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Introduction
Hospitality industry is one of the fastest growing sectors in South Africa, offering a wide range of 
accommodation and attracting a mix of both business and holiday travellers.1,2 The industry has a 
well-documented and significant socio-economic impact in South Africa where it constitutes up 
to 67% of all tourism and generates about R179 billion of economic activity, more than 40 000 jobs 
through direct employment representing 7.6% of total employment in the country.3 In concurrence, 
statistics released by Statistics South Africa4 indicated that the largest share of employment in 
2017 was in ‘hotels, motels and inns’, namely, 70% and this was followed by ‘other accommodation’ 
and ‘guest-houses and guest-farms’, accounting for 22% and 8%, respectively. Furthermore, 
Makumbirofa5 indicated that these establishments absorb labour and generally expand economies 
in creative and innovative ways. Despite this evidence and the fact that this industry is structurally 
dominated by large and well-established enterprises, the contribution of small accommodation 
businesses in the sector, such as the bed and breakfast (B&B) establishments, has not been given 
much empirical attention in many aspects and, therefore, cannot be ignored if their broad range 
of contributions to different economies is to be understood.6

A B&B is a commercial accommodation establishment that is operated from a private house that 
is managed by a resident owner or resident lessee and provides sleeping accommodation and 
breakfast primarily to the tourists or a business market clientele, with the facilities and services 
being offered for the exclusive use and benefit of overnight registered guests.7 The B&B 
establishments contribute approximately 9% of the gross domestic product (GDP) to the annual 
tourism industry contributions in South Africa.8 These establishments recorded the highest year-
on-year growth rates in income, with guest-houses and guest-farms recording 24.9% and B&Bs at 
24.3%, thus showing a significant contribution to the growth of South Africa.9,10 

Human resource practitioners have recently been interested, especially within large 
corporations, in diversity management and psychological capital (commonly known as 
positive psychology) – making the insights from such studies inadequate and difficult to 
apply in other contexts such as the small business sector. With no known empirical research 
on these two areas of interest within small businesses, the purpose of this study was to 
determine the impact of perceptions of diversity management practices on psychological 
capital amongst employees in bed and breakfast (B&B) establishments. A quantitative design, 
specifically a cross-sectional case study design, was adopted. Data were collected from a 
sample of 144 B&B employees conveniently selected. The collected data were analysed using 
both descriptive and inferential statistics. The findings of the study showed that there is a 
significant and positive relationship between perceived diversity management practices and 
psychological capital of employees. Specifically, perceived diversity management practices 
in specific human resource management practices were found to influence the psychological 
capital of the B&Bs employees. Given the nature of B&B establishments, in terms of attracting 
diverse customers, the study recommends the need of B&B managers to implement 
appropriate and fair human resource diversity management practices in order to promote the 
development of psychological capital amongst employees. This study is the first of its kind to 
contribute to the literature on diversity management practices and psychological capital 
within B&B establishments in a developing context.
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Despite such contributions to the South African economic 
growth, these establishments face numerous challenges that 
inhibit their growth.11 One of the major challenges faced by 
B&Bs is: 

... their inability to compete on the open markets because of poor 
practices in areas such as diversity management, yet they are 
organisations that are visited by diverse guests, and naturally, 
one would expect that diversity management is central to their 
daily operations (p. 201).12 

According to Ali et al., diversity management is about 
fundamentally and comprehensively changing the procedures 
and ways of thinking by focusing on new abilities, skills, 
attributes and experiences, without prejudice.13 Managing 
diversity is an ongoing process that requires various talents 
and capabilities found in an organisation.14 However, most of 
the available literature15,16 on diversity management within 
the  hospitality sector focuses more on large establishments, 
leaving small ones such as B&Bs with no available literature 
relating to how they are dealing with diversity management 
issues. 

Ng et al. argued that if diversity management is applied 
correctly in any organisation, small or large in any sector, 
several outcomes such as enhanced employees’ psychological 
capital (PsyCap) can be realised.17 Psychological capital is 
explained as ‘an employee’s positive psychological state of 
development, characterised by the states of hope, optimism, 
resilience and self-efficacy’.18 De Hoe et al.19 argued for the 
enhancement of employees’ positive PsyCap as it can play a 
moderating role in the relationship between the negative 
results of failure and positive side of learning from these 
failures. Whilst evidence of the relationship between diversity 
management practices and PsyCap can be traced in some 
large hospitality establishments,18 there is still a dearth of 
empirical evidence showing the same in the context of 
employees in smaller hospitality establishments such as 
B&Bs. 

Research purpose and objectives
The aim of this research is to promote the management of 
diversity in small hospitality businesses such as B&Bs and 
demonstrating how it can be used to enhance employees’ 
PsyCap. The reason for this is that B&Bs in South Africa, in 
addition to continuing facing challenges such as funding 
and lack of markets, also suffer from a lack of proper human 
capital management.20 Chipunza21 has previously mentioned 
that most small accommodation businesses in South Africa 
are by nature diverse and deal with diverse customers, yet 
not much is known about the management of diversity and 
positive psychological states of the employees in these 
entities. Other researchers have highlighted that these two 
phenomena are critical for the survival of small business 
establishments in any unpredictable business environment.22 
Based on the above evidence, the significance of this 
research study lies within its potential to identify diversity 
management practices that might be needed by small 
accommodation businesses in South Africa for these 

businesses’ growth and continued survival. The study will 
also offer new insights regarding the validity and reliability 
of scales adopted and developed to measure these two 
constructs within B&Bs in a developing context. It is also 
envisaged that the results of the study might assist the 
South African government to formulate policies that will 
extend its current support to the development of employees 
within small accommodation firms such as B&Bs.

The main research objective of this study was, therefore, to 
determine the impact of employees’ perceptions of diversity 
management practices on PsyCap in B&B establishments in 
one of the districts in the Free State province of South Africa. 
The specific research objectives for the study are as follows:

•	 to determine employees’ knowledge and understanding 
of diversity

•	 to identify the specific human resource management 
practices where employees perceive diversity management 
to be applied by management 

•	 to measure the status of PsyCap of employees amongst 
the B&B establishments 

•	 to measure the extent to which employees’ perceptions of 
diversity management practices correlate with their 
PsyCap.

The research hypotheses for the study are as follows:

H1: Employees have knowledge and understanding of diversity.

H2: There are specific human resource management practices 
where employees perceive that diversity management is being 
applied by management.

H3: Employees’ psychological capital is positive.

H4: There is a positive correlation between perceived diversity 
management practices in specific human resource management 
practices and the psychological capital of employees.

