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Summary

Multinational teams face numerous challenges arising from pressures in the global

business environment and complexities posed by national diversity within teams.

Team resilience capacity has been identified as an important capability for successful

performance in challenging work environments, yet little is known about which fac-

tors contribute to it in a multinational context. Given that teams are inherently situ-

ated within a specific context and shaped by team leaders and the organizational

environment, enhancing our understanding of contexts involving multinational teams

is crucial for fostering team resilience and performance. Drawing on the conservation

of resources theory, we investigate the influence of leader inclusiveness on the resil-

ience capacity of multinational teams and explore how the organizational diversity

climate shapes this relationship. Findings from our quantitative, multi-informant

study based on data collected from 111 multinational teams reveal that leader inclu-

siveness enhances team resilience capacity and that such an effect is stronger when

the organizational diversity climate is high. We also highlight that leader inclusiveness

improves team performance indirectly via its effect on team resilience capacity, con-

tingent on the organizational diversity climate.

K E YWORD S

conservation of resources theory, leader inclusiveness, multinational team, organizational
diversity climate, team resilience capacity

1 | INTRODUCTION

As a collective phenomenon, research on team-level resilience has

gained momentum in recent years (Chapman et al., 2020; Gucciardi

et al., 2018; Hartwig et al., 2020; King et al., 2024; Raetze

et al., 2022). We conceptualize team resilience capacity as an

emergent state that can be influenced and developed (Sutcliffe &

Vogus, 2003), evolving from the team's context (Hartwig et al., 2020;

Stoverink et al., 2020). We apply the capacity view to team resilience,

defining it as “a team's capacity to cope, recover and adjust positively

to difficulties” (Carmeli et al., 2013, p. 149). This view acknowledges

that teams can possess team resilience capacity even in the absence of

current adversity (Britt et al., 2016; Chen & Zhang, 2021; Hartmann

et al., 2021). To date, research on team resilience (for reviews on

resilience, see Hartmann et al., 2020; Kossek & Perrigino, 2016;
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Raetze et al., 2022) has begun to identify its antecedents (Hartmann

et al., 2021; Meneghel, Martínez, & Salanova, 2016; Meneghel,

Salanova, & Martínez, 2016), team processes (e.g., Carmeli

et al., 2013; Vera et al., 2017; West et al., 2009), and structural factors

(e.g., Stuart & Moore, 2017). Despite growing interest in team resil-

ience capacity and its vital role in team success, few scholars have

investigated its development empirically. Even scarcer are studies on

the development and outcomes of team resilience capacity in multina-

tional teams consisting of members from two or more national cultural

backgrounds with distinct norms, values, beliefs, and behaviors (Stahl

et al., 2010).

A better understanding of team resilience capacity in multina-

tional teams offers great value. Multinational teams often operate in

demanding and challenging environments, both internally and exter-

nally. Optimization of multinational team performance has long been

a critical topic in research on both teams and international business

(Minbaeva et al., 2021; Stahl & Maznevski, 2021). Cultural diversity

within these teams is viewed as a double-edged sword (Minbaeva

et al., 2021). While diversity can positively impact information proces-

sing and creativity, it can also make multinational teams more suscep-

tible to process losses due to increased conflict and reduced cohesion

or social integration (Lu et al., 2022; Stahl & Maznevski, 2021), which

can negatively impact performance (Leung & Wang, 2015). Cultural

diversity naturally can create barriers to effective communication and

collaboration, necessitating different needs and processes for building

team resilience. Therefore, understanding how team resilience capac-

ity is built in the multinational team context is critical to help teams

overcome challenges and achieve success. Our study aims to provide

a more contextualized understanding of team resilience capacity

building and its outcomes in multinational teams.

Our theoretical framework is developed based on the conserva-

tion of resources (COR) theory (Hobfoll, 1989)—specifically, the princi-

ples of resource caravans and resource caravan passageways

(Hobfoll, 2011a), and resource alignment (Fisher et al., 2023).

Resource caravans are interconnected resources that typically co-exist

and are developed together, and resource caravan passageways are

“the environmental conditions that support, foster, enrich, and pro-

tect” resource growth or that “detract, undermine, obstruct, or impov-

erish” available resources (Hobfoll, 2011a, pp. 118–119). Applying

COR theory to the context of resilience, we echo the importance of

resource alignment (Fisher et al., 2023), defined as the fit of resources

to situational demands (Chen et al., 2015). Focusing on multinational

teams, we explore two relevant resources that leverage its full poten-

tial when they are aligned with each other—leader inclusiveness and

organizational diversity climate—that are closely interconnected,

thereby forming a resource caravan. Together, these resources are

crucial for developing team resilience capacity in multinational teams

(Hajro et al., 2017; Nishii & Mayer, 2009). Leader inclusiveness com-

prises behaviors that promote the inclusion and appreciation of all

team members' contributions, thereby harnessing the benefits of

diversity (Nembhard & Edmondson, 2006). Organizational diversity cli-

mate refers to “employees' shared perceptions that an employer uti-

lizes fair personnel practices and socially integrates underrepresented

employees into the work environment” (McKay et al., 2008, p. 350).

We argue that organizational diversity climate can be viewed as a

resource caravan passageway by enhancing the impact of leader inclu-

siveness and facilitating the utilization of resources to build team resil-

ience capacity and improve team performance. The study's proposed

conceptual model is depicted in Figure 1.

Our study makes two primary contributions. First, we extend the

understanding of team resilience capacity to the context of multina-

tional teams (Hartwig et al., 2020; Raetze et al., 2022; Stoverink

et al., 2020). Investigating team resilience capacity as a mechanism

linking leader inclusiveness and team performance (Brykman &

King, 2021; Dimas et al., 2018) contributes to a more nuanced under-

standing of the development and impact of team resilience across var-

ious types of teams and contexts (Gucciardi et al., 2018). As noted,

team resilience is particularly important for multinational teams, which

often face greater internal challenges due to diversity in culture,

beliefs, values, and communication (Lu et al., 2022). Moreover, our

study offers empirical evidence on contextual variables such as team

leadership and organizational climate as team-level resources that fos-

ter resilience capacity (Hartwig et al., 2020; Stoverink et al., 2020).

Addressing Hartwig et al.’s (2020) observation that contextual factors

have not yet formed a major part of the discourse in team resilience

research, our focus on these two contextual factors is particularly per-

tinent. Despite teams being deeply “embedded within specific work

environments and influenced by supervisory and organizational prac-

tices, it is surprising that contextual factors have not yet formed a

major part of the discourse in team resilience research” (Hartwig

et al., 2020, p. 193). Recognizing the inherent divergent cultural diver-

sity in multinational teams, we focus on contextual factors that reflect

an intentional effort to foster the inclusion of all team members. Spe-

cially, we emphasize leader inclusiveness as a vital personal social

resource and organizational diversity climate as a crucial contextual

resource for multinational teams and underscore the importance of

aligning these resources. This directly addresses Raetze et al.’s (2022)
call for resilience research to focus on moderators that pinpoint the

conditions in which specific antecedents, such as leader inclusiveness,

lead to desired outcomes, such as improved team performance.

