
http://www.sajhrm.co.za Open Access

SA Journal of Human Resource Management 
ISSN: (Online) 2071-078X, (Print) 1683-7584

Page 1 of 15 Original Research

Read online:
Scan this QR 
code with your 
smart phone or 
mobile device 
to read online.

Authors:
Leon T.B. Jackson1 
Fons J.R. van de Vijver1,2,3 

Affiliations:
1WorkWell Research Unit for 
Economics and Management 
Sciences, North-West 
University, South Africa

2School of Psychology, 
University of Queensland, 
Australia

3Department of Culture 
Studies, Tilburg University, 
the Netherlands

Corresponding author:
Leon Jackson,  
leon.jackson@nwu.ac.za

Dates:
Received: 30 Jan. 2017
Accepted: 24 May 2018
Published: 04 Sept. 2018

How to cite this article:
Jackson, L.T.B., & Van de 
Vijver, F.J.R. (2018). 
Multiculturalism in the 
workplace: Model and test. 
SA Journal of Human 
Resource Management/SA 
Tydskrif vir 
Menslikehulpbronbestuur, 
16(0), a908. https://doi.
org/10.4102/sajhrm.
v16i0.908

Copyright:
© 2018. The Authors. 
Licensee: AOSIS. This work 
is licensed under the 
Creative Commons 
Attribution License.

Introduction
We are interested in the role of multiculturalism (referring to the recognition and support of the 
plural nature of the society; Berry & Kalin, 1995) in employee attitudes in the workplace. South 
Africa is an interesting location to study diversity in organisations, given the country’s history of 
racial segregation and discrimination. The system of apartheid, the legal basis of this segregation 
and discrimination, was abolished in 1994. The promulgation of various post-1994 laws, such as 
the Labour Relations Act 66 of 1995 (RSA, 1995), the Employment Equity Act No 55 of 1998 (RSA, 1998) 
and the Basic Conditions of Employment Act No 75 of 1997 (RSA, 1997b), was aimed at demolishing 
discrimination, enhancing national cohesion and the creation of a rainbow nation (a term framed 
by Bishop Desmond Tutu to refer to the multi-ethnic composition of the South African 
society). These developments have resulted in increments in intercultural contacts in the 
workplace. However, South African employees often encounter two types of diversity in the 
workplace. Firstly, the business world as currently conceptualised and structured in most South 
African corporations is generally cast in a Eurocentric mould (Khoza, 1993), which largely 
resembles features of white domination of the pre-1994 era. This mould is quite different from the 
home culture, notably for the black groups. Secondly, because of the still rampant segregation of 
society, work is the only place where many South Africans meet individuals from other ethnic 
groups (Hofmeyr, 2006; Jackson & Van de Vijver, 2018). Given this forced contact in the workplace, 
calls of the new Constitution (RSA, 1996) for national unity and social cohesion, this contribution 
proposes that a workplace that is characterised by mutual respect, accommodation and tolerance 
for difference could have a positive impact on employee work attitudes and output.

Orientation: This article addresses the role of multiculturalism in employee attitudes.

Research purpose: It proposes a model of positive features of multiculturalism in organisations 
and tests it in South Africa. The model postulates three levels in multiculturalism: antecedent 
conditions, such as multiculturalism practices and norms that define the diversity climate; 
mediators, such as diversity-enhancing employee attitudes; and positive work outcomes.

Motivation for the study: South Africans from diverse backgrounds hardly meet in their 
private spaces. Given this forced contact in the workplace and the calls for national unity and 
social cohesion, we propose that a workplace that is characterised by mutual respect, 
accommodation and tolerance for difference could have a positive impact on employee work 
attitudes.

Research approach/design and method: A quantitative approach was adopted using survey 
questionnaires that were distributed to employees selected on the basis of convenience 
sampling (N = 299) in various workplaces.

Main findings: A multi-group path analysis confirmed the validity of the model for the white, 
black and mixed race ethnic groups. Although the differences were negligible to medium, 
white groups seemed to experience a slightly more favourable multicultural environment 
compared to black and mixed race groups.

Practical/managerial implications: All dimension scores were well above the mid-point of the 
scale, which suggests that psychometrically speaking, the multicultural climate, ethnic 
integration orientations and employee attitudes are experienced by these employees as 
favourable.

Contribution/value-add: From a conceptual perspective, the model implies that the more 
distal variable of a multicultural climate influences employee attitudes through a set of more 
proximal integration attitudes and practices. From a practical perspective, an inclusive climate 
has more distal characteristics such as the general multiculturalism climate and more proximal 
characteristics such as ethnic vitality.
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Unfortunately, recent research results (Stoermer, 
Hitotsuyanagi-Hansel, & Froese, 2017) suggest that black 
South Africans are still prone to become targets of workplace 
racial harassment and that fault lines based upon skin colour 
persist. Consequently, racially harassed employees report 
lower degrees of job satisfaction (Stoermer et al., 2017). This, 
in return, can lead to voluntary turnover (Porter, Steers, 
Mowday, & Boulian, 1974) and decrease individual 
performance (Harter, Schmidt, & Hayes, 2002). This prevents 
organisations from maximising their competitive edge 
(Earley & Mosakowski, 2000). South African organisations 
need to take action to foster cooperation and trust among 
employees of different racioethnicities (Stoermer et al., 2017). 
One remedy is establishing an organisational inclusion 
climate (Nishii, 2013; Stoermer, Bader, & Froese, 2016).

This contribution aims to heed this call and to encourage 
interdisciplinary research, and it therefore proposes and tests 
a model of multiculturalism in the workplace. The model of 
this study is based on a mediating model of acculturation 
(Arends-Tóth & Van de Vijver, 2006), the interactive 
acculturation model (IAM) (Bourhis, Moïse, Perreault, & 
Senécal, 1997) and the interactional model of cultural 
diversity (Cox, 1993). The model holds that multiculturalism 
comprises three components: antecedents defining a climate 
of diversity-enhancing conditions such as multicultural 
policies and practices as supported by the majority in the 
workplace, mediating conditions comprising employee (and 
people from his ethnic group) orientations towards 
integration and employee outcomes comprising subjective 
experiences of work success, commitment and job satisfaction. 
Not only does this article fill the gap in the literature regarding 
the role of multiculturalism in employee attitudes in the 
South African workplace but it also addresses the call of 
Bourhis et al. (1997) to investigate the role of both mainstream 
(multicultural or diversity-enhancing conditions or 
requirements at work) and minority contextual features 
(integration orientation at work) and attitudes simultaneously. 
In addition, empirical evidence on the positive effects of 
multiculturalism in the workplace could be just the recipe for 
encouraging management (currently, mainly white) to 
facilitate and promote diversity initiatives in South African 
organisations.

Literature review
Models, typologies, strategies, definitions and benefits of 
multiculturalism
Psychological literature on acculturation has focused on the 
ways in which majority attitudes towards multiculturalism 
impact on the acculturation strategies of migrants. The most 
widely cited model of acculturation has been developed by 
Berry (e.g. 1997, 2001, 2005, 2008, 2011). According to Berry’s 
model, when migrants enter a new cultural environment, 
they are faced with two questions: (1) whether they wish to 
maintain their affiliation with the culture of their country of 
origin and (2) whether they wish to forge relations with the 
dominant culture of the society they are entering. Depending 
on how migrants respond to these two issues, they are said to 

employ one of four acculturation strategies: not wanting to 
maintain one’s cultural identity but seeking contact with the 
dominant group (assimilation), avoidance of interaction with 
the dominant group and placement of value on maintaining 
one’s original culture (separation), little possibility or interest 
in cultural maintenance and relating to other cultures 
(marginalisation) and maintenance of one’s original culture 
while also pursuing contacts with the dominant group 
(integration) (Berry, 2013).