Literature review
Hospitality industry: A South African perspective
The hospitality industry has emerged as one of the key 
economic drivers in South Africa and also as one of the 
growing industries in the world.23 This industry consists of 
the accommodation sector, which is structurally dominated 
by well-established enterprises led by the Sun International, 
Protea and Southern Sun enterprises3 and Rogerson, with 
the vast majority being small enterprises such as B&Bs 
(with fewer than 30 rooms and not more than R5 100 000 
annual turnover.24

The small accommodation B&B sector market in South Africa 
enjoyed its third consecutive year of strong growth with a 
9.1% advance following 2 years of double-digit gains in 2018.25 
This growth is, however, rattled with numerous challenges, 
such as excessive competition because of the increasing 
number of contemporary accommodation providers (Airbnbs) 
and the expansion of existing hotels in South Africa that 
are  putting much pressure on the profit margins of B&B 
establishments.26 
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Bed and breakfast establishments in context
The number of B&B establishments has increased dramatically 
in South Africa as well as throughout the world, in the last 
3 years, although there are no exact statistics that show the 
extent of their growth.27 Contrary to this observation, 
however, there is an argument that B&B establishments 
in  South Africa are moving very slowly as compared with 
larger establishments.28 The slow growth is attributed to the 
inability of B&Bs to respond to changing diverse consumer 
demands (brought in with the advent of Airbnbs) and the 
operational challenges posed by sophisticated technology.29 

In fact, research has shown that most of the B&B 
establishments in developing countries, such as South 
Africa, are facing more than these two challenges.30 Other 
challenges such as a lack of government support; the 
existence of strict regulations; unstable political systems, 
poor infrastructure and recruitment practices; lack of 
financial stability; and recently COVID-19 tend to divert 
B&B owners from attending to diversity management issues 
and human resource well-being.21,31 

Recent studies have emphasised the importance of qualified, 
skilled and motivated human resources for the hospitality 
industry to perform well and sustain growth.32 Cognisant of 
the nature of work done by human resources in B&Bs, such 
as working long hours and the poor remunerations associated 
with the industry, a study in Malaysia found the absence of 
concern for human resource issues amongst many of the 
small hospitality establishments in the country.33 As a result, 
there were issues of mistrust between employees and 
employers. Similarly, in India, a recent study found lack of 
interest in human resource management issues such as 
provision of training and diversity management.34

Literature on human resource management points out that 
there is a strong correlation between human resources 
management and development of positive employee states.35 
Because diversity management is an aspect of human 
resource management, it is possible to argue that a lack of 
attention to it has the potential of affecting employees’ 
development of positive states such as hope, self-efficacy, 
resilience and optimism. 

Definition of diversity
The term ‘diversity’ has various interpretations.36 For the 
purpose of this study, the definition by Bedi et al.37 who 
viewed diversity as ‘policies and practices that seek to 
include people from within a workforce who are considered 
to be different from those in the prevailing constituency’ is 
considered. In addition, some authors classify diversity as a 
broad range of human uniqueness, such as perception and 
attitudes, work style, lifestyle, personality, values, work 
ethics, communication style, world view, recreational and 
personal habits, educational background, work experience, 
appearance, parental status, marital status and functional 
levels of classification.38 Within the workplace context, 

diversity, therefore, involves the presence of the different 
unique aspects of individuals within an organisation39 The 
acknowledgement of such presents can best be practised by 
adopting correct diversity management practices.

Diversity management practices: A human 
resource perspective
The reality that workforce diversity arises from the existence 
of different employees within the organisation suggests that 
amongst an organisation’s human resource functions, there 
should be diversity management practices.40 Diversity 
management practices involve activities that encourage 
employees to value differences in an organisation.41 In this 
regard, it is possible to suggest that the application of 
diversity management in the workplace involves diversity 
decisions made in relation to some of the following human 
resource functional areas.

Recruitment and selection
Recruitment and selection are two vital human resource 
management activities that can be considered and included 
in an organisation’s human resource plan.42 These activities 
involve the process of attracting a supply of qualified and 
diverse applicants for employment41. To capitalise on diversity, 
organisations always try to ensure that recruitment and 
selection processes are not tainted by stereotyping and 
discrimination, thus enabling organisations to choose the 
best talented employee for the job, regardless of their 
origin.43,44 Whilst this is the ideal, Nyarko45 highlighted that 
the majority of small-to-medium enterprise (SME) owners 
and managers sometimes consider formal recruitment 
processes as a waste of time because their priority is profit-
making – creating the potential for discrimination to arise. 
To  avoid such poor approaches, several recommendations 
have been suggested that can be used to improve the 
management of workforce diversity in recruitment.45 These 
include (1) the development of a job description and selection 
process that covers job-relevant duties, qualifications and 
experiences and complies with anti-discrimination legislation; 
(2) advertisements in ethnic language press in addition to 
daily newspapers, and use of a variety of recruiters, including 
international ones; (3) diverse multinationals in the human 
resource departments, making them participate in the 
selection and hiring processes; and (4) applying specific 
interviewing techniques when dealing with culturally 
diverse applicants.

Training and development
Diversity training refers to organisational effort that seeks 
to  inform and educate employees about the promotion of 
favourable attitudes and adoption of skills and behaviour 
that promote diversity.46 This means that the provision of 
training and development opportunities should be 
commensurate with eliminating group or race differences in 
career outcomes and generate respect for individual 
differences, attitudes, values and behaviour.44 When group 
or race differences is eliminated in training and development, 
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researchers argue that this approach creates greater 
sensitivity to the challenges presented in the management of 
diversity.47 Similarly, other researchers advocate for 
approaches to diversity management in training and 
development that deal with cultural sensitivity, stereotyping 
and other inaccurate perceptions on diversity when working 
in a multicultural environment.48

Despite these suggestions, recent research has shown that 
managers and owners of small-to-medium enterprises in the 
hospitality sector (including B&B establishments) ignore the 
training and development of employees. They consider it a 
costly exercise, suggesting the need for practitioners and 
researchers to proffer empirical evidence on the need, not 
only to consider training and development of employees, 
but also to do it in a way that engenders the application of 
diversity management approaches.49 It is thus possible to 
suggest that when B&Bs adopt diversity training and 
development, especially amongst employees from diverse 
social groups, this demonstrates tolerance for individual 
differences, which might result in the  improvement of both 
individual and organisational performance. Indeed, previous 
studies have demonstrated the correlation between 
application of diversity in training and development, 
employee performance and organisational success.50,51

Performance appraisal 
Performance appraisal in the context of the study would 
mean understanding that a more diverse and inclusive 
work  environment can yield greater productivity and help 
improve individual as well as organisational performance. 
Researchers suggest that to improve the effectiveness of 
performance appraisal practices in diversity, strategies such 
as involving minorities in panels during the evaluation 
process and ensuring that the appraisal process focuses 
on  evaluating the individual’s performance and not on 
personality are encouraged.52 Padachi et al.47 concurred and 
further suggested that encouraging diversity by including 
multicultural employees on panels who evaluate and 
emphasising the cultural neutrality of the appraisal process is 
seen as an important aspect of diversity management. 
Although performance appraisal systems are not common in 
small businesses such as B&Bs because of their size, there is 
evidence from research conducted on small accommodation 
businesses in Kenya that owner-managers preferred working 
with or promoting employees not only based on ethnic 
groups but also through performance appraisals – indicating 
embracing diversity of employees’ performance within their 
organisations.53,54

Reward and compensation
Compensation is a crucial segment of human resource 
management that requires planning, organising and 
controlling a variety of payment systems used to reward 
employees who perform jobs or services.55 Compensation 
ensures that there is a direct relationship between employee 
efforts and reward.56 Within the context of diversity 
management, this aspect means that equal pay for equal jobs 

within the workplaces and avoiding unexplained differences 
amongst employees should be promoted. Empirical evidence 
to support this assertion is from a case study of a small 
businesses in South Australia that had policies on equal pay 
for equal work, which were supported by the employees 
who all held the view that remuneration was equitable, based 
on performance and not influenced by any other factors.57 
Consistent with this, previous researchers47 argue that 
employees should be given a voice in the development of 
reward policies and practices and the right to explanations 
on decisions and how they would have been arrived at as 
part of managing diversity in reward and compensation.

