the benefits of diversity: when and how does diversity increase group performance? Hum. Resour. Manag. Rev. 20, 295–308. doi: 10.1016/j.hrmr.2009.09.002

 Roberson, Q. M. (2006). Disentangling the meanings of diversity and inclusion in organizations. Group Org. Manag. 31, 212–236. doi: 10.1177/1059601104273064

 Rudman, L., Ashmore, R., and Gary, M. (2001). “Unlearning” automatic biases: the malleability of implicit prejudice and stereotypes. J. Pers. Soc. Psychol. 81, 856–868. doi: 10.1037/0022-3514.81.5.856 

 Schulte, N., Götz, F. M., Partsch, F., Goldmann, T., Smidt, L., and Meyer, B. (2020). Linking diversity and mental health: task conflict mediates between perceived subgroups and emotional exhaustion. Front. Psychol. 11:1245. doi: 10.3389/fpsyg.2020.01245 

 Shemla, M., Meyer, B., Greer, L., and Jehn, K. A. (2016). A review of perceived diversity in teams: does how members perceive their team’s composition affect team processes and outcomes? J. Organ. Behav. 37, S89–S106. doi: 10.1002/job.1957

 Shirom, A. (2007). “Explaining vigor: on the antecedents and consequences of vigor as a positive affect at work” in Positive Organizational Behavior. eds. D. Nelson and C. Cooper, 86–100.

 Shore, L. M., Randel, A. E., Chung, B. G., Dean, M. A., Ehrhart, K. H., and Singh, G. (2011). Inclusion and diversity in work groups: A review and model for future research. J. Manag. 37, 1262–1289. doi: 10.1177/0149206310385943

 Singh, B., Winkel, D. E., and Selvarajan, T. T. (2013). Managing diversity at work: does psychological safety hold the key to racial differences in employee performance? J. Occup. Organ. Psychol. 86, 242–263. doi: 10.1111/joop.12015

 Smith, T., Constantine, T. B., Dunn, M. G., Dinehart, T. M., and Montoya, J. A. (2006). Multicultural education in the mental health professions: A meta- analytic review. J. Couns. Psychol. 53, 132–145. doi: 10.1037/0022-0167.53.1.132

 Smith, A., Kartchner, M., Sturtevant, K., and Bullough, E. (2012). Best practices for effective diversity training. Acad. Manag. Learn. Educat. 11, 207–227.

 Tang, N., Jiang, Y., Chen, C., Zhou, Z., Chen, C. C., and Yu, Z. (2015). Inclusion and inclusion management in the Chinese context: an exploratory study. Int. J. Hum. Resour. Manag. 26, 856–874. doi: 10.1080/09585192.2014.985326

 Tsai, W. C., and Huang, Y. M. (2002). Mechanisms linking employee affective delivery and customer behavioral intentions. J. Appl. Psychol. 87, 1001–1008. doi: 10.1037/0021-9010.87.5.1001 

 Van Dick, R., Van Knippenberg, D., Hägele, S., Guillaume, Y., and Brodbeck, F. C. (2008). Group diversity and group identification: the moderating role of diversity beliefs. Hum. Relat. 61, 1463–1492. doi: 10.1177/0018726708095711

 van Dijk, H. (2022). “Uncertainty in diverse teams” in Handbook of Uncertainty Management in Work Organizations (Oxford: Oxford University Press)

 Van Knippenberg, D., De Dreu, C. K. W., and Homan, A. C. (2004). Work group diversity and group performance: an integrative model and research agenda. J. Appl. Psychol. 89, 1008–1022. doi: 10.1037/0021-9010.89.6.1008 

 van Knippenberg, D., and Schippers, M. C. (2007). Work group diversity. Annu. Rev. Psychol. 58, 515–541. doi: 10.1146/annurev.psych.58.110405.085546

 Van Knippenberg, D., van Ginkel, W. P., and Homan, A. C. (2013). Diversity mindsets and the performance of diverse teams. Organ. Behav. Hum. Decis. Process. 121, 183–193. doi: 10.1016/j.obhdp.2013.03.003

 Veli Korkmaz, A., van Engen, M. L., Knappert, L., and Schalk, R. (2022). About and beyond leading uniqueness and belongingness: a systematic review of inclusive leadership research. Hum. Res. Manag. Rev. 32:100894. doi: 10.1016/j.hrmr.2022.100894

 Walumbwa, F. O., Cropanzano, R., and Hartnell, C. A. (2009). Organizational justice, voluntary learning behavior, and job performance: a test of the mediating effects of identification and leader-member exchange. J. Organ. Behav. 30, 1103–1126. doi: 10.1002/job.611

 Wang, H. (2022). Making the Best of Workplace Diversity: From the Management Level to the Employee Level. Eindhoven Eindhoven University of Technology.

 Wang, H., Rispens, S., and Demerouti, E. (2022). Boosting creativity in functional diverse work groups: the importance of help-seeking behavior and openness to experience. Eur. J. Work Organ. Psy. 31, 768–780. doi: 10.1080/1359432X.2022.2047937

 Watson, D., Wiese, D., Vaidya, J., Tellegen, A., Watson, D., Tellegen, A., et al. (1999). The two general activation systems of affect: structural findings, evolutionary considerations, and psychobiological evidence. J. Pers. Soc. Psychol. 76, 820–838. doi: 10.1037/0022-3514.76.5.820

 Weiss, H. M., and Cropanzano, R. (1996). “Affective events theory: a theoretical discussion of the structure, causes and consequences of affective experiences at work” in Research in organizational behavior: An annual series of analytical essays and critical reviews. eds. B. M. Staw and L. L. Cummings, vol. 18 (Greenwich, CT: Elsevier Science/JAI Press Inc), 1–74.

 Ye, Q., Wang, D., and Guo, W. (2019). Inclusive leadership and team innovation: the role of team voice and performance pressure. Eur. Manag. J. 37, 468–480. doi: 10.1016/j.emj.2019.01.006

 Zhang, L., and Huo, X. (2015). The impact of interpersonal conflict on construction project performance: a moderated mediation study from China. Int. J. Confl. Manag. 26, 479–498. doi: 10.1108/IJCMA-09-2014-0072



Appendix

Items of inclusive HRM practice used in this study

Five-point Likert scale from 1 (very disagree) to 5 (very agree)

1. My organization is being fair in management processes and interpersonal treatment and distribution of opportunities.

2. My organization makes everyone feel the sense of belongings.

3. My organization allows everyone to keep their own uniqueness.

4. My organization includes people from diverse backgrounds and their contribution valued by the organization.

5. My organization organizes activities for team building to improve the relations and communications among employees and departments.

6. My organization provides channels for voice at each level of the organization.

7. My organization encourages employees to communicate and share within the workgroup.

8. My organization flattens the hierarchical structure to encourage employees to participate in the demographic decision.

9. My organization offers inclusion management training class for supervisors and managers.

10. My organization implements open and equal recruitment procedures.

11. My organization advises supervisors to tolerate subordinates’ mistakes.
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