Second, our study contributes to COR theory by linking the con-

cepts of resource caravans and resource caravan passageways

(Hobfoll, 2011a) to team resilience capacity (Hobfoll, 2011b). Previous

research has positioned leadership as a valuable social personal

resource in enhancing resilience (Brykman & King, 2021; Cooke

et al., 2019; Sommer et al., 2016; Sürücü et al., 2023). Additionally,

research supported a positive impact of leader inclusiveness on multi-

national team performance (Lisak et al., 2016). However, it remains

unclear if team resilience capacity acts as a mechanism in the leader

inclusiveness—team performance relationship and how leadership's

impact on team resilience capacity amplifies when considering organi-

zational environmental conditions. In this study, we conceptualize

organizational diversity climate as an environmental condition moder-

ator due to its function as a resource caravan passageway, which

shapes dynamic resource trajectories (i.e., acquiring, enriching, and

protecting resources). We propose that leader inclusiveness and

370 HUNDSCHELL ET AL.



organizational diversity climate can interact to create a resource cara-

van that fosters team resilience capacity, thereby enhancing team per-

formance. This highlights the significance of having accessible,

interconnected personal and organizational resources. We contend

that organizational diversity climate as a resource caravan passageway

may strengthen the impact of leader inclusiveness to foster team resil-

ience capacity. Acknowledging the dynamic and transient nature of

resources and their interactions (Halbesleben et al., 2014), we support

Halbesleben et al.’s (2014, p. 1354) assertion that examining the

“availability of a resource offers incomplete information.” This is

because resource caravan passageways can either facilitate or impede

the utilization of resources, thereby influencing the creation of

resource caravans. Overall, our work aims to contribute to a more

nuanced understanding of team resilience capacity in the context of

multinational teams by drawing on COR theory, setting the stage for

further multi-level research of team resilience capacity in challenging

organizational contexts.

2 | THEORY AND HYPOTHESES

2.1 | COR theory

The primary tenet of COR is that entities are motivated to protect

their current resources and acquire new resources (Halbesleben

et al., 2014; Hobfoll, 1989). Resources are loosely defined as “objects,
personal characteristics, conditions, or energies that are valued in

their own right, or that are valued because they act as conduits to the

achievement or protection of valued resources” (Hobfoll, 2001,

p. 339). The value of resources varies among entities and is tied to

personal experiences and situations. COR theory has frequently been

employed as a theoretical framework to understand the antecedents

and consequences of team resilience (Brykman & King, 2021; Chen

et al., 2015; Fisher et al., 2023; Hartmann et al., 2020; Hartwig

et al., 2020; Stoverink et al., 2020). Brykman and King (2021) empha-

sized that COR is “especially applicable to understanding team resil-

ience capacity because this conceptualization frames resilience as a

team property that develops from other team experiences (inputs) to

subsequently influence team behaviors (outputs)” (p. 741).
In this study, we build upon two main principles of COR theory.

First, our research focuses on the interplay between resources

(i.e., resource caravans) and environmental contexts that either

enhance or hinder resource utilization (i.e., resource caravan

passageways) (Hobfoll et al., 2018). According to COR theory,

resources do not exist in isolation; they emerge from a common envi-

ronment and typically are interconnected, forming a resource caravan.

An organization's environmental conditions constitute the resource

caravan passageway, which plays a crucial role in either fostering or

undermining resource utilization and creation. Second, we emphasize

the principles of resource alignment. A key corollary to resource

investment is that entities (such as individuals or teams) with greater

resources are less vulnerable to resource loss and more capable of

resource gain (Halbesleben et al., 2014). This corollary is essential in

understanding resilience. Hobfoll et al. (2018) highlighted that

resources enhance resilience, stating, “resource possession and lack

thereof are integral to vulnerability and resilience” (p. 107). However,

simply having many resources available does not necessarily enhance

resilience. Rather, the primary building blocks of resilience include not

only the quantity of available resources, but also the alignment of

these resources (Chen et al., 2015; Fisher et al., 2023).

By focusing on these COR principles, we create a resource model

that links contextually relevant team resources—leader inclusiveness

and organizational diversity climate—to the development of team

resilience capacity, which in turn translates into team performance. In

the multinational team context, we consider leader inclusiveness and

organizational diversity climate to be interconnected resources that

work intentionally and synergistically to shape team resilience capac-

ity, and consequently, team performance. Specifically, we posit that

leader inclusiveness serves as a crucial social support resource

that enhances team resilience capacity in the challenging environ-

ments encountered by multinational teams (Randel, 2023; Randel

et al., 2016, 2018; Van Knippenberg & van Ginkel, 2022). We position

organizational diversity climate (i.e., an organization's deliberate

efforts to foster the inclusion of all organizational members; McKay

et al., 2008) as an effective resource caravan passageway that

amplifies the positive effect of leader inclusiveness on team resilience

capacity. Collectively, these beneficial contextual resources create a

resource-enriching organizational ecology that supports the growth of

team resilience capacity and improves team performance.

2.2 | Leader inclusiveness as a social support
resource enhancing team resilience capacity

Leader inclusiveness encompasses behaviors that value the unique

contributions of all team members and embrace diverse perspectives

F IGURE 1 Conceptual model of the
study.
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(Nembhard & Edmondson, 2006). We focus on leader inclusiveness

within the context of multinational teams for two key reasons. First,

leader inclusiveness has been established as essential for managing

diverse teams (Beijer et al., 2024; Nishii & Mayer, 2009). As Nishii and

Leroy (2022) and Mitchell et al. (2015) argued, when studying diverse

teams and organizations, researchers must consider situationally fitted

leadership rather than leadership behaviors that are generically posi-

tive. For example, Mitchell et al. (2015) highlighted that leader inclu-

siveness differs from other types of positive leadership such as

participative and transformational leadership by promoting openness

and accessibility to encourage diversity of opinions within the context

of collective team goals. Second, leader inclusiveness enhances fol-

lowers' sense of belonging, which is particularly essential in multina-

tional teams due to their inherent diversity (Homan et al., 2020;

Randel, 2023). Leader inclusiveness positively impacts team members'

experiences of belongingness and appreciation (Korkmaz et al., 2022;

Nembhard & Edmondson, 2006), fostering a learning environment for

diverse employees and groups (Kuknor & Bhattacharya, 2021).

Leadership has been theorized as a core resource that enhances

resilience at both the individual and team levels (Raetze et al., 2022;

Hartwig et al., 2020; Sommer et al., 2016). Initial research has

explored how leader inclusiveness may impact individual resilience

(Gong et al., 2023; Sürücü et al., 2023). Notwithstanding such prior

work at the individual level, we still lack empirical research explicitly

examining the impact of leader inclusiveness on team resilience. This

lack of research is surprising, given the potential of leader inclusive-

ness increase team resilience by promoting a sense of inclusion and

fairness. Guided by COR theory and the importance of resource

alignment, we posit that leader inclusiveness serves as a valuable

contextual social support resource that enriches multinational team’
relational and informational resources, and enhances team resilience

capacity (Korkmaz et al., 2022; Randel et al., 2018; Shore et al., 2011;

Shore & Chung, 2022, 2023). First, from a relational perspective,

leader inclusiveness enhances team resilience by building strong

interpersonal relationships within teams (e.g., Baumeister &

Leary, 1995; Mitchell et al., 2015). Inclusive leaders play a crucial role

in fostering a sense of social relational inclusion, which is defined as

treating individuals as team “insiders” while encouraging them to

retain their uniqueness within the workgroup (Shore et al., 2011). By

focusing on promoting a sense of inclusion and appreciation for

uniqueness, inclusive leaders create environments in which team

members feel valued for their unique contributions without being

pressured to conform to majority norms. As noted by Hobfoll et al.