According to Ojukwu and Oni (2017), multiculturalism 
embodies and promotes cultural security, cultural diversity 
and cultural equity. Cultural security is a broad concept that 
encompasses cultural safety, cultural sensitivity and 
awareness. Cultural safety refers to the condition in which 
people recognise their own culture, language, customs, 
attitudes, beliefs and preferred ways of doing things in their 
social and economic environment (IACIU, 2014:6).

Multiculturalism has been policied, particularly in Europe, to 
create national unity in ethnic diversity (Johnson, 2015). As 
such, it has been criticised for essentialising culture and reifying 
cultural differences (Howarth & Andreouli, in press). The 
criticisms multiculturalism faces are many and varied (Mason, 
2018). It presupposes an essentialist conception of culture that 
treats cultures as static, homogeneous and bounded, with the 
result that multicultural policies tend to entrench traditional 
practices and promote the interests of established elites within 
cultural communities (Barry, 2001; Kukathas, 2003); that it 
gives unfair advantages to minority cultural and religious 
groups through additional funding and special provisions 
such as exemptions from laws and policies (Barry, 2001); that it 
is bad for women (Okin, 1999); and that it discourages cultural 
communities from integrating and encourages them to form 
separate parallel societies (Goodhart, 2013; West, 2013). 
Ironically, multicultural initiatives can produce scepticism and 
resentment on the part of, in particular, non-minorities (James, 
Brief, Dietz, & Cohen, 2001) and criticism centres on the 
claim that it excludes non-minorities, threatens unity (Plaut, 
Sanchez-Burks, Buffardi, & Stevens, 2007) and promotes 
separatism and division (Frederickson, 1997). Exclusion from 
organisational information and decision-making networks 
has been identified as one of the most significant problems 
facing today’s diverse workforce (Fernandez, 1991; Morrison & 
Von Glinow, 1990; O’Leary & Ickovics, 1992). The inclusion–
exclusion experience of diversity is one that has deep 
social–psychological roots for human beings (Baumeister & 
Leary, 1995).

This is in contrast to the use of the term to describe a situation 
in society where diversity is widely accepted and valued, by 
all ethnocultural groups, and where cultural groups maintain 
their ethnic and cultural distinctiveness while still 
participating in the daily life of greater society (Berry, 2013; 
Sam, 2006). In addition, Howarth and Andreouli (in press) 
propose that multiculturalism should be studied as a social 
representation, that is, a collectively shared system of ‘values, 
ideas and practices’ (Jovchelovitch 2007; Moscovici 1973, 
p. xiii; 2000; Wagner & Hayes, 2005).
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Ramakrishna (2013, p. 100) argues that multiculturalism is 
‘the representation of difference’. By this, multiculturalism 
means accepting and tolerating differences in cultural 
identities and promoting ways of peaceful coexistence. 
Rosado (1996) explicitly defines multiculturalism as:

a system of beliefs and behaviours that recognizes and respects 
the presence of all diverse groups in an organization or society, 
acknowledges and values their socio-cultural differences, and 
encourages and enables their continued contribution within an 
inclusive cultural context which empowers all within the 
organization or society. (p. 2)

Therefore, multiculturalism can be described as a behavioural 
pattern that appreciates, tolerates and promotes multiple 
cultures and identities situated within the confines of a 
particular community. These explanations infer that 
multiculturalism is a reactionary movement or ideology 
purposed to resolving the challenges of colour difference, 
cultural diversity and social inequality through an attitude of 
acceptability, hospitality, tolerance and love (Olanrewaju, 
Loromeke, & Adekoye, 2017).

In general, intercultural contact of higher quality predicted 
more positive intergroup attitudes, trust, more positive 
perceptions of out-group intentions in working towards 
peace (Tropp et al., 2017). More specifically, managing and 
valuing diversity enhances the performance (Choi & Rainey, 
2010; Mazibuko & Govender, 2017). Workplace diversity is 
associated with higher organisational benefits (Joubert, 2017). 
For instance, cultural diversity is associated with 
organisational advantages, such as strengthening the 
organisation’s culture, improving the company’s global 
reputation, increasing creativity and innovation or building 
loyalty among customers of different origins (Cox & Blake, 
1991; Franken, 2015; Shen, Chanda, D’Netto, & Monga, 2015; 
Thomas & Ely, 1996). It is also associated with increases in 
productivity, goal attainment, creativity, client focused 
services and an interesting work environment (Joubert, 2017) 
as well as work team cohesion (Cashmore, 2003; Trivedi, 
2008). In addition, when diversity is managed effectively, 
employees learn more about each other so that communication 
is improved, with less stereotyping and discrimination 
among the employees (Joubert, 2017). Organisations 
promoting initiatives based on a multicultural ideology can 
be expected to be particularly attractive to minorities, because 
diversity is acknowledged and retained (Verkuyten, 2005).

Nonetheless, not all people might experience the workplace 
positively (Jackson & Van de Vijver, 2018). For instance, 
women of all races are overrepresented in pink-collar jobs 
(Jaga, Arabandi, Bagraim, & Mdlongwa, 2017). Sue and 
Capodilupo (2008) reported that women experience a variety 
of gender microaggressions and discrimination that 
undervalue their work contributions. Older workers were 
likely to be channelled to lower paid jobs than young workers, 
potentially affecting their standard of living (Drydakis, 
MacDonald, Chiotis, & Somers, 2018). About 16% – 68% of 
lesbian, gay, bisexual and transgender individuals reported 
experiencing employment discrimination, with 41% being 

harassed at work and gay men earned 10% – 32% less than 
equally qualified heterosexual men (Badgett, Lau, Sears, & 
Ho, 2007). Durrheim and Talbot (2012) and Moloto, Brink and 
Nel (2014) reported racial stereotypes prevalent among all 
four South African race groups (i.e. black, white, Indian and 
mixed race). Another study found that stereotypes also exist 
about both race and gender groups occupying managerial 
positions (Booysen & Nkomo, 2010).

Given the challenges above, efforts must be speeded up to 
provide answers to the problematic issues that arise as a 
result of frequent intercultural interaction in the workplace 
and in society. Interdisciplinary research could provide some 
of the answers that we so desperately need. Service research 
is also especially apt for interdisciplinary as service is not 
developed by any one function in a company; it is a purpose 
in some way for everyone across the organisation regardless 
of where they are working. It is strange then that we have not 
advanced further on interdisciplinary research, particularly 
because it has been in focus for a long time in the field 
(Gustafsson & Bowen, 2017). Never before has cooperative 
research been as necessary among scholars and practitioners 
as in the case of inclusion (Wooten & James, 2008). The 
greatest advances in human resources (HR) practices have 
resulted from the joint activities of scholars and practitioners 
(Shore, Cleveland, & Sanchez, 2018).