Idowu52 outlined approaches that can be utilised to improve 
diversity management and these include (1) reducing wage 
disparities by using an equal and fair distribution of rewards 
between employees regardless of origin and (2) making the 
different nationalities feel recognised and appreciated. The 
implementation of these diversity management practices, 
from a human resource perspective, allows integration and 
eradicates negative elements that affect diversity and 
productivity and rather work towards increased productivity. 
Furthermore, managing diversity in this way has been found 
to allow the taping into underutilised skills within an 
organisation through the removal of existing diversity 
stereotyping that would have overlooked such skills.58 This 
argument is reiterated by authors who argue that the 
application of diversity management in reward and 
compensation has ramifications for the development of 
positive attitudes, commitment and motivation amongst 
employees.59 What this entails within the context of the 
present study is that B&B owner-managers who consider 
diversity management whilst recognising employees’ 
performance and contribution regardless of their origin are 
likely to promote the development of psychological states, 
such as self-efficacy, optimism, hope and resilience.

Diversity management practices in bed and 
breakfast establishments
For the purpose of this study, B&B establishments are 
conceptualised as SMEs. Unlike large enterprises that are 
usually passionate about diversifying their workforce and 
view it as a norm and continuously strive to improve 
diversity management, B&B establishments have a unique 
perspective about the role of diversity and the features of 
diversity practices that respond to their needs.60 These 
establishments perceive diversity management as a choice 
and only inevitable when they feel it is a burden or they can 
effectively manage it.61 

To support these facts, a previous study noted that B&B 
establishments often lack time, means and expertise to 
implement efficient and integrated diversity practices and 
usually fear to commit because they deem diversity 
management practices as too onerous as they are logistically 
and strategically demanding.62 However, Chiu63 indicated 
that B&B establishments could develop diversity management 
practices that are suitable for their own requirements.
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Several studies, although not necessarily in B&Bs, are 
significant to testify the need for them to develop their own 
diversity management practices. For example, Chiu’s63 study 
identified a small business in Taiwan that took a relatively 
informal diversity management practice by using community 
networks and word of mouth to attract and recruit multicultural 
employees who appreciated the opportunity. This strategy 
indicated the value of application of diversity management in 
the workplace. In addition, other studies identified that small 
businesses in Spain that designed and set up a profile aimed at 
attracting and retaining talent regardless of individual 
differences and based on a work-related criterion grounded on 
merit and not discrimination.62 This means that it is possible 
for B&B establishments to take a more individualised 
approach to diversity management by recruiting and retaining 
employees who have been exposed to a variety of people, 
ideas and perspectives and have different educational, prior 
business experiences and personal networks. 

Few examples can also be noted as to how some small 
businesses applied diversity management practices in their 
human resource functions. For example, one study found 
that employees in small businesses in the United States of 
America were evaluated by their managers.64 In South 
Australia, another study found that with respect to training 
and development, there were mixed opinions towards the 
importance of diversity training perceptions by small 
businesses.65 The authors contended that although diversity 
training was regarded as essential, the majority of small 
businesses in the study did not provide any diversity training 
for employees from dominant cultures and from multicultural 
backgrounds. However, in other parts of the country, 
previous studies had indicated that the presence of a diverse 
workforce witnessed employees from small businesses being 
sent for diversity and language training to build a strong 
bond between employees.66 

It is clear from the above studies that there is no uniformity 
in the implementation of diversity management practices 
within small businesses (including B&B establishments). In 
addition, the above-mentioned studies seem to have been 
conducted in developing economies and one could argue 
that contextual differences may provide different scenarios 
all together, influenced by factors such as the nature of the 
business, the beliefs and values of the Chief Executive Officer 
(CEO) and the size of the business.67 

Psychological capital 
According to researchers, psychological capital (PsyCap) has 
the integrative common thread running through the four 
dimensions (self-efficacy, optimism, hope and resilience) of a 
motivational propensity to accomplish goals and succeed.68 It 
is not positioned as simply a summation of its individual 
components, but rather as a higher-order core construct that 
integrates the four psychological resources. As such, PsyCap 
is theorised as having more impact on performance and other 
desirable outcomes than on the individual psychological 
resources that comprise it.69 

Psychological capital is a positive state-like capacity that has 
been empirically developed through theory building and 
research.70 It is a resource that goes beyond human capital 
(experience, knowledge, skills and abilities) and social capital 
(relationships, networks).70 The concept of PsyCap and each 
construct included in it may have stability over time, but they 
are expected not to be as stable as personality traits and other 
evaluations and are, therefore, state-like and open to change 
and development.71 In line with the context of the study, 
PsyCap is defined as an employee’s positive psychological 
state of development.72

Research has investigated several aspects within the 
organisations that are positively influenced by the PsyCap. For 
instance, a recent research has analysed the effect of PsyCap 
on employee turnover and established that although problems 
such as salary scales, low promotion rate, working days and 
service experience have caused high employee turnover, 
employee turnover can be reduced if PsyCap is positively 
developed.73 Previous studies that analysed PsyCap in the 
relationship between the independent work environment and 
self-directed behaviours have indicated that employees who 
perceive the work environment in their organisations as more 
independent are likely to experience higher levels of PsyCap, 
which in turn impact positively their self-directed behaviour.74

Similarly, several researchers have also shown a link between 
employees’ PsyCap and the level of work engagement,75,76,77 
employee job satisfaction, employee well-being and feelings 
of gainful employment,76 increased employee competencies 
and organisational citizenship behaviour.78 Within the B&B 
context, a recent invetsigation79 found it as a powerful positive 
resource with the ability to enhance B&B employees’ 
productivity and achieve business growth.