(2018), the value of resources varies among individuals and is tied to

their personal experiences and situations. Thus, we argue that being

appreciated for their unique perspectives, regardless of their diverse

backgrounds, is a highly valuable resource for multinational team

members. It fosters collective growth without disadvantaging individ-

uals from marginalized groups, who are often excluded from informa-

tion sharing and decision-making processes (Beijer et al., 2024; Lisak

et al., 2016).

Second, from an informational perspective, when team members

perceive their leaders as fostering inclusion, they communicate in

ways that enable them to understand and integrate their diverse

knowledge and perspectives, thereby harnessing diversity to build

resilience. We argue that leader inclusiveness enhances team resil-

ience capacity by creating opportunities for interaction, information

sharing, and participative decision-making. This inclusive approach

fosters greater accessibility to shared resources and helps establish a

robust foundation for multinational teams to adapt and thrive despite

challenges. When individuals trust each other and identify as a cohe-

sive group, they are less likely to encounter stress and challenges, sig-

nificantly enhancing their resilience capabilities (Mitchell et al., 2015;

Stephens et al., 2013). Thus, from a resource provision and alignment

perspective (Fisher et al., 2023), leader inclusiveness provides the nec-

essary support for multinational team members to protect their cur-

rent resources and acquire new ones. Their enhanced informational

and relational resources serve as the building blocks of resilience

capacity, enabling their teams to effectively navigate and overcome

adversity. Therefore, we hypothesize:

Hypothesis 1. Leader inclusiveness is positively related

to team resilience capacity in multinational teams.

2.3 | Team resilience capacity and team
performance in multinational teams

Prior research has highlighted that team resilience fosters processes

such as team cohesion and cooperation (West et al., 2009). In the

same vein, we suggest that multinational teams with high team resil-

ience capacity are more likely to perform well in environments with

complex challenges because they are less vulnerable to the potentially

damaging effects of such challenges to their team processes (West

et al., 2009). Teams with higher team resilience capacity may perform

better because their team members are encouraged to contribute to

team performance to their full potential (Seers, 1989). For the purpose

of this study, team performance is operationalized using the perfor-

mance indicator team efficiency, which refers to the extent to which

teams are able to perform within designated schedules and budgets

(Hoegl & Gemuenden, 2001). Team resilience capacity is characterized

by the capacity to recover from setbacks, adapt to changing circum-

stances, and maintain functionality despite challenges, which supports

the notion of efficiency. Resilient teams, by virtue of their ability to

bounce back, are likely to experience fewer disruptions and faster

recovery times. This leads to a more consistent and reliable flow of

work processes, thus enhancing efficiency. The proposed positive

effect of team resilience capacity on team performance aligns with

findings by Meneghel, Martínez, and Salanova (2016); Meneghel,

Salanova, and Martínez (2016) who demonstrated that team resilience

positively influences both in-role and extra-role team performance, as

rated by the supervisor (Meneghel, Salanova, & Martínez, 2016) and

team members (Meneghel, Martínez, & Salanova, 2016). These find-

ings suggest that resilient teams are better able to identify flexible

solutions in challenging situations, thereby enhancing overall

performance.
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High team resilience fosters a more cohesive and cooperative

environment, leading to a collective mindset regarding team tasks

(Weick & Roberts, 1993). Additionally, team resilience capacity

enables teams to rapidly respond to, recover from, and adjust to chal-

lenges such as team conflicts. This team resilience capability reduces

the time spent on relationship maintenance and conflict resolution,

thereby positively impacting team efficiency (Borman &

Motowidlo, 1997; Podsakoff et al., 2009). Consequently, high resil-

ience capacity enables multinational teams to focus more on their

tasks and utilize their resources for task completion. We therefore

posit:

Hypothesis 2. Team resilience capacity is positively

related to the performance of multinational teams.

2.4 | Indirect effect of leader inclusiveness on
team performance via team resilience capacity

As discussed previously, according to the logic of COR theory, we

posit that leader inclusiveness is an important social resource that can

promote team resilience capacity by building a resource-enriching

organizational environment where members are encouraged to access

shared and cumulative informational and relational resources. Collec-

tively, these resources provide fertile ground for developing team

resilience capacity, likely leading to subsequent improvement in

team performance (Hartwig et al., 2020). Leaders can establish and

promote conditions for better team performance indirectly by shaping

key mechanisms. For example, Mitchell et al. (2015) proposed and

found support that leader inclusiveness enhances team identity, and

in turn, team performance. Likewise, Chen et al. (2023) found that

inclusive leadership affects team psychological safety and information

elaboration, which in turn affect collective voice behaviors. Respond-

ing to calls for more studies examining specific leadership behaviors

and team resilience (Hartwig et al., 2020), and to provide a better

understanding of the role of team resilience capacity as a mechanism

(Bowers et al., 2017; Hartwig et al., 2020; Stoverink et al., 2020), we

position leader inclusiveness as a factor that may impact team resil-

ience capacity, and in turn, influence team performance:

Hypothesis 3. Leader inclusiveness has an indirect

effect on team performance via team resilience capacity

in multinational teams.

2.5 | Moderating effect of organizational diversity
climate

Considerable research demonstrates that certain situational variables

can strengthen the relationship between leadership and team out-

comes (e.g., Eisenbeiss et al., 2008; Mo et al., 2019). As noted

earlier, drawing on the principles of resource caravans and resource

caravan passageways (Hobfoll, 2011a) as well as resource alignment

(Fisher et al., 2023), we focus on organizational diversity climate as an

important contextual resource in the leader inclusiveness-team resil-

ience capacity relationship. We noted at the outset that “diversity cli-

mate” and “inclusive climate” have been used interchangeably in the

literature, despite the conceptual differences between the two (Park

et al., 2023; Shore et al., 2011). “Diversity climate” typically refers to

employees' perceptions of fairness and organizational support for

employees with diverse backgrounds (McKay et al., 2008), while

“inclusive climate” is a broader term referring to the engagement of

whole selves and learning from divergent perspectives (Nishii, 2013;

Park et al., 2023; Shore et al., 2011). In this study, we focus on organi-

zational diversity climate because of the relatively narrower focus on

promoting fairness for employees.

