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Abstract

Purpose – Although skilled migrants have a high capacity for integration, many report experiences of
exclusionwhich impacts their ability to contribute fully to the host country. This experience of exclusion, which
can diminish their self-efficacy at work, is especially acute for skilled migrants from non-English speaking
backgrounds when functioning in a new or exclusionary environment. In this paper, we explore the
relationship between workplace inclusion and self-efficacy and identify factors that contribute to perceived
inclusion for skilled migrant workers.
Design/methodology/approach – Participants were recruited through social network groups representing
migrant workers via LinkedIn. Through snowball sampling, participants were asked to recommend recent
(3–5 years) skilledmigrants to participate. A total of 210 skilledmigrant workers to Australia completed the survey.
Structural equationmodelling (SEM) is used to test ourmodel on the relationship between inclusion and self-efficacy.
Findings – Migrants’ perceptions of inclusion at work are related to their self-efficacy at work. We also find
that some dimensions of inclusion are more important than others in enhancing self-efficacy for skilled
migrants. Meaningful exchanges with supervisors, a sense of belonging at work and workgroup cohesion
(being accepted by co-workers) are more important than senior management support or getting involved in
organizational social activities as determinants of perceived inclusion.
Social implications – Although skilled migrants are often assumed to be a self-select group of highly
motivated, high achieving workers, many experience poor adjustment and feel excluded after arriving in the
host country. Public policies have limited effects in promoting inclusion of skilled migrant workers in
organizations. These policies may be supplemented with an inclusive organizational climate to improve
migrant worker success. Organizations and employers are thus critical partners in fostering migrant workers’
sense of inclusion and supporting the career outcomes of skilled migrant workers in the host country.
Originality/value –This study supports the link between perceived inclusion and self-efficacy among skilled
migrant workers. It also sharpens the evidence of organizational-level factors that contribute to perceived
inclusion for migrant workers.
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Introduction
Many advanced economies are experiencing a rapidly ageing workforce and have relied on
skilled migrants (i.e. those holding tertiary education or advanced skills) as a source of
professional workers. In Australia, many skilled migrants come from diverse cultural and
linguistic or non-English speaking backgrounds (NESBs). More than one-quarter of the
Australian population comprises international migrants (Australian Bureau of Statistics,
2019). It is anticipated that through the use of a rigorous migrant selection process (e.g. the
Australian Numerical Multifactor Assessment Scheme or the points system), migrants will
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have little difficulty in adapting to the host country work environment. The extent to which
migrants in developed countries effectively assimilate into the domestic labour market
remains unclear, with some scholars (e.g. Chiswick et al., 2005; Duleep and Regets, 1999)
pointing to unavoidable positive integration over time, while others (e.g. Constant and
Massey, 2005; Fern�andez-Mac�ıas et al., 2015) arguing this process is limiting given
discrimination and poor assimilation. Although skilled migrants are often assumed to have a
high capacity for integration, many report feeling socially excluded at work and have inferior
career outcomes in the host country (Kim, 2020; Tani, 2020; Tian et al., 2018). There have been
suggestions that generalized self-efficacy, which enables migrant career success in their
home countries, may diminish when migrants function in a foreign environment (Røysum,
2020). In this paper, we explore the relationship between workplace inclusion and self-
efficacy, given its implications for skilled migrant career success in the host country.
Although our study is based on skilled migrants to Australia, our findings have broad
generalizability to other migrant receiving countries such as Canada, the UK and the US.

As the workplace becomes increasingly diverse, there is a greater emphasis on inclusion
efforts to cultivate a sense of belonging amongmigrant workers (Shore et al., 2011; Rajendran
et al., 2017).Workplace diversity emanating from skilledmigrants can improve creativity and
decision-making processes. Such gains emerge from the diverse cognitive backgrounds,
mental models, life experiences and perspectives from different cultural heritages. Research
also suggests diversity brings conflicts and communication challenges to the workplace,
requiring proactive management to optimize work performance (Ferdman, 2017). These
mechanisms include promoting workplace inclusion to minimize social exclusion.