Psychological capital dimensions
Four positive psychological dimensions found to be 
measurable, open to developing and related to work 
performance and desirable outcomes are self-efficacy, hope, 
optimism and resilience.80 

Self-efficacy
Self-efficacy is a human resource strength that has the 
psychological capacity for development and effective 
performance management.75 It is linked with individuals’ 
convictions about their own capacity in carrying out a set of 
actions that successfully lead to a desired outcome.80 Thus, 
when individuals have a high self-efficacy, they are willing to 
take on challenging tasks, extend their motivation and effort 
in order to achieve goals successfully and to persist in the face 
of adversity.69 In addition, individuals with high self-efficacy 
do not wait for goals to be set for them – they create their own 
discrepancies by continuously challenging themselves and 
setting higher goals.75 

Hope
Hope is the process of thinking about one’s goals along the 
motivation to move towards those goals (agency) and the 
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ways to achieve those (pathways).80 Individuals are motivated 
to achieve goals through their sense of agency, which fosters 
internal determination and willpower to invest the energy 
necessary for achieving the desired goals, with more 
hopeful individuals being more motivated by the desire to 
develop ways to get things that they want.69 This in turn 
allows them to generate multiple pathways to continuously 
envision goal attainment and success as they prepared to 
create alternative routes in the case of an obstacle blocking 
the current path.81 

Optimism 
Optimism is a general expectation for future good outcomes 
and optimistic individuals expect to experience good 
things, whereas pessimistic individuals expect bad things 
in life.80 Optimists expect positive and desirable events in 
the future and tend to attribute their success to themselves 
and global attributes, whereas failures are attributed to 
external attributes specific to the situation.75 Nonetheless, 
optimism may also have dysfunctions in the workplace as 
employees who are physically healthy may be optimistic 
about their health in the future and neglect their physical 
and nutritional maintenance at the present time.76 In order 
to address these dysfunctions that could ordinarily result 
in a cost for the organisation, one needs to construct a 
realistic optimism, which involves an objective assessment 
of what an individual can accomplish within a specific 
context and takes the available time and resources into 
consideration.75

Resilience
Resilience refers to having the capacity to bounce back 
from adversity, failure or even to seem overwhelmingly 
positive.82 It is a process of good adaption under extenuating 
circumstances that enables individuals to rapidly overcome 
or rejuvenate after a setback or failure.80 Resilience allows 
for both reactive recovery and proactive learning and 
growth through conquering challenges.83 In addition, 
resilient people move on in life after having had a stressful 
experience or event such as personal adversity, conflict 
and/or failure.84

It is important to note that there is interaction between the 
above PsyCap dimensions. For example, a person who is 
trustful might be able to use hope, optimism and resilience 
for specific tasks in different areas of his or her life. A 
resilient person might use coping mechanisms to develop a 
realistic and flexible optimism. In turn, self-efficacy, hope 
and resilience can also help a person in the development of 
a positive attribution style to act under one’s control.85 
Therefore, B&B establishments might have to invest in 
training programmes that are designed for developing and 
building these psychological dimensions. In that way, these 
dimensions could assist to understand the psychological 
strengths within each employee, which in turn might result 
in improved competitiveness through investment in human 
capital. 

Psychological capital in the hospitality industry
Few recorded studies have indicated that developing 
PsyCap in employees may serve as an important catalyst to 
improve performance within the hospitality industry. For 
example, one study showed that hospitality interns’ positive 
PsyCap was significantly associated with their performance.86 
Similarly, another study indicated that hospitality industry 
employees who had a high positive PsyCap of ‘self-efficacy’ 
were able to overcome problems because they had confidence 
to fix the problem by themselves and they had the ‘hope’ that 
they would get better in the future but only after facing the 
problems.77 The only challenge with these studies was that 
they used samples from large hospitality firms.

Diversity management and psychological capital
Despite the growing literature on both diversity management 
and PsyCap, no empirical evidence exists on the relationship 
between the two variables in the context of developing 
economies, specifically B&B establishments. Although not 
directly within the hospitality sector per se, available 
literature argues that embracing diversity and managing it 
can increase one’s willingness to remain in an organisation 
and improve human capital skills that are inimitable.87 With 
such effect of diversity management, it can be argued that 
directing the reflectiveness, adaptiveness and responsiveness 
of employees to a workplace environment where diversity is 
well managed can have the potential for the improvement 
of their PsyCap attributes. This assumption is supported by 
researchers who underscore the importance of resilience-
building programmes in the workplace as a means of 
equipping individuals with the resources and skills necessary 
to function effectively.88 Such resilience-building programmes 
can incorporate elements of diversity management for the 
improvement of the psychological functioning of employees 
and their general well-being.89 

A number of other studies focusing mainly on positive 
organisational behaviour identified cross-cultural leadership 
as part of diversity management and PsyCap and argued 
that organisations constantly need employees and leadership 
who can effectively work across a diverse workforce (diversity 
receptivity) and succeed.90,91 Other studies supported this 
finding when they illustrated that cross-cultural leadership 
directly impacts the self-efficacy of employees.92 The fusion of 
self-efficacy and managing diversity properly helps in the 
decisions that employees make when they are tasked to deal 
with diverse situations and resolve problems emanating 
from the diverse nature of colleagues. For example, one 
study confirmed that a well-managed age-diversity assists 
younger employees to improve their self-efficacy when 
dealing with older employees within the organisation.88

From the few given examples, one can conclude that 
managing diversity influences employees’ attitudes, 
behaviour and PsyCap. This justifies the relationship between 
diversity management and the PsyCap of employees, an area 
worth for further investigation, in different contexts; hence, 
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in line with the context of this study, the adoption of 
appropriate diversity management practices by the owners 
and/or managers of B&B establishments is assumed to 
impact positively the PsyCap of their employees.

Theoretical framework
This study was guided by the PERMA model. This is a 
positive psychology theory, which was introduced by the 
positive psychologist Martin Seligman in 2011.93 PERMA 
stands for the five essential elements that should be in 
place  for people to experience lasting well-being, namely, 
positive emotions, engagement, relationships, meaning and 
accomplishment.94 Underlying this theory is the assumption 
that an increase in the PERMA elements can lead to 
improved mental health, creativity, relationships and work 
performance.95 In line with the context of this study, it is 
expected that if owners or managers of B&B establishments 
apply and enhance diversity management in human 
resource functions, employees’ well-being in the form of 
emotions, work relationships, engagement and meaning 
will improve. The presence of these elements triggers 
positive PsyCap dimensions such as hope, optimism, self-
efficacy and resiliency, which have been found to be 
essential for the growth and survival of a firm.96

Research design
This study adopted a quantitative design, specifically the 
cross-sectional case study design, where a case of B&B’s 
establishments in one of the districts in the Free State province 
of South Africa was conveniently identified.

Research method
The target population of the study comprised employees 
working in B&Bs situated in one of the districts in the Free 
State province of South Africa. At the onset of this study, 
there were 77 B&Bs, with each employing an average of 
three  people. Thus, the total population of the study was 
approximately 231 employees. The sample size calculator 
recommends a sample size of 144 for this population size, at 
a confidence interval of 95%. Although 144 questionnaires 
were distributed, only 100 were returned and usable, thus 
representing a response rate of 69%. The study sample 
included 100 employees employed in the participating 
B&Bs.

The final sample consisted of 71% men and 29% women. The 
most common age group was 21–30 years (39%) and 31–40 
years (35%). In terms of the population group, 51% were 
black people, followed by 34% white people, 14% mixed-race 
people and 1% Indians. Most of the respondents spoke 
Sesotho (48%) and Africans (42%) and were mainly Christians 
(93%). Most of the respondents were heterosexual (89%). As 
far as educational qualification is concerned, 37% of the 
participants had achieved Grade 12, followed by 35% who 
had attained diplomas and degrees, whilst 19% did not have 
any formal qualification.

Measuring instrument
The measuring instrument was a questionnaire consisting 
of  four sections. Section A comprised nine questions that 
required respondents to detail their demographical and 
biographical information, such as gender, age, ethnicity, 
languages spoken, religion, sexual orientation, qualifications, 
job levels and years in service at the B&Bs. 