A model of multiculturalism in the workplace
It is a novel feature of this contribution that it studies diversity 
from an acculturation perspective, as acculturation is a 
productive way of examining adjustment processes faced by 
individuals who come into continuous contact with other 
cultural backgrounds (Berry, 1997). This theoretical 
framework combines a mediation model of acculturation in 
the broader society (Arends-Tóth & Van de Vijver, 2006) and 
in the workplace (Jackson, Van de Vijver, & Ali, 2012). 
Antecedents in the model, called multiculturalism or 
diversity-enhancing conditions, refer to contextual conditions 
that define the climate of the workplace vis-à-vis diversity, 
such as descriptive norms and practices about the need to 
acknowledge, respect, appreciation of multiculturalism and 
tolerance of culturally diverse group. Mediating variables, 
called ethnic integration, refer to the various aspects that, as 
a consequence of a positive diversity climate, promote 
integration that refers to retaining your own identity and 
freely interacting with people from different ethnic 
backgrounds. Integration is a combination of attitudes and 
practices that maintain the own ethnic identity (such as 
ethnic vitality) and attitudes and practices that promote 
multiculturalism (interaction and contact with people from 
your own and other ethnic backgrounds) and the need to 
adopt a multicultural identity (such as pressure by co-ethnics 
to embrace multiculturalism at work). Outcomes in the 
model are represented by employee attitudes such as job 
satisfaction, organisational commitment (psychological 
diversity outcome indicators) and perceived subjective 
experience of work success (sociocultural diversity outcome 
indicator).
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Antecedent conditions
The coexistence and integration of the diverse cultures 
represented in the workforce are important in 
multiculturalism. Multiculturalism conditions have an 
impact on intercultural interaction and the adjustment in the 
workplace. Research has recently confirmed contextual 
influences (such as the degree of multiculturalism in the 
workplace) on ethnic diversity orientations; ethnic vitality 
and an integration orientation play a crucial role in these 
orientations, which are supposed to influence adaptation and 
intergroup relationships (Jackson & Van de Vijver, 2018; 
Jackson et al., 2012). As antecedent or diversity-enhancing 
conditions, this study focuses on perceived institutional or 
majority support for multiculturalism and mainstream 
tolerance.

Perceived multicultural norms refer here to rules and codes of 
conduct that emphasise acknowledgement, respect and 
appreciation of cultural differences in the workplace (e.g. the 
majority members in the organisation believe that people 
from different ethnic backgrounds should be respected), 
while perceived multicultural practices refer to the actual co-
employee behaviours vis-à-vis diversity in the workplace 
(e.g. the majority members in the organisation respect people 
from different ethnic backgrounds). According to Berry 
(2006), although support for multiculturalism may be 
conceptually similar to tolerance, multiculturalism attitudes 
are more related to the idea that diversity is a resource for a 
society, and that all ethnocultural groups should be mutually 
accommodating to obtain harmonious relationships in a 
culturally plural society. Empirically, support for 
multiculturalism was correlated with dominant group 
members’ tolerance (Berry, 2006; Jackson & Van de Vijver, 
2018; Jackson, Van de Vijver, & Biela, 2013a), while support 
for multiculturalism strongly predicted social tolerance (Van 
der Noll, Poppe, & Verkuyten, 2010).

Perceived mainstream tolerance refers to the condition of not 
being uncomfortable with others’ existences with regard to 
different language, gender, religion, belief and attitude 
(Sahin, 2011). Tolerance has also been demarcated as a 
preparedness to give up unlikable thoughts or groups 
(Gibson, 2006). Contemporary scholars outline tolerance as 
diversity esteem, openness, inclusiveness of all ethnicities, 
races and walks of life and cultivating oneself to respect 
others (Corneo & Olivier, 2009; Florida, 2003; Ramadan, 
2010). Tolerance here refers to acknowledgement, acceptance 
and lenience towards cultural differences. Tolerance is an 
attitude towards social equality and egalitarianism (Berry, 
2006). Ethnic tolerance is opposite to ethnocentrism that 
tends to favour one’s in-group over out-groups (Berry & 
Kalin, 1995), whereas social egalitarianism involves 
intolerance for social dominance orientation, supporting 
equal opportunities and rights (Berry, 2006). Multicultural 
practices and norms and mainstream tolerance in the 
workplace are associated with lower levels of physical and 
psychological ill health as well as increased subjective 
experiences of work success (Ait Ouarasse & Van de Vijver, 

2004; Jackson & Van de Vijver, 2018; Jackson et al., 2012) and 
satisfaction with life (Jackson et al., 2013a). Research also 
found that a multicultural ideology was related to an 
integration strategy (Hui, Chen, Leung, & Berry, 2015).

Mediating conditions: Ethnic integration norms at work
According to Bourhis et al. (1997), a common shortcoming of 
acculturation models is the lack of importance given to how 
the host community and the integration policy of the state 
can shape especially the acculturation preferences of minority 
group members. The IAM, proposed by Bourhis et al. (1997), 
suggests that the acculturation orientations of ethnic minority 
members are related to the acculturation orientations of host 
majority members and should be emphasised and included 
in empirical studies. Integration involves some degree of 
maintenance of the home culture, while at the same time, 
members of an ethnic cultural group seek to participate as an 
integral part of the larger social (diverse) network (Berry, 
Poortinga, Breugelmans, Chasiotis, & Sam, 2011). Ethnic 
integration norms at work (Jackson et al., 2012), individual 
integration orientation (Jackson & Van de Vijver, 2018; 
Jackson et al., 2012) and ethnic vitality (Ait Ouarasse, 2004) 
are the variables from the minority context that have been 
reported to bear on acculturation outcomes that are 
considered in this contribution.

In this study, perceived ethnic integration norms at work refer to 
the pressure or expectation from own ethnic members to 
retain one’s own culture, but also to participate in and adopt 
the culture of the workplace, which combines a largely 
European business culture and a plural ethnic culture among 
colleagues (the latter concept is known in South Africa as the 
rainbow nation). Integration is often seen as the best way for 
an individual to deal with differences between important 
cultures for the person such as the home and diverse culture 
of the workplace (Berry, 2003). Positive relations between 
ethnic integration norms, and multiculturalism, mainstream 
tolerance, subjective experiences of success at work as well as 
lower levels of ill health, have been reported (Ait Ouarasse, 
2004; Jackson et al., 2012).

Individual integration acculturation orientation, in Berry’s (1997) 
bi-dimensional model, refers to an immigrant’s preference to 
maintain his own culture, but also to participate in the 
mainstream culture. In the context of the present study, 
integration refers to individual preferences in the workplace 
to have contacts with own but also other ethnicities. Berry 
(1997) has argued that integration is the individual-level 
orientation that corresponds to multiculturalism at 
organisational or societal level. Research has often shown 
that integration is the orientation most favoured by minority 
members (Pham & Harris, 2001; Zagefka & Brown, 2002). A 
recent study confirmed positive relations between an 
individual integration acculturation orientation and 
multiculturalism, mainstream tolerance, ethnic integration 
norms at work and subjective experiences of work success as 
well as a negative relation with physical and psychological ill 
health (Jackson & Van de Vijver, 2018; Jackson et al., 2012).
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The concept of ethnic vitality, adapted from linguistics 
(Harwood, Giles, & Bourhis, 1994), refers to ethnic institutions 
that can support the diversity process, such as the availability 
of places of worship, shops, recreational opportunities and 
educational resources for specific ethnic groups (Adelman, 
1988; Galchenko, 2006; Malewska-Peyre, 1982). Perceived 
ethnic vitality refers in the present study to the availability of 
services for diverse groups in an organisation, such as 
availability of and catering for ethnic specific food and 
freedom to engage in ethnic practices (language usage, 
clothing and prayers), which are the consequences of support 
for a multicultural climate, as implemented in diversity 
policies. A minority that is vital and supportive acts as both 
springboard from which minority individuals can deal with 
the mainstream culture, which is seen in the positive effect on 
relationships and work success, and as a safety net that 
provides support to deal with negative acculturation 
experiences, which is performed indirectly via relationships 
with co-ethnics (Jackson, Van de Vijver, & Molokoane, 2013). 
Positive relations between perceived ethnic vitality, social 
relations, school success, mental health (Ait Ouarasse, 2004), 
multiculturalism, tolerance and approach coping style and 
work success have been confirmed in the research (Jackson 
et al., 2013b).