Inclusion of all employees is critical to leverage the benefits of workplace diversity (Mor-
Barak et al., 2016; Shore et al., 2011). Inclusion means that migrant workers perceive
themselves as “insiders” with access to social networks and influence in decision-making
available to dominant group employees (Vergani et al., 2021). Migrants who are included feel
encouraged to fully contribute to their work teams and organizations (Mor-Barak, 2015; Shore
et al., 2011). Workplace inclusion influences individual work-related outcomes such as self-
esteem and willingness to go beyond job-related roles to engage in organizational citizenship
behaviours (Cottrill et al., 2014). Skilledmigrant workers often report feeling excluded in their
newAustralianworkplaces (Rajendran et al., 2017; Tharenou andKulik, 2020), and as sources
of exclusion commonly cite a lack of adequate support from senior management and fellow
team members (Chrobot-Mason et al., 2014). These barriers diminish migrant workers’ well-
being and self-efficacy, affecting their work productivity and performance (Le et al., 2016).

Self-efficacy, an individual’s belief in their capacity to perform a job, may diminish for
migrant workers operating in a foreign environment (Varma et al., 2011), yet it may be
particularly important for their career outcomes in the host country (Ricci et al., 2021). A lack
of self-efficacy undermines worker motivation and job performance (Adams et al., 2020;
Rajendran et al., 2017). This undermining is particularly true for migrant workers unsure
about entering a new labourmarket. Individuals with strong self-efficacy feel better engaged,
involved, safe and motivated (Ferdman et al., 2010; Ferdman and Sagiv, 2012). Further, there
is a strong positive relationship between inclusion and individual performance (Mor-Barak
et al., 2001), but there is little research examining whether inclusion has any relationship with
self-efficacy, particularly for skilled migrant workers. This knowledge is important for
effectively leveraging the skills and talents of migrants to Australia and other countries.

Although studies on workplace inclusion are increasing, the literature on how migrant
workers experience inclusion-exclusion and their work outcomes remains limited (Shore et al.,
2018). The present study fills this important gap in the literature on understanding the
drivers of inclusion and self-efficacy among skilled migrant workers in Australian
workplaces. Building on the role of organizational socialization and organizational climate
of inclusion in predicting migrant career success (Rajendran et al., 2020), we test several
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hypotheses based on perceptual and relational factors experienced by skilled migrants and
their sense of inclusion in the Australian workplace. We also test if workplace inclusion
contributes to skilled migrants’ self-efficacy. Our findings aid in informing workplace
diversity management efforts to better integrate and include skilled migrant workers in
Australia and elsewhere.

In the next section, we briefly summarize the literature on workplace diversity and the
significance of inclusion. We then outline our research methodology and report on a field
survey in Australia. We offer a discussion on the factors associated with workplace inclusion
and its relationship with self-efficacy for skilled migrants and conclude with some
implications of our findings.

Workplace diversity and the significance of inclusion
With an influx of skilled migrant workers and increasing workplace diversity, organizations
will need to psychologically incorporate these experienced, but new Australian workforce
entrants. Workgroup and organizational processes must integrate culturally and
linguistically diverse individuals and their viewpoints into organizational life to foster
their sense of inclusion (Stewart et al., 2008). Inclusion is essential to leverage the skills of all
workers for effective organizational outcomes (Buengeler et al., 2018; Mor-Barak, 2015; Shore
et al., 2011). Exclusion diminishes Australia’s immigration and multiculturalism success
because of ignorance, prejudice and poor practices (Armillei and Mansouri, 2017).
Discrimination and exclusion affect career outcomes for migrants from NESBs and those
with “visible” markers (e.g. race, ethnicity, religion) that make them susceptible to
discrimination and interpersonal racism (Colic-Peisker and Tilbury, 2007).

In this regard, migration policies can fail because of the poor economic integration and
inclusion of migrant workers. There is now a greater awareness of the harms of exclusion in
hindering equality. Nkomo et al. (2019) note that diversity management has shifted its focus
from anti-discrimination efforts towards promoting individualized experiences of belonging.
Thus, failure to include different cultural groups in a workplace can exacerbate inequality,
oppression and discrimination (Rajendran et al., 2017). Inclusion is, therefore, a significant
concern across many multicultural workplaces and societies.

Workplace inclusion and research hypotheses
Nishii and €Ozbilgin (2007) propose a workplace model of inclusion that accommodates
cultural differences, empowering employees through their contributions to processes and
decisions. In an inclusive work environment, individuals are fairly treated, valued for who
they are and are involved in important organizational processes (Mor-Barak, 2015). This
inclusion requires a fundamental shift in organizational practices that begins with
representing all visible differences and at all levels of the organization to positively
influence employees’ experiences of inclusion (Mor-Barak, 2017). Drawing from extant
literature on the factors related to workplace inclusion, we propose several hypotheses on
migrant experiences for testing.