Section B was on how employees value diversity. This was 
performed by soliciting their knowledge and understanding 
of diversity. An example of an item in this section was 
‘diversity in the workplace is the different unique aspects 
of  individuals’. Section C focused on the respondents’ 
perceptions of diversity management practices utilised at 
their B&Bs, focusing on recruitment and selection, training 
and development, performance appraisal and reward as well 
as compensation. An example of an item in this section is ‘our 
organisation creates an organisational climate that attracts 
diverse individuals from the labour market’. Section D 
focused on the respondents’ PsyCap status. An example of 
an item in this section is ‘I feel confident helping to set targets 
or  goals in my work area’. Sections B–D items were measured 
on a six-point Likert scale format, ranging from (1) strongly 
disagree to (6) strongly agree.

Research procedure
The questionnaire was personally distributed by the 
researcher. During this stage, the researcher allowed the 
B&Bs to stipulate dates for the collection of completed 
questionnaires. The researcher, as the person who knew 
what the expected data should look like, reviewed the 
questionnaires as they were handed back to ensure that 
all  appropriate fields were completed. It was also an 
opportunity for the researcher to extend the gratitude to the 
B&Bs’ employers for their participation. 

Ethical consideration
The Faculty of Management Sciences Research Ethics 
Committee at the Central University of Technology, Free 
State granted the necessary ethical clearance (PCD/2019), in 
August 2019. Permission to carry out the study was sought 
from the owners of the B&Bs. Participants were requested to 
sign letters of consent to ensure that voluntary participation 
was adhered to. In addition, the questionnaire’s introduction 
section assured the participants of the confidentiality, 
anonymity, respect for privacy and protection of their 
dignity; hence, they were not requested to identify themselves 
when completing the questionnaire. 

Statistical analysis
Data were cleaned and analysed using the Statistical 
Package for Social Science (SPSS) Version 25. Descriptive 
statistics were used to report the sample responses to all 
questions using frequencies, measures of central tendencies 
(mean) and that of variation (standard deviation). 
Inferential statistics, such as exploratory factor analysis, 
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Cronbach’s alpha coefficient, Kolmogorov–Smirnov (K–S) 
test, Shapiro–Wilk test and the Pearson correlations, were 
used to answer the research questions by testing the 
hypothesised relationships between the key variables 
(diversity management and PsyCap).

Results
Validity and reliability of the questionnaire
The study ensured face validity by effectively covering the 
constructs of diversity management practices and PsyCap 
from the literature review. In addition, the questionnaire 
received input from experts in diversity management as well 
as from a statistician to ensure correct wording and the use of 
appropriate scales of measurement. The reliability of the 
instrument was measured by Cronbach’s alpha coefficient. 
The reliability results are presented in Table 1.

Exploratory factor analysis
Exploratory factor was employed to determine the different 
dimensions measured by the questionnaire. Exploratory 
factor analysis (EFA) is used when a researcher wants to 
discover the number of factors influencing variables and to 
analyse which variables or items go together.98 The results 
are presented here.

Exploratory factor analysis of knowledge and 
understanding of diversity
Exploratory factor analysis based on principal components 
was carried out on the eight items of knowledge and 
understanding of diversity and two sub-constructs were 
obtained as shown in Table 2. Questions 10–12 formed a 
sub-construct with the suggested name ‘uniqueness and 
interaction’, whereas questions 13–17 formed another sub-
construct with the suggested names ‘ethnic, gender and 
individual tolerance for progress’. These sub-construct 
names were based on the nature of the questions that fall 
under them.

The knowledge and understanding of diversity sub-construct 
of uniqueness and interaction is made up of three 
questionnaire items as presented in Table 3. The results 
indicate that 86% of the participants agree or strongly agree 
that they knew the meaning of diversity. Most of the 
participants (78%) view diversity in the workplace as a 
unique aspect of individuals, whilst 86% agree or strongly 
agree that diversity manifests itself when people of different 
backgrounds interact.

The knowledge and understanding of diversity sub-construct 
of ethnic, gender and individual tolerance for progress has 
five items as shown in Table 4. The results indicate that 73% 
of the participants understand their organisations’ issues on 
diversity. From the data it can be noted that 75% of the 
participants agree or strongly agree that they are comfortable 
in initiating diversity issues with their colleagues; 71% agree 
or strongly agree that diversity is primarily about ethnicity 
and gender issues. Most of the participants (79%) agree or 
strongly agree that diversity has an important role in ensuring 
a sustainable future for their companies and 79% also 
agree  or  strongly agree that diversity is about tolerance of 
individual differences.

Exploratory factor analysis of organisational diversity in 
recruitment and selection
Exploratory factor analysis based on principal components 
was carried out on the five items of organisational diversity 
in recruitment and selection and two sub-constructs were 
obtained as shown in Table 5. Questions 18 and 19 formed a 
sub-construct with the suggested name ‘Employee Attraction 
and Retention’, while questions 20–22 formed another sub-
construct with the suggested name ‘Employee Selection 
Methods’.

The results in Table 6 indicate that most of the participants 
(69%) agree or strongly agree that their organisations 

TABLE 2: Exploratory factor analysis of the sub-construct of knowledge and 
understanding of diversity.
Sub-constructs of knowledge and 
understanding of diversity

Principal components (latent factors)

1 2

Q10. I have knowledge and 
understanding of diversity

0.656 -

Q11. Diversity is an unique aspect of 
individuals

0.838 -

Q12. Diversity represents interactions 
from different backgrounds

0.901 -

Q13. Understanding organisation’s 
case for diversity

- 0.745

Q14. Comfortable initiating diversity 
issues with colleagues

- 0.830

Q15. Diversity is about ethnicity and 
gender

- 0.698

Q16. Diversity ensures sustainable 
future for company

- 0.802

Q17. Diversity is tolerance of 
individual differences

- 0.766

Cronbach’s alpha 0.783 0.857
Suggested sub-construct name Uniqueness 

and interaction
Ethnic, gender and 
individual tolerance 

for progress

TABLE 1: Scale reliability statistics.
Construct Number 

of items
Cronbach’s 

alpha
Comment

Knowledge and understanding of diversity
Uniqueness and interaction 3 0.783 -
Ethnic, gender and individual 
tolerance for progress

5 0.857 High internal consistency

Diversity in organisation’s management practices
Diversity in recruitment and selection

Employee attraction and 
retention

2 0.697 Moderate internal 
consistency

Employee selection methods 3 0.756 -
Training and development 5 0.942 High internal consistency
Performance appraisal 5 0.861 High internal consistency
Reward and compensation 4 0.916 High internal consistency
Psychological capital
Hope 4 0.835 High internal consistency
Efficacy 4 0.928 High internal consistency
Resilience 3 0.873 High internal consistency
Optimism 3 0.833 High internal consistency
Overall questionnaire 41 0.952 High internal consistency
All Likert scaled questions - - -

Note: The whole questionnaire was considered highly reliable with a Cronbach’s alpha 
coefficient of 0.952.
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create an organisational climate that attracts diverse 
individuals from the labour market; 75% indicated that 
they agree or strongly agree that their organisation 
retains  employees from different backgrounds. These 
results also indicate that there is a fair amount of 

consideration of diversity issues in the attraction and 
retention of employees.