Diversity outcomes: Employee attitudes and performance
In the acculturation literature, outcomes are often grouped 
under two major types: psychological outcomes and 
sociocultural outcomes (Ward, Bochner, & Furnham, 2001). 
The psychological outcomes of acculturation are mainly 
studied in the stress and coping tradition and refer to mental 
health and general satisfaction with life in the host milieu. 
Sociocultural adaptation, on the other hand, is studied in the 
culture learning tradition, and is mainly a matter of successful 
participation in the host society. In the present study, the 
focus is on employee attitudes, such as job satisfaction and 
organisational commitment, as well as subjective experiences 
of work success as indicators of psychological and 
sociocultural diversity outcomes, respectively. Psychological 
adaptation was positively correlated with an integration 
strategy and multicultural ideology, while sociocultural 
adaptation was positively correlated with an integration 
strategy (Hui et al., 2015).

Job satisfaction and organisational commitment represent 
psychological diversity outcome indicators in this 
contribution. Addressing the needs or challenges of a diverse 
workforce is important for maintaining positive work 
attitudes in employees, particularly job satisfaction (Stoermer 
et al., 2017), which is one of the central determinants of crucial 
work-related outcomes, such as organisational commitment, 
employee performance or turnover (Zimmerman, 2008). In 
their meta-analysis on the effects of perceived organisational 
support (POS), Rhoades and Eisenberger (2002) showed the 
beneficial effects of POS on several employee outcomes, for 
example, affective commitment, job satisfaction and extra-
role performance. Perceived organisational support signals to 
employees that the organisation is taking care of their needs 

beyond legal requirements. The positive association between 
multiculturalism and job satisfaction has been confirmed 
empirically in South Africa (Jackson et al., 2012). In addition, 
research has confirmed that women’s minority status in the 
mining industry places them at greater risk of poorer mental 
health and job satisfaction than their male colleagues because 
of their lower social status, less social support and less social 
integration in the industry (Penhaligon, Louis, & Restubog, 
2013; Seeman, 1996; Skaalvik & Skaalvik, 2011; Thoits, 2011).

The effect of diversity management on employees’ affective 
commitment can partially be explained by its impact on the 
inclusiveness of the organisational culture (Ashikali & 
Groeneveld, 2015). Perceptions of inclusion and fair treatment, 
which are features of multiculturalism, have been found to 
predict both organisational commitment and job performance 
(Cho & Mor Barak, 2008). Moreover, models of inclusion treat 
affective commitment as an outcome of diversity management 
for all employees because they rest upon the assumption that 
individuals need to fulfil their need for belongingness and 
uniqueness. This is, in fact, the goal of diversity training: to 
select and effectively manage diverse employees by valuing 
their uniqueness while increasing their sense of belonging to 
and identifying with the organisation (Ashikali & Groeneveld, 
2015; Shore et al., 2011). Organisations endorsing a diversity 
climate should be regarded as serving employees from all 
ethnicities (McKay et al., 2007).

Perceived subjective experience of work success is a sociocultural 
diversity outcome indicator in this study, which refers to the 
extent employees perceive that they are meeting and 
exceeding standards, and that they are performing well at 
work. The concept also refers to the respect that employees 
earn from co-workers as consequences of being successful at 
work. Work success relates positively with multiculturalism 
and tolerance (Jackson & Van de Vijver, 2018; Jackson et al., 
2012, 2013) and negatively with diversity-inhibiting 
conditions, such as subtle racism, discrimination and 
segregation demands (Jackson & Van de Vijver, 2018; Jackson, 
Van de Vijver, & Burckard, 2011; Jackson et al., 2013a).

The aim of the present study was to test the feasibility of a 
conceptual model of multiculturalism in the workplace. 
More specifically, the following hypothesis was tested:

•	 Hypothesis 1: The same mediation model of 
multiculturalism (with positive associations between 
positive diversity conditions or antecedents, mediating 
variables and employee outcomes) holds for the white, 
black and mixed race groups.

Group differences in support for multiculturalism in 
South Africa
Recent national and international surveys of ethnic 
differences in opposition to such policies suggested an 
element of group self-interest at play in the policy attitudes 
(Durrheim, 2010; Van de Vijver, Breugelmans, & Schalk-
Soekar, 2008). Members of the group who had most to gain 
from the policies (usually the groups with the least power 
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in society) rated them most favourably, whereas members of 
the group who had most to lose rated the policies most 
negatively. It is argued that this type of reasoning does not 
apply to South Africa. White people still remain in a much 
stronger economic position compared to black people in that 
they are still the dominant group in the economic sense, 
being the most affluent group with the highest positions in 
organisations; therefore, white people are served best by a 
policy that does not threaten their position. Given the poor 
progress of representation of black people and women in 
top positions in the organisation, it is argued that extant 
business practices that still favour white people will not 
threaten the dominant position of the white group in the 
South African workplace. It is only through measures of 
affirmative action (AA) and Broad Base Black Economic 
Empowerment (BBBEE) policies and other forms of positive 
discrimination or preference to previous disadvantaged 
groups (black people, women and the people with disabilities) 
that the dominant position of the white groups is challenged.

It is not surprising that once the beneficiaries and power 
wielders of the apartheid state, Afrikaners in particular, 
found that their ‘worldview … imploded’ (Steyn 2004, 
p. 143), and that the opposition to these measures of white 
groups is strong (Herman, 2000). This is confirmed in studies 
showing that, in the aftermath of the racial state’s demise, 
white communities struggle to come to terms with their 
‘new’ minority status (Alsheh & Elliker 2015), try to maintain 
white privilege in the face of black power (Steyn & Foster 
2008) or work to ‘rehabilitate an ethnic whiteness in distress’ 
(Blaser & Van der Westhuizen 2012, p. 385).

The reality, however, paints a different picture. As a result of 
their dominant position in the workplace, white people still 
experience the recent South African diverse workplace 
more positive compared to non-white people despite recent 
legislative changes such as the Employment Equity Act (RSA, 
1998) and the use of AA policies that favour non-white 
people in both private and public institutions (Jackson et al., 
2011, 2012). This is also supported by the overrepresentation 
of white people in top management positions in the South 
Africa (Department of Labour, 2017). Africans constituted 
less than 14.4% of top management in 2016, yet they 
constitute 78% of the workforce of the country. Mixed race 
constituted less than 4.9% of top management in 2016, yet 
they constitute 9.8% of the workforce of the country. Indians 
constituted less than 8.9% of top management in 2016, yet 
they constitute 2.8% of the workforce of the country. White 
groups constitute 68.5% of top management in 2016, yet 
they constitute only 9.5% of the workforce (Department of 
labour, 2017). Another aim of this study was for ethnic 
group differences in components of the model. More 
specifically, given the aforementioned, we tested the 
following hypothesis:

•	 Hypothesis 2: White employees score significantly higher 
in multiculturalism and mainstream tolerance, ethnic 
vitality, ethnic integration and positive employee 
attitudes compared to black employees.

Research methods
Research approach
This research began with a quantitative approach, followed by 
a cross-sectional survey design whereby a sample was drawn 
from a population at one point in time, and this sample was 
used to obtain the research objectives. Cross-sectional designs 
are appropriate where groups of participants, at various stages 
of development, are studied simultaneously, whereas the 
survey technique of data collection gathers information from 
the target population by means of questionnaires (Burns & 
Grove, 1993). This design is used to assess interrelationships 
among variables within the population. Survey questionnaires 
were distributed to employees selected on the basis of 
convenience sampling in various workplaces in South Africa.