Belongingness
Inclusion is the degree of acceptance and treatment as an insider based on perceived value
and recognition by others in the organization (Mor-Barak, 2017). Employees often assess their
belongingness via self-evaluations about access to information, influence on decision-making
and perceived insider status. These perceptions are also strong predictors of job performance
(Mor-Barak et al., 2001), job satisfaction, high self-esteem (Mor-Barak and Cherin, 1998),
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organizational citizenship behaviour (Cottrill et al., 2014; Mor-Barak, 2017) and voice
(Dennissen et al., 2019; Mor-Barak and Cherin, 1998). Based on the foregoing, we propose that:

H1. A sense of belongingness to an organization will enhance skilled migrant workers’
sense of workplace inclusion.

Cooperation and team cohesion
Social identity theory (Ambrose et al., 2018) states that people seekmembership in prestigious
workgroups because they derive pride and self-esteem from the group’s image. Social
categorization theory (Melton and Cunningham, 2014) further adds that individuals classify
themselves and others into social groups, dividing between insiders (in-groupmembers) and
outsiders (out-group members). However, in-group members (e.g. host-country nationals)
may protect their status by excluding others (e.g. migrants) from entry into their workgroups.
This behaviour is significant for two reasons. First, migrants are more likely to be sensitive
and vulnerable to identity conflicts and experience decreased group cohesiveness (Mor-
Barak, 2017; Shore et al., 2011). Second, because of in-group/out-group divisions, migrants
may feel they are not valued by their team (Mitchell et al., 2015). Conversely, positive
experiences with their workgroup (being accepted) can help satisfy their need for
belongingness while maintaining their identities (Shore et al., 2011). Thus, migrant
workers feel safe in diverse workgroup contexts (Markus and Steele, 2000). Accordingly,
we propose that:

H2. Cooperation and cohesion among teammembers will promoteworkplace inclusion in
an organization for skilled migrant workers.

Cognitive sharing with supervisors
Nishii and €Ozbilgin (2007) propose that an organization’s performance increases when
differences among employees are accepted and valued by supervisors and managers.
Migrant workers are more likely to succeed when supervisors encourage inclusion through
empathic supervision and development (see Tharenou and Kulik, 2020, for examples). Line
managers who model inclusive behaviours within workgroups (Mor-Barak et al., 2016) also
help foster an inclusive climate in the workplace (Hurst et al., 2012): other employees mirror
such positive behaviours towards co-workers, leading to further inclusion and less
discrimination, particularly against migrant workers (Adams et al., 2020). Hence, we
propose that:

H3. Management and supervisory support for accepting differences among workers and
modelling that support will foster workplace inclusiveness for skilled migrant
workers.

Valued by senior management
Employees feel included when they perceive they are valued by senior management. An
environment of inclusive leadership that actively seeks out diverse viewpoints and ensures
all voices are heard creates resilient individuals who engage and support one another with
clarity and confidence.When employees perceive that topmanagers actively seek out diverse
viewpoints, ensure that their voices are heard, perceive that procedures are fair and outcomes
are shared, they are more likely to experience a sense of inclusion (Morgan, 2017). This sense
of inclusion also results in a stronger work commitment and higher job performance (Shore
et al., 2011). Hence, we propose that:

H4. When senior management demonstrates that it values its employees and supports
fairness in voice, skilled migrant workers will report higher levels of workplace
inclusion.
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Involvement in organizational social activities
The social element of organizations embraces superficial socialization in the broad social
terms of interpersonal relationships and participation and a deeper level of organizational
socialization to become a part of the organization’s culture. At the first or social level, inviting
new employees into organizational social and informal activities is a key feature of social
engagement (Werner and Roythorne-Jacobs, 2006, p. 274). Recent cultural-minority
employees require time adjusting to culturally dominant mainstream employees’ values,
beliefs and assumptions. The former may sometimes stay apart from general discussion and
social activities, even though social inclusion may help their deeper organizational inclusion
(Chavez and Weisinger, 2008).

At the organizational level, culturally and linguistically different workers are often
excluded from important information networks and opportunities to participate in social
activities (Findler et al., 2007), which creates barriers to inclusion for minority workers.
Networking or cohesiveness within workgroups (Ambrose et al., 2018) and socialization
within organizations (Hur and Strickland, 2015) can help bridge gaps between actors in a
diversified group. Accordingly, we propose that:

H5. Engaging skilled migrant workers in informal social activities within organizations
will facilitate overall organizational socialization at a deep level to foster their
workplace inclusion.