Hobfoll (2011a) argued that resilience capacity emerges from a

resource-rich environment in which interconnected resources form

resource caravans and that organizations should strive to create envi-

ronmental conditions—resource caravan passageways—to facilitate

resource development, protection, and accumulation. In this study, we

posit that organizational diversity climate can be viewed as a resource

caravan passageway by creating an environment that enhances the

impact of leader inclusiveness, and facilities the utilization of these

resources in building team resilience capacity and improving team per-

formance. Together, leader inclusiveness and organizational diversity

climate contribute to organizational ecologies that create and sustain

resource caravans.

Our focus on organizational diversity climate also reflects the prin-

ciple of resource alignment (Chen et al., 2015; Fisher et al., 2023), which

states that the primary building blocks of resilience include both the

quantity of available resources and the alignment of these resources.

That is, the worth of resources differs for each individual and is linked

to their unique personal experiences and situational needs (Hobfoll

et al., 2018). We consider the organizational diversity climate to be a

vital contextual condition that multinational team members are likely to

value. As discussed earlier, leader inclusiveness is a contextually suited

social support resource that enriches individuals' relational and informa-

tional resources, and positively influences resilience capacity. We focus

on organizational diversity climate as an additional resource, as it repre-

sents an organization's intentional efforts to include employees with

diverse backgrounds. Functioning as an effective resource caravan pas-

sageway, organizational diversity climate, and leader inclusiveness are

well aligned to convey a unified message that conveys an appreciation

of diversity. Organizational diversity climate provides the necessary

environmental condition that strengthens the effect of leader inclusive-

ness on team resilience capacity.

We posit that, in contexts involving multinational teams, percep-

tions of a strong organizational diversity climate strengthen the posi-

tive relationship between leader inclusiveness and team resilience

capacity. Members of multinational teams are likely to rely on leader

inclusiveness to navigate the unique challenges stemming from

diverse backgrounds and perspectives, and to leverage an organiza-

tional diversity climate that can facilitate resource acquisition and pro-

tection (Brykman & King, 2021). A strong organizational diversity

climate also indicates to multinational teams that fair treatment and
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inclusion are organizational priorities, providing the support necessary

for diverse teams to confront challenges. An organization with a sup-

portive organizational diversity climate is likely to have more contex-

tual resources that are highly aligned, such as social support evolving

from high leader inclusiveness, which can be leveraged to strengthen

teams' resources rather than protect individuals' resources

(Hobfoll, 2011a). Thus, we suggest that leader inclusiveness should be

more strongly associated with team resilience capacity when team

members are immersed in a strong organizational diversity climate.

In contrast, a weak organizational diversity climate may be per-

ceived as a lack of fair treatment across team members, particularly

marginalized groups. When the organizational diversity climate is

weak, individuals might perceive that the organization does not sup-

port employees with diverse backgrounds and may view the contex-

tual conditions as misaligned with their leaders' focus. Such an

organizational climate neither facilitates the acquisition of new

resources nor protects existing resources, but rather depletes poten-

tial resources. We hypothesize that the relationship between leader

inclusiveness and multinational teams' resilience capacity is weaker in

firms with weak organizational diversity climates. Hence, we posit the

following:

Hypothesis 4. Organizational diversity climate moder-

ates the relationship between leader inclusiveness and

team resilience capacity in multinational teams such that

the relationship is amplified in organizations with stron-

ger organizational diversity climates.

2.6 | Moderated indirect effect

Multinational teams are likely to develop their team resilience capac-

ity, and in turn improve their performance, when they perceive leader

inclusiveness as an essential resource which facilitates their capability

to be resilient. This relationship is amplified when highly aligned

resources exist at the organizational level, manifesting as a strong

organizational diversity climate. In such circumstances, teams are likely

to perform well, which supports their team resilience capacity. In other

words, the alignment between leader inclusiveness and a strong orga-

nizational diversity climate sends a unified message of inclusive treat-

ment to teams, which strengthens the effect of leader inclusiveness

on team resilience capacity. Hence, we expect that in organizations

with strong organizational diversity climates, teams are likely to better

capitalize on the benefits of leader inclusiveness and further develop

their team resilience capacity. This in turn strengthens the role of team

resilience capacity in explaining the link between leader inclusiveness

and team performance. We therefore hypothesize:

Hypothesis 5. Organizational diversity climate moder-

ates the indirect effect of leader inclusiveness on team

performance through team resilience capacity, such that

the indirect relationship is stronger in firms with stron-

ger organizational diversity climates.

3 | METHODS

3.1 | Sample and procedure

We tested our hypotheses using data collected from 111 multinational

teams in 29 organizations operating predominantly in manufacturing

(mainly engineering and consumer goods) in Western Europe

(75.68%) and Australia (24.32%). A key contact from each organiza-

tion, usually the team leader or external manager (i.e., a team leader's

direct superior), was asked to identify suitable multinational teams or

projects for the study.

To be eligible for inclusion in our study, the teams had to work

together on a project or as a department or functional group, consist

of a team leader and at least two additional team members, and com-

prise team members from at least two different nationalities/cultures.

If teamwork was ongoing, we required the project to be far enough

along for the team's performance to be rated (e.g., based on completed

milestones); if teamwork was not ongoing, we required the project to

have concluded very recently. The majority of teams (> 96%) were

working on ongoing projects at the time of data collection. Key con-

tacts completed a short template for each multinational team to clarify

whether it met these eligibility criteria. The organizations also provided

information about the teams, such as their tasks, sizes, and nationali-

ties of team members. After their organizations informed them about

the study, participants received a link to an online questionnaire.

We collected data from 61 external managers, 111 team leaders,

and 538 team members. For all teams in the study, at least two and as

many as 15 team members completed the team member survey (4.84

members, on average) in which they assessed the leader's inclusive-

ness and the team's resilience capacity. External managers assessed

team performance in 86% of cases, though some teams did not have

an external manager. For those teams without external managers, the

team leader assessed team performance. Furthermore, some external

managers were responsible for more than one team and, therefore,

provided performance ratings for multiple teams. Overall, 96 teams

were evaluated by external managers and 15 teams were evaluated

by their team leaders. The external managers and team leaders were

invited to participate in the study shortly after the team members

(e.g., 1 to 2 weeks) to prevent performance ratings from being pro-

vided before data were collected on leader inclusiveness and team

resilience capacity.

With regard to team tasks, 77.68% of all teams worked on non-

routine tasks that required creative solutions, such as product devel-

opment. Almost two-thirds of the participants were male (65.73%).

The most frequently represented nationalities in terms of national citi-

zenship were German (27.79%), Australian (15.37%), and Chinese

(4.23%). Overall, our sample encompassed team members from 34 dif-

ferent nationalities; participating multinational teams comprised

approximately five different nationalities, on average. Strong cultural

differences between these nationalities and the accompanying chal-

lenges of cross-cultural collaboration in the multinational team con-

text contributed to a rich dataset that enabled us to explore the

importance of team resilience capacity.
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3.2 | Measures

We used well-established scales to assess our variables. Unless stated

otherwise, participants responded to items using five-point Likert

scales (1 = strongly disagree to 5 = strongly agree). Ratings for orga-

nizational diversity climate were collected from team members and

aggregated across teams to yield an organization-level measure.