Procedure
The Economic and Management Faculty’s Ethics Committee 
of North-West University approved the study. These 
employees were mostly the colleagues and co-workers of 
network members and acquaintances. In addition, permission 
was acquired through formal verbal requests to line managers 
during visits to various workplaces to gather data from 
employees not acquainted with the researcher filling out the 
questionnaires. Participants completed consent forms. The 
purpose, anonymity and voluntary nature of the research 
and its advantages were explained to prospective participants 
after permission was granted during lunch break briefings. 
Participants were given two weeks to complete the 
questionnaires, which could be dropped in a sealed box in 
the HR section that was later collected by the researcher.

Sampling and participants
Using convenience sampling, participants from different 
workplaces in South Africa were approached. Characteristics 
of the participants are presented in Table 1. The sample 
(N = 299) consisted mainly of female employees (55.35%) 
in the age range of 26–33 years (40.67%). Approximately 
one-third (34.56%) were mixed race employees, 33.33% were 
black employees, 23.55% were white employees, 7.95% were 

TABLE 1: Participant characteristics.

Item description Category Frequency Percentage

Gender Male 135 45.2
Female 164 54.8

Age 18–25 74 24.7
26–33 120 40.1
34–41 72 24.1
42–49 22 7.4
50–60 11 3.7

Ethnic group White 77 25.8
Black 109 36.5
Mixed race 113 37.8

Educational qualifications Grade 12 96 32.1
Certificate 73 24.4
Diploma 71 23.7
Degree 34 11.4
Postgraduate 22 7.4
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Indian and 0.61 indicated other; 30.89% of the employees 
held a grade 12 or National Senior Certificate (corresponding 
to completed secondary school or higher).

Measurements
Some instruments with well-established psychometric 
properties used in other cultural contexts were adapted (Ait 
Ouarasse & Van de Vijver, 2004). Adaptations involved 
replacing the original ethnic groups of the scale, Dutch and 
Moroccan-Dutch, with South African and its ethnic groups, 
respectively. All diversity scales follow a five-point Likert 
format ranging from strongly agree (1) to strongly disagree (5) 
and item scores were reversed before the analyses so that 
higher scores reflect a higher standing on the target construct.

Mainstream domain instruments

•	 Perceived multicultural norms: This six-item scale is an 
adaptation of Ait Ouarasse and Van de Vijver (2004). This 
instrument measures the participant’s multiculturalism 
values and attitudes on a five-item measurement scale 
that defines the participant’s experiences of the majority 
of his or her co-workers’ attitudes, cultural diversity 
acceptance, racial integration and equality within the 
workplace. An example item is: ‘I think most of my co-
workers from other cultures are most welcoming people’.

•	 Perceived multicultural practices: This scale is an 
adaptation of the scale by Ait Ouarasse and Van de Vijver 
(2004) and contains six items that measure the behaviour 
of actual multiculturalism and the occurrence of 
multicultural practices among the majority of co-workers 
within an organisation. An example item is ‘My co-
workers generally show respect for other cultures in our 
organization’.

•	 Perceived mainstream tolerance: This scale is an eight-
item measure adapted from Ait Ouarasse and Van de 
Vijver (2004) and evaluates the participants’ perceptions 
of the majority of co-workers and their attitudes to ethnic 
difference within the workplace and their general 
acceptance of cultural diversity and minority ethnic 
group activity. A sample items is ‘I think that most of my 
co-workers accept the fact that we have different cultures’.

Mediating variables

•	 Ethnic vitality: Ethnic vitality is a six-item scale adapted 
from Ait Ouarasse and Van de Vijver (2004) that measures 
organisational institutions’ source of support and 
educational resources for acculturation processes taking 
place. A sample item is ‘The cafe caters (makes provision) 
for my cultural food in our organisation’.

•	 Integration norms at work: This six-item scale (Jackson 
et al., 2012) measures the individual’s own ethnic group’s 
preference and expectation for integration of their 
members within the organisation as part of diversity. It 
expresses wishes from co-ethnics to interact and make 
contact with members form other ethnic groups. Items 
are phrased as positive statements; a sample item is 

‘Most members of my cultural group want me to show 
my cultural values and to respect those of others’.

•	 Integration orientation: This three-item scale measures 
the intended responses from employees regarding their 
attitudes towards integration, which involves adaptation 
and adoption of the dominant culture while not 
relinquishing their own. Sample items include ‘I prefer 
social contact and interaction with members of ALL South 
African groups irrespective of ethnicity as well as with 
members of my own ethnic group’.

Psychological and sociocultural diversity outcomes

•	 Psychological outcome – The Minnesota Satisfaction 
Questionnaire (MSQ): A short form developed by Weiss, 
Dawis, England and Lofquist (1967) was used in the 
present study. The MSQ is a 20-item scale that was used 
to assess the participants’ intrinsic and extrinsic 
satisfaction with their jobs. Sample items include ‘The 
way my job provides for steady employment’ and ‘The 
chances for advancement on the job’.

•	 Psychological outcome – Organisational commitment: 
This eight-item scale was developed for the study to 
measure an individual’s affective commitment to his or 
her current workplace. Sample items include ‘I am 
committed to this organization’ and ‘I am proud of this 
organization’.

•	 Sociocultural diversity outcome – Work success: This 
14-item scale was developed by Ait Quarasse and Van de 
Vijver (2004). The scale measures sociocultural outcomes 
and includes punctuality, status, and recognition at work 
and task completion. Sample items include ‘I always 
meet deadlines in my work’ and ‘I do my work well 
enough to be respected by my co-workers’.

Data analysis
We applied multi-group path analysis (using AMOS 
version 24) to test for mediation effects of integration in the 
link between diversity conditions and employee outcomes. 
The mediation model was based on the reasoning that more 
distal variables (antecedent) conditions influence more 
proximal variables (diversity orientation), which, in turn, 
influence employee attitudes. We conducted a closer 
examination of the direct and indirect effects to evaluate their 
relative sizes, using the bootstrap procedure as implemented 
in the AMOS programme. Moreover, we computed a multi-
variate analysis of variance (MANOVA) to examine racial 
group differences in their experiences of workplace diversity 
and employee attitudes. Cohen’s d values were used to gauge 
the size of the ethnic differences.

Results
The results of this study are presented in three parts. We 
firstly examined the psychometric properties of the scales by 
conducting exploratory factor analyses (EFAs) and 
confirmatory factor analyses (CFAs) to examine the 
dimensionality and invariance of the scales and items in the 
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black, mixed race, and white groups using AMOS and SPSS 
software. We also computed internal consistencies. Secondly, 
we tested if our hypothesised multicultural model in the 
workplace would fit our data for the three groups of 
employees using multi-group analyses. Thirdly, we test 
group differences between black and white employees in the 
experiences of antecedents and intervening variables and 
employee attitudes.

Psychometric properties
The results obtained from EFAs indicated that all scales used 
were unifactorial; proportions of explained variance by the 
first factor obtained in this study were as follows: 43.25%, 
47.78% and 43.52% of the variance in perceived multicultural 
norms for white, black and mixed race employees, 
respectively; 43.21%, 44.57% and 43.275% in perceived 
mainstream tolerance for white, black and mixed race 
employees, respectively; 56.40%, 46.25% and 54.38% in 
perceived multicultural practices for white, black and mixed 
race employees, respectively; 56.73%, 64.10% and 53.92% in 
an individual integration orientation for white, black and mixed 
race employees, respectively; 31.92%, 35.03% and 44.16% in 
perceived ethnic vitality at work for white, black and mixed race 
employees, respectively; 60.71%, 54.73% and 61.28% in 
perceived ethnic integration demands at work for white, black 
and mixed race employees, respectively; 39.30%, 31.53% and 
36.96% in job satisfaction for white, black and mixed race 
employees, respectively; 62.44%, 62.44% and 48.45% in 
organisation commitment for white, black and mixed race 
employees, respectively; and 43.99%, 36.89% and 39.86% in 
subjective experiences of work success for white, black and mixed 
race employees, respectively. Next, Cronbach’s alpha 
coefficients and the relationships between the different 
variables focused on in this study were examined. An 
inspection of Table 2 shows that all the alpha coefficients 
obtained for the constructs measured, except for multicultural 
norms (white and mixed race people), ethnic vitality at work 
(white and black people) and individual integration 
orientation (white people) were lower than the guideline of 
0.70 (Nunnally & Bernstein, 1994).