In sum, influences on employees’ perceptions of inclusion are multi-faceted, complex and
often overlapping. On the surface, all these factors may seem equally important; however, we
seek to identify the relative contribution of these factors in fostering skilledmigrant inclusion.

Inclusion-exclusion in the diversity– self-efficacy relationship
Expanding on social cognitive theory, efficacy beliefs influence the level of self-confidence
and self-esteem, which in turn affects how individuals think, feel, motivate themselves and
function (Ambrose et al., 2018; Onyishi and Ogbodo, 2012). This influence is particularly
important for migrant workers because they often confront exclusion in workgroups in the
host country. Yet research remains limited in guiding efforts to promote workplace inclusion
for skilled migrants.

Inclusion and self-efficacy
Self-efficacy is an individual’s level of confidence and capability to organize and execute
delineated actions required to attain designated performance (Bandura, 1997). It affects the
choice of activities, effort and level of persistence (Onyishi and Ogbodo, 2012) and is a key
determinant of individuals’ goals, aspirations, optimism, perseverance and resilience (Adams
et al., 2020). Self-efficacy outlines how people voice their perceptions of self-confidence
derived from experience, relationships, social persuasion and emotional and physiological
inclusion (Bandura, 1997). It also exerts a strong, direct influence on career interests, goals,
career success, individual performance and job satisfaction (Bandura, 1997, 2002; Onyishi
andOgbodo, 2012) and is a determining factor of cultural adjustment.With an optimal level of
self-efficacy, an employee is stimulated to accomplish a task effectively (Park et al., 2015).
Highly self-efficacious individuals – in this case, highly skilled migrant workers – actively
seek new cultural experiences (Tsang, 2001) to enhance their potential for socialization in new
environments (Saks, 1995). They demonstrate higher levels of self-esteem and internal locus
of control (see Bandura et al., 2001). Given the importance of self-efficacy, an inclusive
environment promotes behaviours of self-efficacious individuals that focus on the future and
goal achievement. Therefore, we seek to investigate the relationship between workplace
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inclusion and self-efficacy among skilled workers. To our knowledge, empirical evidence on
this important relationship is limited.

Since inclusion is contextual and a multi-faceted phenomenon (Buengeler et al., 2018), we
use the Mor-Barak Inclusion Exclusion scale (MBIE). The dimensions of inclusion can be
shown to trigger the mechanisms for self-efficacy, with the degree of workplace inclusion
inferred as a key influence (Figure 1). Hence, to test the link between inclusion and self-
efficacy, we propose that:

H6. Perceptions of inclusion emanating from organizational policies, efforts and
supervisor/team member behaviours will contribute to positive self-efficacy beliefs
among skilled migrant workers.

Methodology
Data collection
Data were collected using online and paper-based surveys from highly skilled migrant
workers in Australian organizations. Respondents were first contacted by organizations that
work with migrant communities to survey their employees. Paper-based survey
questionnaires (and consent forms) were distributed to potential participants who self-
identified as skilledmigrants. Participants were also recruited through social network groups
representingmigrant workers via LinkedIn. Through snowball sampling, LinkedInmembers
were invited to recommend recent (3–5 years) skilled migrants who might be willing to
participate. In total, 506 skilled migrants were approached and 264 (52%) completed surveys
were received. After removing cases withmissing data, the final sample comprised 210 (42%)
respondents, best described as a convenience sample.

Measures
The questionnaire’s first section comprised demographic questions. Respondents were well-
educated: 90% hold a university degree (29% graduates, 61% postgraduates). There were
more men (57%) than women (43%); a majority was married (59%). On average, participants

Belongingness
to Organization

Work-group
cooperation &
team cohesion

Cognitive
Sharing with
supervisor

Valued by
senior

Management

Involvement in
org social
activities

Inclusion Self-efficacy

Figure 1.
Relationship between
dimensions of inclusion
and self-efficacy
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were 30.6 years old when they migrated and, at the time of the survey, had spent 2.6 years in
Australia. Seventy-seven per cent were from Asia (South, East and Southeast), 8% from the
Middle East, 7% from Europe (West and Central Europe) and 4% from Africa.

We use the MBIE (Mor-Barak Inclusion-Exclusion) scale to assess a worker’s sense of
inclusion in relation to 5 dimensions: belongingness to the organization, workgroup
cooperation and team cohesion, cognitive sharing with supervisors, valued by senior
management and involvement in organizational social activities. The scale has previously
been used to understand the factors and processes that facilitate inclusive workplaces (Rezai
et al., 2020).