Leader inclusiveness and team resilience capacity were assessed by

team members. Team performance and all control variables were col-

lected from external managers or team leaders or coded by the

research team. We employed a referent-shift consensus model; that

is, the items reflected a team member's perception of higher-level

structures (e.g., Wallace et al., 2016), such as the team (in the case of

team resilience capacity and leader inclusiveness) and the organization

(in the case of organizational diversity climate).

As we proposed a multilevel framework (i.e., team, organization),

we verified the viability of aggregating these constructs and considered

three proposed determinants: the natural occurrence of the higher-level

unit (i.e., team or organization), sufficient within-unit homogeneity, and

sufficient between-unit heterogeneity (e.g., Bliese, 2000; Woehr

et al., 2015). To assess within-unit homogeneity, we calculated within-

group interrater reliability (rWG[J]) using the multiple-item estimator. In

addition, we assessed two intraclass correlation coefficients (ICC): ICC1

indicates the variance attributed to membership in the unit of analysis

(i.e., the team), and ICC2 indicates the reliability of mean scores within

the unit of analysis (Biemann et al., 2012). All inter-rater agreement sta-

tistics are presented with their respective construct below. The within-

group interrater reliability (rWG[J]) for all constructs indicates satisfactory

agreement and exceed the often-cited cut-off value of 0.70

(LeBreton & Senter, 2008). The ICC1 coefficients indicate a medium

effect for leader inclusiveness and organizational diversity climate and a

large effect for team resilience capacity (LeBreton & Senter, 2008). The

ICC2 coefficient for organizational diversity climate exceeds the sug-

gested cutoff value of 0.70 (LeBreton & Senter, 2008). However, the

values for leader inclusiveness and team resilience capacity are below

this threshold. Notably, these less reliable means may arise from rela-

tively small unit sizes (i.e., average of five team members) (Bliese, 1998).

Based on the satisfactory values for rWG(J) statistics and ICC1 coeffi-

cients, we aggregated the constructs as proposed in several studies

with similar ICC2 coefficients (e.g., Choi, 2009; Dong et al., 2020;

Hofmann & Jones, 2005; Shen et al., 2019). ICC1 and ICC2 show signif-

icant between-unit variance. Hence, these results support the aggrega-

tion of leader inclusiveness and team resilience capacity at the team

level, and of organizational diversity climate at the organization level.

3.2.1 | Organizational diversity climate
(organization level)

We assessed team members' perceptions of the organization's diver-

sity climate using a four-item scale developed and validated by McKay

et al. (2008). Example items include the following: “The organization

maintains a diversity friendly work environment;” and “Top leaders

demonstrate a visible commitment to diversity.” Cronbach's alpha for

the scale is .91. Data were aggregated at the organization level. The

inter-rater agreement statistics were rwg(4) = .76, ICC(1) = .13, ICC(2)

= .71 (F = 3.48, p < .01).

3.2.2 | Leader inclusiveness (team level)

We assessed team members' perceptions of leader inclusiveness using

a four-item scale developed by Mitchell et al. (2015) which was origi-

nally adapted from Nembhard and Edmondson (2006) and Shortell

et al. (1991). The items are: “Our team leader asks for input from mem-

bers of all national backgrounds;” “Our team leader encourages all team

members to actively engage;” “Our team leader values the opinions

and inputs of all team members equally;” and “Our team leader encour-

ages all members to participate actively.” Cronbach's alpha is .92. Data

were aggregated at the team level. The inter-rater agreement statistics

were rwg(4) = .85, ICC(1) = .14 ICC(2) = .44 (F = 1.80, p < .01).

3.2.3 | Team resilience capacity (team level)

We asked team members to assess their team's resilience using a

six-item scale from West et al. (2009), which was adapted from the

validated psychological capital questionnaire (Luthans et al., 2007).

Example items include: “Our team usually manages difficulties one

way or another at work;” and “Our team can get through difficult

times at work because they have experienced difficulty before.”
Cronbach's alpha for the scale is .77. Data were aggregated at the

team level. The inter-rater agreement statistics were rwg(6) = .89,

ICC(1) = .26 ICC(2) = .64 (F = 2.75, p < .01).

3.2.4 | Team performance (team level)

We assessed team performance using the five-item scale for team

efficiency developed by Hoegl and Gemuenden (2001). Items include

“Overall, the project/teamwork is/was done in a cost-efficient way;”
“From the company's perspective one could be satisfied with how the

team/project progressed;” “Overall, the team/project was/is done in a

time-efficient way;” “The team/project was/is within schedule;” and

“The team/project was/is within budget.” The past tense was used

when the project work was completed recently, while the present

tense was used when the teamwork was ongoing. Cronbach's alpha

for the scale is .87.

3.2.5 | Control variables

Five control variables were included: team size, number of nationalities

within the team, type of team tasks, evaluating multiple teams, and

team leader as performance evaluator. These variables were obtained

from the key contact person in the organization and further cross-
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checked by either the team leader or external manager or coded by

the research team. Following prior research studies on diverse teams

(e.g., Harrison et al., 2002; Jackson et al., 2003), we controlled for team

size, including team members and the team leader, to partial out the

potential confounding effects on the results. This is based on the

notion that the number of team members might influence team pro-

cesses and interactions within the team as these may involve increased

complexity due to a higher number of linkages among team members

(Steiner, 1966). Prior research suggests that the presence of members

with diverse national backgrounds may either positively or negatively

influence the team's performance (e.g., Ely & Thomas, 2001; Harrison

et al., 2002; Lau & Murnighan, 1998). Thus, we controlled for the num-

ber of different nationalities at the team level to avoid confounding

effects stemming from teams' diverse national backgrounds. Finally,

the nature of team tasks was included as a variable in the model,

because findings suggest it influences team performance (e.g., Gilson &

Shalley, 2004). Thus, we asked team members to code team tasks as

routine or non-routine. As some external managers evaluated the per-

formance of more than one team, we included a control variable

labeled multiple evaluator coded as 1 when a person evaluated more

than one team and coded as 0 when the person evaluated only one

team. We also controlled for whether the team leader or the external

manager evaluated a team's performance (labeled as team leader),

coded as 1 when the team leader was the respondent and as 0 when

the external manager evaluated the performance.

3.3 | Data analysis strategy

Our study data exhibited a hierarchical structure in which teams were

nested within their respective organizations. Hence, we tested multile-

vel hypotheses with relationships between team-level variables (Level

1) and organization-level variables (Level 2). In our research model, we

proposed a first-stage multilevel moderated indirect effect in which

the indirect effect of leader inclusiveness on team performance via

team resilience capacity (i.e., a Level 1 indirect effect model) is moder-

ated by the organizational diversity climate (i.e., a Level 2 variable).