We then conducted invariance analyses to test scalar 
invariance. We conducted such analyses for each scale 
separately. The common approach to test for invariance is to 

employ CFA. However, for some of our longer measures, we 
did not have a sufficient sample size made to use CFA. We 
therefore opted for an EFA approach followed by differential 
item functioning analysis using regressions.

Over the past decade, applied researchers have argued that 
from a practical perspective, the χ2-difference test represents 
an excessively stringent test of invariance and particularly in 
the light of the fact that Structural Equation Modelling models 
at best are only approximations of reality (MacCallum, 
Roznowski & Necowitz, 1992). Consistent with this 
perspective, Cheung and Rensvold (2002) reasoned that it 
may be more reasonable to base invariance decisions on a 
difference in CFI (ΔCFI) rather than on χ2 values. Based on a 
rigorous Monte Carlo study of several goodness-of-fit indices, 
Cheung and Rensvold (2002) proposed that evidence of non-
invariance be based on a difference in CFI values larger than 
0.01. The model that is taken to be invariant is then the most 
restrictive model for which the change in CFI value (compared 
to the previous, less restrictive model) is less than 0.01. We 
also examined changes in Tucker–Lewis index (TLI) and root 
mean square error of approximation (RMSEA) (the same 
critical values of 0.01 have been proposed), as well as values 
of Akaike information criterion Akaike information criterion 
(AIC) (the best fitting model is the model with the lowest AIC 
value). We tested configural, metric and scalar invariance (the 
latter addresses item bias or differential item functioning), 
followed by tests of the invariance of path coefficients 
(structural weights), error components of the latent variables 
(structural residuals) and error components of the observed 
variables (measurement residuals).

A test of the multiculturalism model
In order to investigate the mediating role of ethnic integration 
in the relations between multiculturalism and positive 
employee attitudes at work, structural equation modelling 
was performed using AMOS 24; correlations of the 
components of the model are presented in Table 2. In this 
model (see Figure 1), a latent diversity climate variable, 
labelled multicultural climate that is measured by three 
positive multiculturalism conditions, namely multicultural 
norms, multicultural practices and mainstream tolerance, was 
found to impact on a single latent variable (positive employee 
attitudes at work) that was measured using three indicators, 

TABLE 2: Descriptive statistics and correlations between multiculturalism and integration characteristics and outcomes.
Variables α (1) α (2) α (3) 1 2 3 4 5 6 7 8

Multicultural norms 0.67 0.77 0.67 - - - - - - - -
Multicultural practices 0.76 0.75 0.79 0.44** - - - - - - -
Tolerance 0.83 0.76 0.82 0.54** 0.63** - - - - - -
Ethnic vitality at work 0.56 0.62 0.74 0.27** 0.37** 0.35** - - - - -
Ethnic integration demands at work 0.87 0.83 0.87 0.41** 0.58** 0.51** 0.53** - - - -
Individual integration orientation 0.61 0.72 0.57 0.16** 0.27** 0.18** 0.13* 0.32** - - -
Job satisfaction 0.91 0.88 0.91 0.17** 0.16** 0.15* 0.14* 0.19** 0.21** - -
Organisation commitment 0.85 0.85 0.72 0.14* 0.29** 0.14* 0.19** 0.30** 0.11* 0.24** -
Subjective experiences of work success 0.89 0.86 0.87 0.29** 0.28** 0.21** 0.17** 0.30** 0.29** 0.26** 0.28**

(1), white people; (2), black people; (3), mixed race people.
*, p < 0.05; **, p < 0.01.
α, Cronbach’s alpha coefficients.
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namely organisational commitment, job satisfaction 
(psychological outcomes) and work success (sociocultural 
outcomes) through a latent variable (ethnic integration) that 
was measured using three indicators, namely ethnic 
integration norms, ethnic vitality and an individual integration 
acculturation orientation. The conceptual model used in this 
study considers antecedent conditions, ethnic intervening 
variables and positive employee attitudes at work as outcomes 
of a multiculturalism model.

The similarities and differences between the white, black, and 
mixed race ethnic groups were explored by testing the fit of a 
hierarchy of models with increasing constraints on the number 
of invariant parameters (see Table 3). An inspection of Table 3 
revealed that the structural residuals model (see Figure 1) was 
the most restrictive model with a good fit: χ2 (115, N = 299) = 
156.99, p < 0.01; χ2/df = 1.37 (recommended ≤ 3.00). Other 
indices confirmed the good fit of the model: The TLI was 0.94 
(recommended ≥ 0.90), comparative fit index (CFI) was 0.94 
(recommended ≥ 0.90), AIC was 250.99 (the lowest of all AIC 
values) and the RMSEA was 0.04 (recommended ≤ 0.06). The 
results of the structural residuals model are presented in 
Figure 1. In this model, the regression coefficients of the 

antecedent multicultural conditions and factor loadings to 
predict employee attitudes at work, through ethnic integration, 
the latent variable, as a mediating variable, are invariant across 
black, mixed race and white groups. The path from multicultural 
climate to ethnic integration was positive and significant. 
Similarly, the path from ethnic integration to employee attitude 
at work was also positive and significant. This suggests that 
climate, ethnic integration and output are related in the 
expected way. Employees who experienced a more positive 
multicultural climate also reported increased ethnic integration 
and better employee attitudes at work; as can be derived from 
the large standardised path coefficients, the associations 
between multicultural climate and ethnic integration and 
between the latter and outcomes were strong. We can therefore 
conclude that a multicultural climate is important for ethnic 
integration and employee attitudes at work.

Mediating effects of ethnic integration
The hypothesised model is a mediation model in which 
multicultural conditions that are markers of a multicultural 
climate in an organisation influence an ethnic integration, 
which can be associated with an inclusive, colour-blind 
orientation, which, in turn, affects employee attitudes at work. 
There was a full mediation in our model. Although we started 
with this more parsimonious model, there are no theoretical 
reasons to exclude partial mediation. We performed a closer 
examination of the direct and indirect effects to evaluate their 
relative sizes. We computed the significance of mediation 
effects by using the bootstrap procedure (90% bias-corrected 
Confidence Interval (CI) using 200 samples) as implemented 
in the AMOS programme. The results of the mediation 
analysis can be found in Table 4. Multicultural conditions 
therefore exert indirect and significant influence on 
psychological and sociocultural diversity outcomes (job 
satisfaction and organisational commitment as well as the 
subjective experience of work success). It can be concluded 
that ethnic integration fully mediates the path from 
multiculturalism conditions to psychological and sociocultural 
diversity outcomes and that multiculturalism conditions 
show significant indirect associations with our outcomes.
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FIGURE 1: A model for multiculturalism at work.

TABLE 3: Results of the multi-group structural equation model analysis.
Model χ2/df AIC TLI CFI RMSEA Δχ2 Δdf

Unconstrained 1.33* 274.01 0.95 0.96 0.03 - -
Measurement weights 1.36* 268.55 0.94 0.95 0.04 18.54 12
Measurement intercepts 1.41* 262.09 0.93 0.94 0.04 29.54 18
Structural weights 1.38* 260.16 0.93 0.93 0.04 6.06 4
Structural residuals 1.33* 250.99 0.94 0.94 0.04 2.82 6
Measurement residuals 1.61** 268.12 0.91 0.90 0.05 53.13** 18

AGFI, adjusted goodness-of-fit index; TLI, Tucker–Lewis index; CFI, comparative fit index; RMSEA, root mean square error of approximation; AIC, Akaike information criterion.
*, p < 0.05; **, p < 0.01.