Respondents indicated their level of agreement with each item on a 6-point scale
(1 5 strongly disagree, 6 5 strongly agree). In addition to the MBIE, we used five items to
measure self-efficacy. These include “I am actively using my skills, knowledge/expertise and
abilities in my current work” and “I am empowered to make work-related decisions on my
own, based onmy skills and knowledge”. Respondents indicated their level of agreementwith
each item on a 6-point scale (1 5 strongly disagree, 6 5 strongly agree).

Analytical procedure
We undertook confirmatory factor analysis (CFA) and structural equation modelling (SEM)
using SPSS and AMOS 25.0 for model validation and relationship testing.

Method bias and outliers
Given the nature of our sampling procedure, several steps were undertaken to eliminate the
potential for biases and outliers. Firstly, missing data were identified across all variables.
Cases withmore than 10%missing data were removed from analysis; for cases with less than
10% missing data, the Expectation Maximization (EM) method was used to replace missing
values (Tabachnick and Fidell, 2012). The randomness pattern ofmissing data was examined
through the Little MCAR test; the results showed a non-significant difference between the
pattern of missing data from the sample and a pattern expected from a completely random
missing data process (Chi-Square5 293.803, DF5 275, Sig.5 0.208). This result allowed the
application of EM when dealing with the remaining missing data in the sample.

Further, multivariate and univariate outliers were identified. The Mahalanobis D^2 test
detected three multivariate outliers, resulting in their deletion. Univariate outliers were
analysed by reviewing z-scores associated with each variable. There was no evidence of
outliers at the univariate level (jz-scorej > 3.29). Non-response bias was analysed through
two-independent sample t-tests between the first and last 25 survey respondents. Except for
three respondents, there was no significant difference between the two groups on study
variables. Therefore, non-response bias was not a concern (Groves and Peytcheva, 2008).

As our independent and dependent variables were collected from the same respondents
using self-reported measures, the occurrence of common method bias is a possibility (Jordon
and Troth, 2020; MacKenzie and Podsakoff, 2012). To circumvent this, we undertook a
common latent factor method analysis. In this approach, we use a common latent factor to
capture common variance among all variables in the model (Chin et al., 2012). Comparing the
fit indices of the two models indicates that the model with a common latent factor
(CFI5 0.962, TLI5 0.946, GFI5 0.892 and RMSEA5 0.067) was somewhat better than the
model without the factor (CFI 5 0.936, TLI 5 0.922, GFI 5 0.851 and RMSEA 5 0.081). As
suggested by Byrne (2001), comparing the CFIs of two models provides an indicator of
practical significance. The difference in CFIs between the two models was less than 0.05,
confirming that common method variance was not a concern for subsequent hypothesis
testing (Bagozzi and Yi, 1990).
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Analysis and results
Test of the measurement model
We first developed a measurement model of all constructs used in our conceptual framework
and then performed confirmatory factor analysis to assess the psychometric properties of the
items. We utilized AMOS 25.0 with the maximum likelihood approach as our model
estimation method. All fit indices fell within the recommended values: χ2(155) 5 367.83,
p < 0.001; GFI 5 0.851; CFI 5 0.936; TLI 5 0.922 and RMSEA 5 0.081 (Hu et al., 1995).

Table 1 shows that the composite reliability of all constructs ranges from 0.82 to 0.91 and
the average variance extracted (AVE) ranges from 0.61 to 0.74, confirming the reliability of all
constructs (Hair et al., 2010). All standardized loadings of the items on their respective
constructs are above 0.50 and significant at p < 0.001, showing convergent validity
(Kline, 2016).

Table 2 shows that the AVE for each construct is greater than the squared correlation
between that construct and all other constructs in the model, indicating support for
discriminant validity (Farrell, 2010). Furthermore, all Maximum Shared Variance (MSV) and
Average Shared Variance (ASV) values are less than AVE values for each respective
construct, showing additional support for discriminant validity (Hair et al., 2010).

Second-order confirmatory factor analysis
We developed second-order CFA. The goodness-of-fit of second order CFA is comparable to
the previous CFA measurement model: χ2(165) 5 412.77, p < 0.001; GFI5 0.83; CFI 5 0.93;
TLI5 0.91 and RMSEA5 0.08. These fit indices provide evidence of acceptable fit between
the hypothesized model and the observed data.