To test the indirect effect, moderation, and conditional indirect

effect hypotheses simultaneously in a single model, we employed

Preacher et al.’s (2010) multilevel approach (i.e., 1-1-1 indirect effect

model) and Bauer et al.’s (2006) moderated mediation procedures

using multilevel modeling in Mplus 7.4 (Muthén & Muthén, 2012). To

assess the significance of the indirect effects, we applied a Bayesian

technique for multilevel modeling (Muthén et al., 2017) and the

Monte Carlo resampling method (Bauer et al., 2006) to estimate

the respective confidence intervals. These have been shown to

enhance statistical power to identify indirect effects in multilevel

modeling (Preacher et al., 2010). In addition, to avoid conflation

between Level 1 and Level 2 effects, and thus to obtain unbiased esti-

mates of the multilevel interactions, we group mean centered leader

inclusiveness, team resilience capacity, and the control variables

(i.e., Level 1 variables), and grand mean centered organizational diver-

sity climate (i.e., Level 2 variable) (Enders & Tofighi, 2007).

4 | RESULTS

4.1 | Descriptive statistics and correlations

Table 1 presents the means, standard deviations, Cronbach's alphas,

and correlations of the study's variables. Due to the hierarchical struc-

ture of our data, we display both team-level and organization-level

correlations.

4.2 | Hypothesis testing

Table 2 summarizes the findings related to direct and conditional indi-

rect effects as unstandardized coefficients.

4.2.1 | Direct effects

We tested the direct effects with simultaneous consideration of the

nesting of teams within organizations. Furthermore, we controlled for

team size, number of different nationalities within the team, and team

tasks. When testing the relationships for team performance, we fur-

ther controlled for multiple evaluators and the team leader as an eval-

uator. The results show that leader inclusiveness is positively related

to team resilience capacity (γ = .35, p < .01, 95% CI: 0.10,.59), provid-

ing support for Hypothesis 1. In turn, team resilience capacity has a

positive effect on team performance (i.e., efficiency), thus confirming

Hypothesis 2 (γ = .97, p < .01, 95% CI: .41, 1.50).

4.2.2 | Indirect effect

Before testing the multilevel moderated indirect effects hypothesis,

we examined the hypothesized indirect effect at the team level

(Level 1). We tested the indirect effect of leader inclusiveness on

team performance through team resilience capacity (Hypothesis 3).

Applying a parametric bootstrap procedure outlined by Preacher et al.

(2010) with 50 000 Monte Carlo replications, we estimated a 95%

confidence interval. Results show a positive indirect effect of leader

inclusiveness on team performance via team resilience capacity

(estimate = 0.73, p < .01, 95% CI: .55, .88), supporting Hypothesis 3.

4.2.3 | Moderation

We tested whether the organizational diversity climate moderates the

positive relationship between leader inclusiveness and team resilience

capacity, in that this relationship is more positive in firms with stron-

ger organizational diversity climates (Hypothesis 4). The results of

multilevel modeling highlight that organizational diversity climate has

a positive effect on the random slope between leader inclusiveness

and team resilience (γ = 0.72, p = .02, 95% CI: .01, 1.61), providing

support for Hypothesis 4.
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4.2.4 | Moderated indirect effect

Finally, Hypothesis 5 suggests a moderated indirect effect, i.e., the

indirect effect of leader inclusiveness on team performance through

team resilience capacity varies across levels of organizational diversity

climate (Edwards & Lambert, 2007). Results based on Bauer et al.’s
(2006) approach show a significant positive indirect effect of leader

inclusiveness on team performance via team resilience capacity when

organizational diversity climate is strong (i.e., one standard deviation

above the mean; estimate = 1.03, p < .01, 95% CI: .29, 1.86), moder-

ate (estimate = 0.79, p < .01, 95% CI:.24, 1.38), and weak (i.e., one

standard deviation below the mean; estimate = 0.53, p < .01, 95% CI:

.11, 1.05). Overall, these results support Hypothesis 5.

Following Gardner et al. (2017), we applied the Johnson-Neyman

technique to identify regions of significance for the moderating effect

on the conditional indirect effect rather than relying on arbitrary levels

TABLE 1 Means, standard deviations, and correlations among variables.

Variables Mean SD 1 2 3 4 5 6 7 8 9

Team level

1. Team size 14.08 11.13 - 0.39* 0.01 0.10 �0.02 0.04 �0.01 �0.11 �0.04

2. No. of nationalities 4.99 2.45 0.25** - 0.30 0.31 0.07 0.02 �0.17 0.03 0.20

3. Task type 0.77 0.42 �0.06 0.11 - 0.34 0.21 0.14 0.03 0.24 0.40*

4. Leader inclusiveness 4.05 0.48 �0.10 0.19 0.31** (0.92) 0.58** 0.49** 0.11 0.22 0.56**

5. Team resilience capacity 3.74 0.31 �0.01 �0.11 0.21* 0.51** (0.77) 0.52** 0.13 0.07 0.64**

6. Team performance 4.00 0.73 0.00 0.13 0.12 0.52** 0.47** (0.87) 0.37 0.27 0.26

7. Multiple evaluator 0.48 0.50 0.04 0.06 �0.05 0.10 0.05 0.08 - 0.7 0.05

8. Team leader 0.14 0.34 �0.10 �0.01 0.09 �0.02 0.11 �0.03 �0.11 - 0.01

Organizational level

9. Diversity climate 3.84 0.34 (0.91)

Note: N (team level) = 111; N (organizational level) = 29. Correlations above the diagonal represent organizational-level (aggregated) scores (n = 29).

Correlations below the diagonal represent team-level scores (n = 111). Parenthetical values on the diagonal are internal consistency coefficients

(Cronbach's alphas). Task type was coded as 1 for teams working on non-routine tasks and as 0 for teams working on routine tasks. Multiple evaluator was

coded as 1 when a person evaluated the performance of more than one team and as 0 when a person evaluated only one team. Team leader was coded as

1 when a team leader assessed the performance and as 0 when the manager assessed the performance.

*p < .05, two-tailed, and **p < .01, two-tailed.

TABLE 2 Direct and conditional indirect effects for the overall model.

Variables

Team resilience capacity Team performance (DV) Conditional effects [95% CI]

γ γ γ

Direct effects

Leader inclusiveness .349** .560**

Team resilience capacity .969**

Organizational diversity climate .469**

Mod: Leader inclusiveness � organizational

diversity climate

.721*

Team size .006 .001

Number of nationalities �.033 .021

Task type .024 �.234

Multiple evaluator �.136

Team leader �.081

Conditional indirect effects

Low (� 1 SD) .534** [.109, 1.054]

Moderate .788** [.236, 1.381]

High (+1 SD) 1.031** [.287, 1.859]

Note: N (team level) = 111; N (organizational level) = 29. Unstandardized coefficients; * p < .05, ** p < .01.

Task type was coded as 1 for teams working on non-routine tasks and as 0 for teams working on routine tasks. Multiple evaluator was coded as 1 when a

person evaluated the performance of more than one team and as 0 when a person evaluated only one team. Team leader was coded as 1 when a team

leader assessed the performance and as 0 when the manager assessed the performance.
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for calculating simple slopes. The results reveal the adjusted effect of

the indirect relationship between leader inclusiveness on team perfor-

mance through team resilience capacity at given levels of organiza-

tional diversity climate, with 95% confidence intervals indicating

regions of significance (Johnson & Neyman, 1936). This effect is plot-

ted in Figure 2, where the x-axis represents a one standard deviation

range of values above and below the mean for the diversity climate

moderator. The 95% confidence interval bands do not cross the zero

point on the y-axis, indicating that the conditional indirect effect is

statistically significant at all values of diversity climate 1 SD above or

below its mean. This significant positive relationship suggests that the

indirect effect of leader inclusivity on team performance through team

resilience has a greater impact in firms with stronger organizational

diversity climates. The results of the analysis of the conditional indi-

rect effects are shown in Table 2.