TABLE 4: Mediation effects of integration (standardised effects).

Predictor

Dependent variable

Job satisfaction Organisational commitment Work success

Direct Indirect Total Direct Indirect Total Direct Indirect Total

Multiculturalism - 0.21 0.21 - 0.26 0.26 - 0.27 0.27
Ethnic integration - 0.26 0.26 - 0.33 0.33 - 0.33 0.34
Employee attitudes 0.43 - 0.43 0.53 - 0.53 0.56 - 0.56

Note: Empty cells (-) refer to effects that are zero in the model. All reported effects are significant, p < 0.01.
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Comparisons of ethnic groups
An MANOVA was then carried out with ethnicity (three levels: 
black, mixed race and white) as an independent variable and 
the mean scores of the scales as dependent variables. The multi-
variate effect of ethnicity bordered on significance (Wilks’ 
Λ = 0.917, F (18, 576) = 1.422, p = 0.11). The mean scores of the 
scales per ethnic group are presented in Table 5. The only 
significant univariate effect was found for ethnic integration 
demands at work (F [2, 296] = 3.643, p = 0.03), ethnic vitality 
(F [2, 296] = 2.685, p = 0.07), an individual acculturation 
orientation (F [2, 296] = 3.118, p = 0.05) and subjective experiences 
of work success (F [2, 296] = 2.842, p = 0.06). White employees 
experienced higher on multicultural norms and practices as 
well as tolerance and ethnic vitality at work, and preferred an 
individual integration acculturation orientation and subjective 
experiences of work success and more at work compared to 
black and mixed race employees in this study. It also appears 
that mixed race employees experience more ethnic integration 
demands at work compared to white and mixed race employees.

The last column presents Cohen’s d values, which gauges the 
size of the ethnic differences. Only negligible and small effect 
sizes were observed. Although the impact of social desirability 
cannot be ruled out, our data suggest that multiculturalism is 
relatively well supported by both groups, and that the 
attitudes among employees are conducive for establishing 
and maintaining good intergroup relations in the workplace. 
All scale scores were high and well above the mid-point of 
the scale, which suggests that the multicultural climate, 
integration orientation and employee attitude were 
experienced by these employees as favourable and that they 
were satisfied with what they experience. White employees 
seemed to experience a slightly more favourable working 
environment, although the differences were very small and 
are only significant for ethnic vitality, individual integration 
acculturation orientation, ethnic integration and subjective 
experiences of work success.

Discussion
A model of multiculturalism in South African workplace is 
proposed and tested. The model holds that diversity can be 

conceptualised as an interrelated set of a multicultural 
climate (as an antecedent), ethnic integration (as a mediator) 
and employee attitudes (as outcomes). The model was 
confirmed in groups of all black, mixed race and white 
employees. Models of multiculturalism have been reported 
in the literature (Jackson et al., 2012). These results concur 
with recent findings (Jackson et al., 2012), suggesting that (in 
this sample) a perceived multiculturalism climate was related 
to ethnic integration and positive attitudes at work. 
Employees who experienced more multiculturalism at work 
also reported higher ethnic integration and better employee 
attitudes at work. We can therefore conclude that the model 
of multiculturalism in the workplace is a valid 
conceptualisation of diversity in the workplace because it 
was demonstrated that multiculturalism and tolerance 
matter for ethnic vitality and ethnic integration as well as 
employee attitudes at work. Moreover, it was found that the 
link between a multicultural climate and outcomes is fully 
mediated by ethnic integration. The mediating effect of ethnic 
integration was also supported in a recent empirical study 
(Jackson et al., 2012) that tested a simplified version of the 
current model as well as a dual process model of diversity 
(Jackson et al., 2013b, Jackson & Van de Vijver, 2018). This 
simplified model (Jackson et al., 2012) does include all the 
current multicultural climate antecedents (multicultural 
norms or practices and tolerance) but did not include ethnic 
vitality as part of ethnic integration latent factor as mediator 
and include ill health (as opposed to job satisfaction and 
organisation commitment in the current contribution) as a 
psychological acculturation outcome. From a conceptual 
perspective, this model implies that the more distal variable 
of a multicultural climate influences employee attitudes 
through a set of more proximal integration attitudes and 
practices. From a theoretical perspective, it is therefore 
argued that the current model emphasises the inclusion of 
ethnic vitality as an additional element to the ethnic 
integration mediating latent factor.

Lastly, it was hypothesised that significant differences would 
be observed between black, mixed race and white ethnic 
groups in South Africa, employed in the South African 
workplace, in actual experiences of multiculturalism and 

TABLE 5: Means and standard deviations per scale for the different ethnic groups.
Variables White groups (1)† Black groups (2)‡ Mixed race (3)§ Cohen’s d

M SD M SD M SD 1/2 1/3 2/3

Multicultural antecedents
 Multicultural norms 3.32 0.63 3.25 0.79 3.31 0.67 0.09 0.02 0.08
 Multicultural practices 3.74 0.68 3.65 0.62 3.70 0.73 0.13 0.06 0.09
 Tolerance 3.47 0.57 3.32 0.62 3.40 0.66 0.24¶ 0.11 0.12
Multicultural mediators
 Ethnic vitality at work 3.42 0.60 3.20 0.61 3.25 0.74 0.36¶ 0.23¶ 0.07
 Ethnic integration demands at work 3.68 0.68 3.49 0.69 3.73 0.70 0.28¶ 0.07 –0.34¶
 Individual integration orientation 3.96 0.62 3.68 0.84 3.78 0.74 0.33¶ 0.24¶ 0.12
Employee attitudes: Outcomes
 Job satisfaction 3.38 0.59 3.27 0.54 3.22 0.65 0.24¶ 0.25¶ 0.08
 Organisation commitment 3.72 0.73 3.67 0.79 3.66 0.63 0.06 0.08 0.01
 Subjective experiences of work success 3.99 0.54 3.80 0.53 3.87 0.55 0.35¶ 0.23¶ 0.13

†, N = 77; ‡, N = 109; §, N = 113.
¶, d ≥ 0.20 (small effect).
M, means; SD, standard deviation.
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mainstream tolerance, ethnic vitality, ethnic integration and 
positive employee attitudes. The findings suggest that white 
employees experienced higher on multicultural norms and 
practices as well as tolerance and ethnic vitality at work, and 
preferred an individual integration acculturation orientation 
and subjective experiences of work success and more at work 
compared to black and mixed race employees in this study. 
This finding could be because of the fact that white employees 
still occupy the dominant position in the economic sphere of 
the South African society, especially in the private sector as 
confirmed by the most recent Employment Equity Report 
issued by the South African Department of Labour 
(Department of Labour, 2017). Only negligible differences to 
small effect sizes were observed. Therefore, even though 
white employees tended to show somewhat higher scores on 
the antecedent, mediating and outcome variables, the group 
differences are small. All dimension scores are high and well 
above the mid-point of the scale, which suggests that the 
multicultural climate, ethnic integration orientations and 
employee attitudes that are experienced by these employees 
are favourable. Practically speaking, it means that the 
employees are satisfied with what they experience. The 
results concur with previous findings that suggest that 
white employees seem to experience a slightly more 
favourable multicultural environment (Jackson et al., 2012). 
In addition, the organisational literature suggests that 
minorities encounter less favourable racial conditions in 
firms than their white counterparts (Foley, Kidder, & Powell, 
2002; Greenhaus, Parasuraman, & Wormley, 1990). Minorities 
also reported such concerns to be of greater relative 
importance (Kossek & Zonia, 1993; Mor Barak, Cherin, & 
Berkman, 1998). In turn, these negative racial conditions have 
been shown to undermine minorities’ organisational 
attitudes (Chrobot-Mason, 2003; Foley et al., 2002).