The results in Table 7 indicate that 55% of participants agree 
or strongly agree that specific interviewing techniques are 
applied when dealing with diverse applicants in their 
organisations, 65% agree or strongly agree that their 
organisations advertise jobs in a language that accommodates 
diverse candidates and 67% agree or strongly agree that 
during recruitment their organisations ensure that selection 
measures are not potentially discriminatory.

Exploratory factor analysis of training and development
After conducting exploratory factor analysis, it was found 
that the construct of training and development cannot be 
split into any sub-constructs. As shown in Table 8, 45% of 
participants agreed or strongly agreed that training is 
offered for diverse social groups in their organisation, 29% 

TABLE 3: Analysis of the sub-construct of uniqueness and interaction.
Diversity: Uniqueness and interaction Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

10. I know and understand the meaning 
of diversity.

- - - - - 86.0 4.21 0.76 0.770

Count 0 3 11 48 38 - - - -
% 0.0 3.0 11.0 48.0 38.0 - - - -
11. Diversity in the workplace represents 
the different unique aspects of individuals.

- - - - - 78.0 4.09 0.87 0.853

Count 1 3 18 42 36 - - - -
% 1.0 3.0 18.0 42.0 36.0 - - - -
12. Diversity is interaction of people from 
different backgrounds.

- - - - - 86.0 4.3 0.7 0.888

Count 0 1 13 45 41 - - - -
% 0.0 1.0 13.0 45.0 41.0 - - - -

Note: Cronbach’s alpha = 0.783.
SD, standard deviation.

TABLE 4: Analysis of the sub-construct of ethnic, gender and individual tolerance for progress.
Diversity: Ethnic, gender and individual 
tolerance for progress

Frequency distribution Descriptive Latent factor 
(principal 

component)
coefficient

Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

13. I understand the organisation’s case for 
diversity.

- - - - - 73.0 3.92 0.92 0.756

Count 1 7 19 45 28 - - - -
% 1.0 7.0 19.0 45.0 28.0 - - - -
14. I am comfortable initiating diversity 
issues with my colleagues.

- - - - - 75.0 4.01 0.92 0.818

Count 0 8 17 41 34 - - - -
% 0.0 8.0 17.0 41.0 34.0 - - - -
15. Diversity is primarily about ethnicity 
and gender issues.

- - - - - 71.0 3.79 1.08 0.741

Count 1 18 10 43 28 - - - -
% 1.0 18.0 10.0 43.0 28.0 - - - -
16. Diversity has an important role in ensuring 
a sustainable future for our company.

- - - - - 79.0 4.08 0.87 0.836

Count 1 4 16 44 35 - - - -
% 1.0 4.0 16.0 44.0 35.0 - - - -
17. Diversity is about tolerance of individual 
differences.

- - - - - 79.0 4.12 0.81 0.868

Count 0 3 18 43 36 - - - -
% % 0. 3.0 18.0 43.0 36.0 - - -

Note: Cronbach’s alpha = 0.857.
SD, standard deviation.

TABLE 5: Exploratory factor analysis of organisational diversity in recruitment 
and selection.
Sub-constructs of organisational 
diversity in recruitment and selection 

Principal components (latent factors)

1 2

Q18. Organisation attracts diverse 
individuals.

0.830 -

Q19. Organisation retains employees 
from different backgrounds.

0.872 -

Q20. Specific interview techniques 
are applied for diverse applicants.

- 0.849

Q21. Jobs are advertised in a language 
that accommodates diverse candidates.

- 0.871

Q22. Selection measures are not 
potentially unfairly discriminatory.

- 0.604

Cronbach’s alpha 0.697 0.756
Suggested sub-construct name Employee attraction 

and retention
Employee selection 

methods
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TABLE 8: Analysis of the construct of training and development.
Training and development Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

23. Training is offered for diverse social 
groups in my organisation.

- - - - - 45 3.25 1.12 0.889

Count 7 19 29 32 13 - - - -
% 7 19 29 32 13 - - - -

24. Our organisation promotes employee 
participation during diversity training.

- - - - - 44 3.26 1.08 0.885

Count 6 18 32 32 12 - - - -
% 6 18 32 32 12 - - - -

25. Training offered helps create awareness 
on individual differences.

- - - - - 48 3.29 1.09 0.905

Count 7 16 29 37 11 - - - -
% 7 16 29 37 11 - - - -

26. Training offered provides a platform for 
the free and open expression of beliefs.

- - - - - 57 3.45 1.07 0.921

Count 4 18 21 43 14 - - - -
% 4 18 21 43 14 - - - -

27. Employees are informed about diversity 
policies and initiatives during trainings in 
our organisation.

- - - - - 42 3.19 1.13 0.909

Count 7 22 29 29 13 - - - -
% 7 22 29 29 13 - - - -

Note: Cronbach’s alpha = 0.942.
SD, standard deviation.

TABLE 6: Analysis of the sub-construct of employee attraction and retention.
Organisational diversity in recruitment and selection Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

- Employee attraction and retention Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

18. Our organisation creates an organisational 
climate that attracts diverse individuals from the 
labour market.

- - - - - 69 3.86 0.83 0.795

Count 1 3 27 47 22 - - - -
% 1 3 27 47 22 - - - -

19. My organisation retains employees from different 
backgrounds.

- - - - - 75 3.87 0.97 0.551

Count 3 7 15 50 25 - - - -
% 3 7 15 50 25 - - - -

Note: Cronbach’s alpha = 0.697.
SD, standard deviation.

TABLE 7: Analysis of the sub-construct of employee selection methods.
Organisational diversity in 
recruitment and selection 

Frequency distribution Descriptive Latent factor 
(principal 

component) 
coefficient- Employee selection methods Strongly 

disagree
Disagree Neutral Agree Strongly  

agree
% Agree or 

strongly agree
Mean SD

20. In our organisation, specific interviewing 
techniques are applied when dealing with 
diverse applicants.

- - - - - 55 3.43 1.02 0.735

Count 5 13 27 44 11 - - - -
% 5 13 27 44 11

21. Our organisation advertises jobs in 
a language to accommodate diverse 
candidates.

- - - - - 65 3.52 1.01 0.684

Count 7 8 20 56 9 - - - -
% 7 8 20 56 9 - - - -

22. During recruitment my organisation 
ensures that selection measures are not 
potentially unfairly discriminatory.

- - - - - 67 3.79 0.96 0.820

Count 3 5 25 44 23 - - - -
% 3 5 25 44 23 - - - -

Note: Cronbach’s alpha = 0.756.
SD, standard deviation.

http://www.td-sa.net�


Page 11 of 22 Original Research

http://www.td-sa.net Open Access

were neutral, and only 7% and 19% strongly disagreed and 
disagreed, respectively. As indicated in the table, 44% of 
the respondents agree or strongly agree that their 
organisations promote employee participation during 
diversity training, 48% agree or strongly agree that training 
offered by their organisations helps create awareness on 
individual differences and 57% agree or strongly agree 
that the training offered provides a platform for the free 
and open expression of beliefs. Table 8 also indicates that 
42% of the participants agree or strongly agree with the 
assertion that employees in their organisations are 
informed about diversity policies and initiatives during 
trainings.