4.2.5 | Post hoc analyses

The majority of the teams were advanced in their teamwork and had

completed important milestones, but their teamwork was still ongo-

ing. Four projects were completed when the performance was

assessed. This assessment took place shortly after project completion,

not more than a month later. To account for the inclusion of both

ongoing teams and recently completed teams in the analyses, we

reran the analyses excluding the teams that had already completed

their projects when performance was assessed. This adjustment

reduced the sample size from 111 to 107. The teams were nested in

29 organizations. We followed the same procedure as outlined above.

The analyses yielded the same significant results: leader inclusiveness

is positively related to team resilience capacity (γ = .33, p < .01, 95%

CI:.10, 0.53) and team resilience capacity has a positive effect on team

performance (γ = 1.01, p < .01, 95% CI:.46, 1.47). Moreover, organi-

zational diversity climate moderates the relationship between leader

inclusiveness and team resilience (γ = 0.63, p < .025, 95% CI:.01,

1.48). Results also support an indirect effect of leader inclusiveness

on team performance via team resilience capacity when organizational

diversity climate is strong (i.e., estimate = 1.00, p < .01, 95% CI:.39,

1.69) and weak (i.e., estimate = 0.52, p = .01, 95% CI:.07, 1.05).

5 | DISCUSSION

Drawing on data from a multi-informant research design involving

111 multinational teams, we have empirically investigated how team

resilience capacity affects team performance. The results demonstrate

that team resilience capacity is enhanced by leader inclusiveness and

that this positive relationship is moderated by organizational diversity

climate. Moreover, our findings show that team resilience capacity

tends to improve team performance and functions as a mechanism

that helps to explain the positive effect of leader inclusiveness on

team performance. These findings have valuable theoretical and man-

agerial implications, discussed below.

5.1 | Theoretical implications

Building upon COR theory (Hobfoll, 1989)—specifically, the principles

of resource caravans and resource caravan passageways

(Hobfoll, 2011a), and resource alignment (Fisher et al., 2023), this

research advances the team resilience literature in two ways. Our

study offers further empirical evidence for the use of COR theory as a

guiding framework to understand the emergence and function of

team resilience capacity in the context of multinational teams

(Hartmann et al., 2021; Nielsen et al., 2023; Volpone et al., 2018).

Specifically, our results offer empirical evidence suggesting that team

resilience capacity develops from a caravan of contextually relevant

resources (leader inclusiveness and organizational diversity climate)

that are essential for overcoming adversity. In turn, resilient teams uti-

lize their resources to improve their performance. A better under-

standing of team resilience capacity in multinational teams offers

great value. As discussed previously, the inherent cultural diversity in

multinational teams can be viewed as a double-edged sword

(Minbaeva et al., 2021). While greater diversity can be beneficial for

F IGURE 2 Johnson–Neyman plot of
organizational diversity climate moderating the
indirect effect of leader inclusiveness on team
performance through team resilience capacity.
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idea generation and creativity, researchers have long pointed out that

it can make multinational teams more susceptible to process and

resource losses due to increased conflict and reduced cohesion or

social integration (Stahl & Maznevski, 2021). Therefore, understanding

how team resilience capacity is developed in multinational teams is

critical to help them overcome challenges and achieve success. As

Hobfoll et al. (2018) noted, teams with more resources are less vulner-

able to resource loss and better able to acquire resources, both of

which are integral to resilience.

Relatedly, our results directly address Hartwig et al.’s (2020)

observations that although teams are deeply embedded within spe-

cific work contexts and influenced by leadership and organizational

factors, how such contextual factors contribute to team resilience

capacity remain underexplored. Our empirical evidence highlights the

importance of contextually relevant leadership in diverse teams

(Homan et al., 2020). Our findings also show how team resilience

capacity can be enhanced through closely connected resources and

how organizational diversity climate functions as a resource caravan

passageway to help create the environmental conditions necessary to

promote leader inclusiveness as a social support resource, which in

turn facilitates the development and protection of team resilience

capacity. Our results directly link resource caravans and resource cara-

van passageways to the development of team resilience capacity in

multinational teams. Building upon the notion that more resources

enhance resilience capacity, our findings also support the principle of

resource alignment. The idea of resource alignment is implicated in

conceptual work applying COR to the context of resilience at the indi-

vidual and team levels (Chen et al., 2015; Fisher et al., 2023). That is,

greater access to resources is necessary, but not sufficient for devel-

oping resilience. Rather, the primary building blocks of resilience are

the quantity of available resources and the extent to which they

are aligned (Chen et al., 2015; Fisher et al., 2023).

Our results contribute to the resource alignment principle by

focusing on two interconnected resources that are particularly rele-

vant in the multinational team context: leader inclusiveness and orga-

nizational diversity climate. For instance, as an antecedent of team

resilience capacity, leader inclusiveness is particularly important in

multinational team settings, because it supports the integration of var-

ious perspectives and helps team members value the unique knowl-

edge and insights stemming from their cultural differences.

Organizational diversity climate is another particularly valuable

resource, as it represents an organization's intentional efforts to foster

the inclusion of employees with diverse backgrounds. Our focus on

organizational diversity climate as a resource passageway is worth

noting, as it shifts the focus of COR theory from conservation to how

team resilience capacity can be co-developed in a resource-enriching

environment. While prior research has separately investigated the

impacts of contextual resources provided leaders (Diestel &

Schmidt, 2012; Gong et al., 2023; Sürücü et al., 2023) and organiza-

tions (Selvarajan et al., 2013), little is known about how leader-level

resources fluctuate in the context of organizational contextual

resources (Hartmann et al., 2021). Thus, taking a multilevel perspec-

tive, we advance research on team resilience by highlighting the need

to consider resource alignment beyond the current focus on the quan-

tity of available resources.

Reflecting the principles of resource caravan passageways and

resource alignment, our results highlight the importance of building a

positive organizational ecology with resources that are contextually

aligned (Fisher et al., 2023; Minbaeva et al., 2021; Stahl &

Maznevski, 2021). Consistent with our moderation hypothesis, our

findings show that the relationship between leader inclusiveness and

team resilience capacity is strengthened in firms with strong organiza-

tional diversity climates. The results support the importance of the

simultaneous and complementary effect of resources provided by

both leaders and organizations. When leaders and organizations con-

vey a unified message to multinational team members that their

diverse backgrounds and contributions are valued, team members nat-

urally feel more encouraged and comfortable utilizing support from

leaders and other associated support systems to develop resilience

capacity (Chen et al., 2015; Volpone et al., 2018). A weak organiza-

tional diversity climate will result in leader inclusiveness not being lev-

eraged to the same degree. The absence of an effective resource

caravan passageway (i.e., weak organizational diversity climate) is a

missed opportunity to enable individuals to leverage the influence of

resources provided by leaders, while its presence complements this

influence. By considering teams' organization-level work environ-

ments, our findings complement theory and extend empirical research

on team resilience, showing that organization-level contextually rele-

vant conditions can amplify the beneficial effects of leader inclusive-

ness on team resilience capability, and subsequently, team

performance. In an environment where individuals can readily access

more situationally relevant resources, they are likely to leverage those

resources to support their resource acquisition and protection efforts.