Second-order structural model
The goodness-of-fit of the structural model is comparable to the previous CFA measurement
model and second order CFA: χ2(164)5 412.77, p< 0.001; GFI5 0.83; CFI5 0.93; TLI5 0.91
and RMSEA 5 0.08. These fit indices provide evidence of a satisfactory fit between the
hypothesized model and the observed data.

The direct relationships between five dimensions of inclusionwere supported, as shown in
Table 3. The model explained 75% variance (R2 0.75, p < 0.001) in the belongingness to the
organization dimension, 73% (R2 0.73, p < 0.001) in the workgroup cooperation and team
cohesion dimension, 82% (R2 0.82, p < 0.001) in the cognitive sharing with supervisor
dimension, 63% of the variance (R2 0.63, p < 0.001) in the valued by senior management
dimension and 66% (R2 0.66, p < 0.001) in the involvement in organizational social activities
dimension. These results support hypotheses H1 toH5. From the variances, cognitive sharing
with supervisor dimension was most important for skilled migrant workers, followed by
belongingness, workgroup cooperation and team cohesion, involvement in organizational
social activities and being valued by senior management.

The theorized relationship between inclusion and self-efficacy was also supported (P6).
Table 4 reflects a significant relationship between inclusion and self-efficacy among skilled
migrants. Figure 2 summarizes our findings.

Discussion
Although skilled migrants are often assumed to be a self-select group of highly motivated,
high achieving workers, many experience poor adjustment and feel excluded after arriving in
the host country. These harms are particularly acute for skilled migrants from NESBs. One
possible explanation is diminished self-efficacy when functioning in a new or foreign
environment. In this regard, we anticipate that feeling included in the workplace may help
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compensate or restore individual self-efficacy. We explore this important relationship among
skilled migrants to Australia, with implications for career success.

Our results indicate that perceptions of inclusion at work are related to self-efficacy. Our
respondents are skilled migrant workers with high levels of education and they come from
diverse cultural and linguistic backgrounds. There is an assumption that skilled migrants
expect they will be welcome and accepted by host country nationals on account of their high

Construct (s)
Item (s) SL* Mean SD* α* AVE* CR*

Belongingness to the organization 0.90 0.74 0.90
I am able to influence decisions that affect my organization 0.82 3.15 1.49
I am usually among the first one to know about important
changes in the organization

0.86 2.90 1.46

I am usually invited to important meetings in my
organization

0.90 3.15 1.46

Workgroup cooperation and team cohesion 0.86 0.68 0.87
I have influence in decisions taken by my work group
regarding our tasks

0.77 3.78 1.55

My co-workers openly share work-related information with
me

0.80 4.15 1.41

I am normally involved and invited to actively participate in
work-related activities of my group

0.91 4.16 1.42

Cognitive sharing with supervisors 0.89 0.74 0.89
My supervisor often asks for my opinion before making
important decisions

0.86 3.50 1.57

My supervisor shares work-related information with me 0.85 3.92 1.49
I am invited to actively participate in review and evaluation
meetings with my supervisor

0.86 3.53 1.62

Valued by senior management 0.89 0.728 0.889
I am often invited to contribute my opinion in meetings with
management higher than my immediate supervisor

0.89 3.09 1.64

I frequently receive communication from management
higher than my immediate supervisor (i.e. memos, e-mails)

0.79 3.41 1.60

I am often invited to participate in meetings with
management higher than my immediate supervisor

0.87 2.90 1.59

Involvement in organizational social activities 0.82 0.61 0.823
I am often asked to contribute to planning social activities
not directly related to my job function

0.70 2.98 1.563

I am always informed about informal social activities and
company social events

0.84 3.70 1.59

I am regularly invited to join my co-workers when they go
out for lunch or drinks after work

0.79 3.85 1.57

Self-efficacy 0.91 0.68 0.91
I am actively using my skills, knowledge/expertise and
abilities in my current work

0.74 4.24 1.60

I am empowered to make work-related decisions on my own
based on my skills and knowledge

0.77 3.83 1.59

I see a future for myself in this organization 0.84 3.39 1.58
I am valued in my organization because of what I bring and
not because of who I am

0.88 3.84 1.57

I feel that my organization gives me a fair go and I can see
equity and fairness in all organizational practices

0.87 3.74 1.57

Note(s): * SL5 standardized item loading; SD5 standard deviation; α5 Cronbach’s alpha; CR5 composite
reliability; AVE 5 average variance extracted

Table 1.
Descriptive statistics

and
measurement model
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levels of educational attainment. However, discrimination and exclusion can diminish their
self-efficacy and hamper the abilities of highly skilled migrants to function in host societies
fully. A sense of inclusion, particularly in work settings, can reassure individual employees
with a feeling that they are “one among others” or equal to other (local) employees (Chavez
and Weisinger, 2008).