There is some literature, originating from Western countries, 
about the question of whether diverse teams are more 
productive or less productive than monocultural teams (e.g. 
Bowers, Pharmer, & Salas, 2000; Van Knippenberg, De 
Dreu, & Homan, 2004; Webber & Donahue, 2001). This 
question is of theoretical interest; yet, its practical interest for 
multicultural countries like South Africa is limited as the 
cultural composition of work teams can usually not be 
manipulated and more and more teams are multicultural. In 
such countries, it has more practical relevance to study the 
factors that can enhance well-being and productivity of 
employees in such organisations. In addition, the Employment 
Equity Act (RSA, 1998) recommends that designated employer 
must collect information and conduct an analysis, as 
prescribed, of its employment policies, practices, procedures 
and the working environment, in order to identify 
employment barriers that adversely affect people from 
designated groups. The proposed model and instrument 
could useful for such workplace analysis or diversity 
audits. This study successfully demonstrated that both a 
multicultural climate (and conditions conducive for such a 
climate) and an inclusive orientation of employees have 
a substantial impact on employee attitudes. It may be noted 
that various aspects of this model (both in multicultural 

climate and in ethnic integration) can be influenced by 
diversity policies. This submission highlights the importance 
of treating all with respect and dignity in the workplace and 
provides a tool for HR, as the custodian of human right in the 
workplace, to ‘frequently’ assess especially intercultural 
interaction in the workplace.

Limitations
The current study has some limitations. The cross-sectional 
nature of the data used does not allow for rigorous testing of 
causal links between the variables at hand; therefore, the 
dynamic nature of the relationships between multiculturalism, 
ethnic integration and employee attitudes cannot be 
uncovered with total accuracy. However, the findings 
constitute a useful basis for considering further research into 
factors that influence employees’ attitudes. One also needs to 
consider that the use of a self-report method may be a 
limitation of the study. We cannot be certain that self-report 
measures provide an accurate picture of employees’ actual 
responses to multiculturalism, ethnic integration and 
employee attitudes.

Future empirical work could consider the role of demographic 
variables such as age, gender, socio-economic status with 
regard to the support for multiculturalism, ethnic integration 
and its impact on employee attitudes in the workplace. 
Future studies should also consider using longitudinal 
designs and recruiting samples from various other state 
departments in the public sectors as well as various 
organisations from various sectors in the private sector 
and not for profit organisations, using mixed methods and 
according to Adkoli (2017, p. 38) multiple methods, tools and 
techniques, such as grounded theory (to develop a theoretical 
model based on actual ground realities), phenomenology (to 
understand a phenomenon from participants’ perception), 
ethnography (to gain insights in the organisation culture), 
case studies (to develop in-depth understanding of a case) 
and narratives (to capture long personal experience). It is 
advised that researchers interact with the participant in a 
‘naturalistic setting’ as opposed to an artificial ‘lab setting’ 
and helps in describing and exploring an issue to 
‘contextualisation’ rather than ‘generalisation’. A method of 
‘triangulation’ should be used for validating the results. This 
will facilitate the use of the correct context-specific 
interventions.

Recommendations
While diversity management is an approach that revolves 
around employees, the human resource management (HRM) 
function is the custodian of the people management 
processes. The HRM toolkits addressing inequality in 
recruitment, appraisal, advancement and reward can enhance 
equal employment opportunity, improve inclusiveness and 
enhance creativity in a diverse workforce. It is therefore 
widely recognised by researchers that effective diversity 
management can be achieved through using appropriate 
HRM strategies (Shen, Chanda, D’Netto, & Monga, (2009).
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At a theoretical level, diversity research has been criticised for 
lacking scientific precision, theoretical analysis, historical 
specificity, empirical grounding and for being seriously 
under-researched (Litvin 1997; Nkomo & Cox 1996; Sanchez 
& Brock 1996). In this regard, Gedro and Mizzi (2014, p. 452) 
suggest critically exploring human resource development 
through a queer theory lens. Firstly, this perspective would 
mean that the structures of organisations must questioned in 
ways that are very real and very practical to all workers. This 
suggestion could manifest in human resources development 
(HRD) practices in the following ways: through the selection, 
which includes the opportunities for preparation, or 
‘grooming’ such as stretch assignments and expatriate 
assignments (Gedro, 2010) for promotional opportunities; 
through the design of mentoring and career development 
programmes; through the design of workplace learning 
initiatives; through organisational change and development 
endeavours and through HR policies. Examining and then 
changing HRD practices to reduce or even eliminate inherent 
biases against minorities have the potential to shift an 
organisational culture from one of heteromasculine 
dominance to one that operates on principles of inclusion, 
respect and awareness of differences. Career development 
programmes that take into account the tapestry, the complexity 
and the fluidity of identity are one way of operationalising 
queer and feminist theoretical principles. To be more specific, 
career development programmes that resist stereotyping 
people based upon their gender or gender expression or their 
(perceived) sexual orientation or rather that expand the range 
of possibilities present a helpful type of resistance to fixed, 
stable and oppressive categories of identity.

At a practical level, it is recommended that organisations make 
use of cross-cultural training as intervention, which aims to 
develop the awareness, knowledge and skills needed to 
interact appropriately and effectively with culturally diverse 
customers and co-workers, which is an important element in 
the development of cultural competence (Bean, 2006). The 
Kraiger, Ford and Salas’s (1993) framework of training 
evaluation identified three learning outcomes: affective-
based, cognitive-based and skill-based outcomes. Kraiger et 
al. (1993) defined affective-based outcomes as measures of 
internal states that drive perception and behaviour. Affective-
based outcomes include attitudes, self-efficacy and 
motivation in general; and cognitive-based outcomes include 
verbal knowledge, knowledge organisation and cognitive 
strategies. Skill-based outcomes include changes in behaviour 
(Kraiger et al., 1993). Kulik and Roberson (2008) have 
suggested that there are stronger effects for diversity training 
focused on dissemination (cognitive-based) and skills 
training than on awareness (affective-based). However, 
Kalinoski et al. (2013) observed in their meta-analysis of 65 
studies for diversity training weaker effects on affective-
based outcomes, compared with effects observed on 
cognitive-based and skill-based outcomes.

Forming teams with members from different cultures should 
be encouraged (contact hypothesis) and the inconsistent 

application policies should be discouraged as it could create 
impressions and perceptions of discrimination. The findings 
seem to suggest that multiculturalism works and it even 
economically pays off by creating a climate that creates a 
sense of subjective experience of work success. Lastly, it is 
suggested that organisations ensure that they have diversity 
management policies in place that can consistently be applied 
in situations where employees show disrespect for others’ 
cultural practices or undermine multicultural practices in the 
workplace.

Conclusion
The future success of South Africa’s unique democracy 
depends on the development of harmonious race relations. 
Workplaces in South Africa represent microcosms of the 
society. The development of models and frameworks that 
could assist to analysis race relations at work should be 
encouraged. The use of such models that enhance harmonious 
race relations at work could go a long way in understanding 
race-related dynamics in the broader society. Understanding 
the factors underlying interracial attitudes is consequently 
important (Gordon, 2017). This model provides a basis for 
emphasising the importance of the role of multicultural 
norms, conventions and practices (culture) in shaping 
positive inter cultural orientations and employee attitudes at 
work.
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