Exploratory factor analysis of performance appraisal
Exploratory factor analysis found that the construct of 
‘performance appraisal’ cannot be split into any sub-
constructs. The results of the construct are presented in 
Table 9. From the data in the table, 46% of the respondents 
believed that in their organisations, there are equitable 
systems for employees despite their individual differences, 
34% were neutral and 17% disagreed. About 43% of the 
respondents agreed or strongly agreed that their 
organisation involves all diverse stakeholders during the 
performance evaluation processes, and 37% were neutral. It 
is also indicated in the table that 48% of the participants 
agreed or strongly agreed that diverse populations are 
represented in their organisations’ staff complement for 
appraisal processes, and 39% remained neutral. 
Furthermore, 47% of the participants claimed that their 
performance appraisal techniques focus on appraising 
employees’ performance, not individual differences, whilst 
62% agreed or strongly agreed that employees in their 

organisations are offered opportunities for promotion, 
regardless of background or circumstances.

Exploratory factor analysis of reward and compensation
Exploratory factor analysis showed that the construct of 
reward  and compensation cannot be split into any sub-
constructs. The results of the construct are presented in 
Table  10.  The table indicates that 58% of the respondents 
agree or strongly agree that they feel recognised as 
employees despite their diversity, 25% were neutral. More 
than half of the respondents (56%) agree or strongly agree 
that their organisations have fair practices on reward 
systems despite individual differences, whilst 50% feel that 
their organisations provide equal pay for equal job despite 
individual differences and that their efforts match the 
rewards granted by their organisations.

Exploratory factor analysis of hope
The construct of ‘hope’ could not be split into any sub-
constructs after exploratory factor analysis. The results of the 
construct are presented in Table 11. The table indicates that 
85% of the respondents somewhat agree or agree or strongly 
agree that they see themselves as being successful at work, 
8% somewhat disagree, 2% disagree and 5% strongly 
disagree. It can also be inferred from the table that 91% of the 
respondents somewhat agree or agree or strongly agree 
that they can think of a way to get out of a jam should they 
find themselves in one at work, 6% somewhat disagree, 1% 
disagree and 2% strongly disagree. Most of the respondents 
(79%) somewhat agree or agree or strongly agree that they 
think of many ways to reach their current work goals and 
91% somewhat agree or agree or strongly agree and believe 
that there are many ways around any problem.

TABLE 9: Analysis of the construct of performance appraisal.
Performance appraisal Frequency distribution Descriptive Latent factor 

(principal 
component)
coefficient

Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

28. In our organisation, there are equitable 
systems for employees despite their 
individual differences.

- - - - - 46 3.37 1.02 0.781

Count 3 17 34 32 14 - - - -
% 3 17 34 32 14 - - - -
29. Our organisation involves all diverse 
stakeholders during the performance 
evaluation process.

- - - - - 43 3.24 1.05 0.862

Count 8 12 37 34 9 - - - -
% 8 12 37 34 9 - - - -
30. Diverse populations are represented on 
our staff complement for appraisal processes.

- - - - - 48 3.39 1.00 0.874

Count 7 6 39 37 11 - - - -
% 7 6 39 37 11 - - - -
31. Our performance appraisal techniques 
focus on appraising employees’ performance 
and not individual differences.

- - - - - 47 3.36 1.02 0.851

Count 7 8 38 36 11 - - - -
% 7 8 38 36 11 - - - -
32. Employees in my organisations are open to 
promotion regardless of background or 
circumstances.

- - - - - 62 3.63 1.09 0.642

Count 4 13 21 40 22 - - - -
% 4 13 21 40 22 - - - -

Note: Cronbach’s alpha = 0.861.
SD, standard deviation.
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Exploratory factor analysis of efficacy
Similarly, after conducting an exploratory factor analysis, it 
was found that the construct of efficacy cannot be split into 
any sub-constructs. Table 12 presents the results of the 
questionnaire items on efficacy. The data indicate that most 
of the participants (92%) feel confident in analysing a long-
term problem to find a solution and 98% also feel confident in 
representing their work area in meetings with management. 
Most of the respondents (92%) feel confident in helping to set 
targets or goals in their work area, whilst 89% somewhat 
agree or agree or strongly agree that they feel confident in 
presenting information to a group of colleagues.

Exploratory factor analysis of resilience
The construct of resilience could also not be split into any 
sub-constructs. Table 13, which represents the results of the 
questionnaire items on resilience, shows that 92% of the 

participants somewhat agree or agree or strongly agree 
that they usually manage difficulties in one way or another 
at work, whilst 90% claimed that they can recover from 
setbacks at work. Most of the participants (91%) also 
stated  that they feel that they can handle many things 
simultaneously in their job. 

Exploratory factor analysis of optimism
After conducting an exploratory factor analysis, it was found 
that the construct of optimism cannot be split into any sub-
constructs. Table 14 shows that 92% of the respondents 
somewhat agree or agree or strongly agree that they always 
look on the bright side of things regarding their jobs. The 
majority (92%) of respondents indicated that they approach 
their jobs as if every cloud has a silver lining, and 91% were 
optimistic about what will happen to them in the future as it 
pertains to work.

TABLE 10: Analysis of the construct of reward and compensation.
Reward and compensation Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Neutral Agree Strongly  
agree

% Agree or 
strongly agree

Mean SD

33. We all feel recognised as employees 
despite our diversity.

- - - - - 58 3.64 1.13 0.851

Count 4 13 25 31 27 - - - -
% 4 13 25 31 27
34. There is a fair practice on reward systems 
despite individual differences.

- - - - - 56 3.52 1.10 0.936

Count 5 13 26 37 19 - - - -
% 5 13 26 37 19
35. Our organisation provides equal pay for 
equal jobs despite our individual differences.

- - - - - 50 3.38 1.22 0.897

Count 12 7 31 31 19 - - - -
% 12 7 31 31 19 - - - -
36. Our efforts match the rewards granted 
by our organisation.

- - - - - 50 3.35 1.27 0.896

Count 12 12 26 29 21 - - - -
% 12 12 26 29 21 - - - -

Note: Cronbach’s alpha = 0.916.
SD, standard deviation.

TABLE 11: Analysis of the construct of hope.
Hope Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Somewhat 
disagree

Somewhat 
agree

Agree Strongly  
agree

% Somewhat 
agree or agree 

or strongly 
agree

Mean SD

37. Right now I see myself as being pretty 
successful at work.

- - - - - - 85 4.63 1.32 0.749

Count 5 2 8 25 30 30 - - - -
% 5 2 8 25 30 30 - - - -
38. If I should find myself in a jam at work, 
I could think of many ways to get out of it.

- - - - - - 91 5.02 1.07 0.802

Count 2 1 6 12 42 37 - - - -
% 2 1 6 12 42 37 - - - -
39. I can think of many ways to reach my 
current work goals.

- - - - - - 79 5.09 1.08 0.899

Count 5 4 12 35 44   - - - -
% 5 4 12 35 44 0 - - - -
40. There are a number of ways around 
any problem.