Of note, our study finds some dimensions of inclusion are more important than others in
enhancing self-efficacy for skilled migrants. The highest correlation is found between the
opportunities for cognitive sharing with supervisors and a sense of inclusion for skilled
migrant workers. Moreover, respondents emphasized supervisors who seek them out before
making important decisions for improving migrant workers’ sense of inclusion (“My
supervisor often asks for my opinion before making important decisions”). Migrant workers
also stressed that participation in meetings with supervisors (“I am invited to actively

BTO* WGC* CSS* VSM* ISA* SE* MSV ASV

BTO* 0.74 0.52 0.58 0.64 0.43 0.53 0.64 0.54
WGC* 0.72 0.68 0.67 0.36 0.44 0.57 0.67 0.51
CSS* 0.76 0.82 0.74 0.54 0.55 0.54 0.67 0.58
VSM* 0.80 0.60 0.74 0.73 0.37 0.39 0.64 0.46
ISA* 0.66 0.67 0.74 0.61 0.61 0.59 0.59 0.48
SE* 0.73 0.76 0.74 0.62 0.77 0.67 0.59 0.53

Note(s): Correlations are below the diagonal; squared correlations are above the diagonal; andAVE estimates
are presented on the diagonal. All correlations are significant at *p 5 < 0.001
BTO* 5 Belongingness to the organization; WGC* 5 Work group cooperation and team cohesion;
CSS*5 Cognitive Sharing with supervisor; VSM* 5 Valued by senior management; ISA*5 Involvement in
organizational social activities; SE* 5 Self efficacy
AVE 5 Average Variance Extracted; MSV 5 Maximum Shared Variance; and ASV 5 Average Shared
Variance

Relationship(s)
Standardized
coefficients

Critical
value p-value

Belongingness to the organization ← Inclusion 0.87
Work group cooperation and team cohesion← Inclusion 0.86
Cognitive sharing with supervisors ← Inclusion 0.91
Valued by senior management ← Inclusion 0.8
Involvement in organizational social
activities ← Inclusion

0.81

Inclusion → Self efficacy 0.85 8.82 <0.001

Construct Squared correlation

Belongingness to the organization 0.75
Work group cooperation and team cohesion 0.73
Cognitive sharing with supervisors 0.82
Valued by senior management 0.63
Involvement in organizational social activities 0.66
Self-efficacy 0.72

Table 2.
Correlation analysis

Table 3.
Model path coefficients

Table 4.
Squared
correlation table
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participate in review and evaluation meetings with my supervisor”) was critical. These
findings are not unexpected since these workers are more likely to succeed when their
supervisors encourage participatory decision-making processes (Tharenou and Kulik, 2020).

Nishii and €Ozbilgin (2007) propose that organizational performance is increased when
supervisors and managers value differences among employees. Skilled migrant workers are
more likely to succeed when supervisors encourage inclusion through empathic supervision
and development (see Tharenou and Kulik, 2020). Line managers who model inclusive
behaviours within workgroups (Mor-Barak et al., 2016) also help foster an inclusive climate in
workplaces (Hurst et al., 2012). When other employees mirror such positive behaviours
towards co-workers, it leads to further inclusion and less prejudice, particularly towards
migrant workers (Adams et al., 2020).

When individuals are able to exchange ideas and views with their supervisors and
managers, it promotes a sense that their skills and experience are valued. This feeling of being
valued is particularly important for skilled migrant workers from NESBs. Supervisors and
managers can bring new migrant workers “into” the organization by involving them in key
organizational activities and decision-making processes (Nishii and €Ozbilgin, 2007). When
migrant workers experience a sense of inclusion, they feel encouraged to utilize their skills
and knowledge more fully at work (see Ferdman and Sagiv, 2012). In short, management can
play a critical role in promoting a sense of inclusion, particularly for skilled migrant workers
from diverse backgrounds.