5.2 | Managerial implications

Organizations are increasingly forming multinational teams to meet

the demands of globalization. Our findings highlight that organizations

can enhance team resilience, and thus team performance, by estab-

lishing a supportive work environment and providing contextual

resources to cope with multinational teams' many environmental and

internal challenges (Hobfoll, 2011a). Hence, our research has relevant

implications for managers.

First, because resilient teams perform better, organizations should

focus on strengthening the resilience of their work teams. While prior

research has focused on team-level antecedents such as team

resources and processes (for a review, see Hartmann et al., 2020), our

findings suggest that organizations can influence their work teams'

resilience capacity by promoting leader inclusiveness and establishing

a strong organizational diversity climate.

Second, our results show that perceptions of team leaders' inclu-

siveness positively relate to team resilience capacity and thus team

performance. This finding implies that leaders working in diverse con-

texts need to pay close attention to dissimilarities. They may need to

provide additional resources to by engaging in inclusive behaviors
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to overcome the potential hindrances arising from such dissimilarities.

Organizations with diverse (i.e., multinational) teams could support

team leaders' inclusive behaviors with leadership development pro-

grams that focus on enhancing participation of all team members

(Joplin & Daus, 1997; Mitchell et al., 2015). Furthermore, organiza-

tions could foster leaders' awareness of the importance of diverse

perspectives by providing more generalized diversity training, which is

particularly effective when complemented by other diversity initia-

tives and conducted over a longer time span (Bezrukova et al., 2016).

We suggest that this organizational commitment to diversity enables

multinational teams to better respond and adapt to challenges evolv-

ing from their demanding environments.

Third, to reinforce the effectiveness of team leaders' inclusive

behaviors in multinational teams, organizations need to foster a pro-

diversity climate as a primary business objective (Mor Barak et al., 2022;

Robinson & Dechant, 1997). Possible organizational actions include edu-

cating leaders and employees about the positive effects of pro-diversity

attitudes and work behaviors, implementing social and career support

for marginalized employee groups, and taking action against all types of

harassment (Kravitz, 2008; McKay & Avery, 2005).

Fourth, the positive effect of team leaders' inclusive behaviors on

team resilience depends on the consistency of leaders' and organiza-

tions' messages about diversity. As such, organizations should clearly

and consistently communicate pro-diversity values. They should also

follow through on these values by implementing commensurate orga-

nizational processes and systems to promote a pro-diversity environ-

ment while also detecting and sanctioning any possible violations.

Such consistency between inclusive leadership and organizational

diversity climate can be further enhanced by regular communication

between organizational leaders and team leaders.

5.3 | Limitations and future research

The study's results should be seen in light of its limitations. First, our use

of a cross-sectional design, with data collected at approximately the

same time (except for team performance, which was measured approxi-

mately two weeks after the other constructs), presents potential endo-

geneity issues. To address these limitations, future research could

employ field or laboratory experiments and longitudinal research designs

(Antonakis et al., 2010). One potential avenue for future research is to

conduct a longitudinal study that tracks multinational teams over an

extended period. This could yield important insights regarding the direc-

tion of causality for our observed relationships and the development of

team resilience over time, given that resilience is dynamic (Sutcliffe &

Vogus, 2003). Additionally, a longitudinal design would enable the exam-

ination of how changes in organizational diversity climate or leadership

practices impact team resilience and performance.

Second, we examined team resilience from a capacity perspective,

acknowledging that resilience can be relied upon when challenges or

adversity occur (Fisher et al., 2023). Our study did not capture specific

adversities or challenges that arose during the multinational teamwork.

Connecting to the first point, future research could address this topic

by collecting longitudinal or multi-wave data and specifically. Specifi-

cally, future research could investigate the types and sources of adver-

sities that multinational teams face and how the team resilience and

the resilience-performance relationship is affected. For example, chal-

lenges could be categorized as team internal (e.g., interpersonal con-

flicts, miscommunication) or team external (e.g., organizational

bureaucracy, market turbulence). By analyzing how different types of

adversities impact team resilience, researchers can identify whether

certain resilience strategies are more effective in specific contexts.

Third, our study was conducted with multinational teams from

organizations located in Europe and Australia. Thus, we focused on

team diversity related to nationality/culture to test the effects of

leader inclusiveness on team resilience capacity, and in turn, team per-

formance. However, it might also be possible that a context with

other salient diversity attributes influences how team resilience

capacity is affected by the interaction of leader inclusiveness and

organizational diversity climate. Hence, in future research, scholars

could investigate our findings in team contexts characterized by dif-

ferent types of diversity, such as age or gender, or the presence of

multiple diversity types at the same time.

Fourth, while our study has provided valuable insights into the

role of leader inclusiveness and organizational diversity climate in fos-

tering team resilience capacity and performance, there may be other

potential mechanisms at play in this complex relationship. For

instance, researchers could investigate other indirect effects such as

psychological safety, which refers to team members' “sense of confi-

dence that the team will not embarrass, reject, or punish someone for

speaking up” (Edmondson, 1999, p. 354). When leaders are inclusive,

team members may feel safe voicing their ideas and taking on chal-

lenging tasks, potentially enhancing overall team performance. Explor-

ing further potential mechanisms could provide a more

comprehensive understanding of how leadership behaviors and orga-

nizational climate affect teams in diverse work settings.

In addition to future research derived from this study's limitations,

our findings open additional interesting research avenues. To date,

researchers have only explored team-level antecedents of team resil-

ience and thus have limited their investigations to single-level relation-

ships (e.g., Carmeli et al., 2013; Stephens et al., 2013). Nevertheless,

teams have a multi-level nature and are naturally nested within organi-

zations. Our research demonstrated that there is a need to investigate

organization-level antecedents of team resilience, which requires a

multi-level research design. This provides a new perspective on how

organizational work environments affect the extent to which teams are

able to cope with challenges. For instance, a fruitful research design

could be the exploration of factors such as work formalization, speciali-

zation, and hierarchy as antecedents that influence teams' work char-

acteristics and thus their available team resources (Parker et al., 2017).

6 | CONCLUSION

Despite the aforementioned limitations, our study extends team resil-

ience research by aligning the theories of team resilience and COR.
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We have highlighted how team resilience capacity functions as a

mechanism between leader inclusiveness, a contextual resource, and

team performance. This enables us to shift the focus of team resilience

research toward contextual performance-relevant antecedents in the

work environments of multinational teams. Furthermore, our study

emphasizes how a strong organizational diversity climate enhances

the effectiveness of leader inclusiveness in multinational teams.
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