Our findings also underscore the importance of a robust interpersonal relationship
between direct supervisors and employees to improve individuals’ self-efficacy and
involvement in workplaces. Our study suggests that skilled migrant workers benefit the
most through cognitive sharing with supervisors. Given the sophistication of highly skilled
migrants, being engaged with supervisors and having meaningful interactions with high
functioning individuals are more important than surface-level involvement in organizational
social activities. In this respect, workers become more involved in the organization and have
greater organizational engagement when they feel a sense of inclusion (see Ferdman et al.,
2010). Organizations also benefit from when highly skilled workers can fully function and
contribute at work (Rajendran et al., 2017, 2020; Tharenou and Kulik, 2020).

Belongingness
to Organization
R2 = 0.75

Work-group
cooperation &
team cohesion
R2 = 0.73

Cognitive
sharing with
supervisor
R2 = 0.82

Valued by
senior

Management
R2 = 0.63

Involvement in
org social
activities
R2 = 0.66

Inclusion Self-efficacy
R2 = 0.72

P6 (0.85)

P1 (0.87)

P2 (0.86)

P3 (0.91)

P4 (0.80)

P5 (0.81)

Figure 2.
Results of the

structural model
analysis
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However, our research found that feeling valued by senior management had the least
influence in developing a sense of inclusion. Although the diversity literature suggests when
top managers value diverse viewpoints, employees are more likely to report a sense of
inclusion (Morgan, 2017), our result shows this to rank behind the role of immediate
supervisors. We speculate that the workers in our sample are young (average 33.2 years old)
andmay have few opportunities to interact with senior management. Theymay also perceive
the behaviours of top managers to be largely symbolic (Ng and Sears, 2020).

Conclusion and policy implications
Although inclusion and exclusion can help us better understand and promote generalized
self-efficacy, there is a lack of empirical research on the nature of this relationship.

We know from past research that equal employment opportunity and affirmative action
policies have limited effects in promoting inclusion of skilled migrant workers in organizations
(Van Knippenberg and Schippers, 2007). These policies however may be supplemented with
voluntary organizational interventions to improve migrant worker success.

Our study helps establish this connection using a sample of skilled migrant workers in
Australia. More importantly, we identified the relative contributions of several workplace
inclusion efforts to lessening a sense of exclusion in the workplace. This knowledge is
important for effectively leveraging the skills and talents of culturally and linguistically
diverse migrants to Australia and elsewhere. Further, despite the substantial body of work
from government agencies and streams of policy development (e.g. Tani, 2020), the research
literature remains scant in paying direct attention to techniques to promote migrant career
success. This lack of attention drives policy designers and analysts to depend on work in
other cultural and institutional contexts while also pursuing targeted initiatives to recruit
skilled migrant workers.

This research has both theoretical and practical implications. We extend research on
workplace inclusion by investigating the different dimensions of inclusion and their relative
contribution to self-efficacy, which is critical for migrant career outcomes. Our study assists
with the development of a more robust research agenda in the skilled migrant literature that
often uses a negative lens (e.g. unemployment or underemployment). Our findings also have
implications for practice, especially for organizational decision-makers and human resource
practitioners. Of note, our research underscores the importance of organizations and employers
as critical partners in fostering migrant workers’ sense of inclusion and supporting their career
outcomes in the host country. As organizations continue to recruit diverse talents globally, our
findings can guide employers on how best to integrate skilled migrants from culturally and
linguistically diverse backgrounds and enable them to contribute to the host country
more fully.

Limitations and directions for future research
As with any studies, establishing causality is an important concern. Although our study
suggests that feeling included influences self-efficacy perceptions, our research design limits
our ability to make this causal inference. Conceptually, self-efficacy, as individualized beliefs
about one’s capacity to perform, does not influence our measure of perceptions of inclusion,
which is derived from organizational policies and practices. For instance, high self-efficacy
does not influence feeling valued by senior management. Further, individuals with high self-
efficacy can experience and report exclusion and discrimination.While establishing causality
is of importance, it should not distract from theory building.

Our study also relies on highly skilled migrants to Australia. Thus, the findings may be
limited to the specificity of our sample (“highly skilled” according to Australian policy
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categorization) and thework environment (i.e. English is the dominant andworking language
in the workplace). It is unclear if our tentative findings may be generalizable to all migrants
and we call for broader studies across countries and migrant categories. Nonetheless, our
findings would have generalizability to many migrant receiving countries such as Canada,
the UK and the US. Further, our study relies on self-reported measures and a cross-sectional
design. As such, we cannot ascertain the causality of our findings; however, we recommend
future research adopt a longitudinal research design and more objective measures such as
career attainment or supervisory performance ratings as an outcome variable. This
refinement will helpminimize commonmethod variance and demonstrate the causality of our
initial associations found here.
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