- - - - - - 91 5.09 1.14 0.841

Count 1 5 3 11 35 45 - - - -
% 1 5 3 11 35 45 - - - -

Note: Cronbach’s alpha = 0.835.
SD, standard deviation.
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TABLE 12: Analysis of the construct of efficacy.
Efficacy Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Somewhat 
disagree

Somewhat 
agree

Agree Strongly 
agree

% Somewhat 
agree or agree 

or strongly 
agree

Mean SD

41. I feel confident in analysing a  
long-term problem to find a solution.

- - - - - - 92 5.12 1.16 0.811

Count 2 4 2 11 34 47 - - - -
% 2 4 2 11 34 47 - - - -

42. I feel confident in representing my 
work area in meetings with management.

- - - - - - 89 5.06 1.24 0.960

Count 2 5 4 11 30 48 - - - -
% 2 5 4 11 30 48 - - - -

43. I feel confident in helping to set 
targets/goals in my work area.

- - - - - - 92 5.05 1.20 0.907

Count 3 4 1 12 37 43 - - - -
% 3 4 1 12 37 43 - - - -

44. I feel confident in presenting 
information to a group of colleagues.

- - - - - - 89 5.10 1.23 0.946

Count 2 5 4 8 32 49 - - - -
% 2 5 4 8 32 49 - - - -

Note: Cronbach’s alpha = 0.928.
SD, standard deviation.

TABLE 13: Analysis of the construct of resilience.
Resilience Frequency distribution Descriptive Latent factor 

(principal 
component) 
coefficient

Strongly 
disagree

Disagree Somewhat 
disagree

Somewhat 
agree

Agree Strongly 
agree

% Somewhat 
agree or agree 

or strongly 
agree

Mean SD

45. I usually manage difficulties one 
way or another at work.

- - - - - - 92 5.12 1.04 0.832

Count 1 2 5 11 38 43 - - - -
% 1 2 5 11 38 43 - - - -

46. When I have a setback at work, 
I manage to recover from it, moving on.

- - - - - - 90 5.07 1.17 0.915

Count 2 4 4 8 39 43 - - - -
% 2 4 4 8 39 43 - - - -

47. I feel I can handle many things 
at a time at this job.

- - - - - - 91 5.13 1.17 0.928

Count 3 2 4 8 36 47 - - - -
% 3 2 4 8 36 47 - - - -

Note: Cronbach’s alpha = 0.873.
SD, standard deviation.

TABLE 14: Analysis of the construct of optimism.
Optimism Frequency distribution Descriptive Latent factor 

(principal 
component)
coefficient

Strongly 
disagree

Disagree Somewhat 
disagree

Somewhat 
agree

Agree Strongly 
agree

% Somewhat 
agree or agree 

or strongly 
agree

Mean SD

48. I always look on the bright side of 
things regarding my job.

- - - - - - 92 5.15 1.13 0.874

Count 2 2 4 13 29 50 - - - -
% 2 2 4 13 29 50 - - - -

49. I approach this job as if every cloud has 
a silver lining.

- - - - - - 92 5.21 1.13 0.915

Count 2 3 3 8 32 52 - - - -
% 2 3 3 8 32 52 - - - -

50. I am optimistic about what will happen 
to me in the future as it pertains to work.

- - - - - - 91 5.00 1.23 0.814

Count 2 5 2 19 26 46 - - - -
% 2 5 2 19 26 46 - - - -

Note: Cronbach’s alpha = 0.833.
SD, standard deviation.
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Test of normality
In this study, a normality test was performed using the K-S 
test and the Shapiro-Wilk test. Kolmogorov-Smirnov test is 
an empirical distribution function (EDF) in which the 
theoretical cumulative distribution function of the test 
distribution is contrasted with the EDF of the data.97 The 
Shapiro-Wilk test is defined as one of the most popular tests 
for normality distribution diagnostics, which has good 
properties of power and is based on correlation within given 
observations and associated normal scores.98

The four constructs of PsyCap were measured on a six-
point Likert scale. The overall means of each of the four 
PsyCap are presented in Table 15. The results show that, in 
general, optimism has the highest score (mean = 5.120), 
followed by resilience (mean = 5.107), efficacy (mean = 
5.083) and, lastly, hope (mean = 4.958). The PsyCap 
variables were constructed by finding the means of the 
questionnaire items that fall under them. The measurement 
of overall PsyCap was obtained by averaging all the 
questionnaire items that fell under the four constructs that 
are listed in Table 15.

Psychological capital variables are dependent variables that 
are affected by diversity management practices; therefore, it 
was important to check the normality of these variables to 
decide whether parametric or nonparametric tests can be 
used. The normality tests are presented in Table 16. The 
results show that all four constructs of PsyCap and their 
overall measure are not normally distributed as all the 
p-values of the K-S and the Shapiro-Wilk tests are all less 
than 0.05, which indicate that there is significant departure 
from normality on all four variables and their overall 
measure.

As the response variables are not normal, it was not possible 
to carry out regression analysis or analysis of variance 
because these methods are based on the assumption of 

normality. The relationship between PsyCap variables as 
dependent variables and diversity management practices as 
independent variables was assessed by means of correlation 
analysis.

Correlation analysis of knowledge and 
understanding of diversity and psychological 
capital of employees
The Pearson correlation was used to test the hypothesised 
relationships of the key variables (diversity management and 
PsyCap).

Results in Table 17 show that whilst PsyCap variables 
are  highly correlated amongst themselves (correlations 
≥ 0.645), their correlations with ‘knowledge and 
understanding of diversity’ variables are rather low, 
although most of them are significant, and thus the 
‘knowledge and understanding of diversity’ variable has 
low effect size on PsyCap. Furthermore, the results show 
that the PsyCap variable of resilience is not correlated with 
the ‘knowledge and understanding of diversity’ variable of 
ethnic, gender and individual tolerance for progress 
(correlation = 0.186, p = 0.065). In terms of effect size, ranges 
of correlations between knowledge and understanding of 
diversity against all PsyCap variables have a wider range 
(more effect) for ethnic, gender and individual tolerance for 
progress (0.150 to 0.350) than for uniqueness and interaction 
(0.251 to 0.259).

Correlation analysis of specific human resource 
management practices where employees 
perceive diversity to be applied by management 
and psychological capital of employees
Results in Table 18 show that the diversity management 
practice variable of employee attraction and retention is 
significantly correlated to all PsyCap variables (all p-values 
<  0.05). Hope is not significantly correlated to employee 
selection methods (correlation = 0.151, p = 0.133) and 
training  and development (correlation = 0.171, p = 0.089) 
but  significantly correlated to the other three diversity 
management practices variables (p-values < 0.05): employee 
attraction and retention, performance appraisal, and 
rewards and compensation. In addition, the results show 
that the diversity management practices variable with 
the  least effect on PsyCap is training and development, 
which had the smallest correlation values with diversity 
management practice variables (0.167 ≤ correlation ≤ 0.242). 
Furthermore, the results also show that the diversity 
management practices variable with the least effect on 
PsyCap is training and development, which had the smallest 
correlation values with diversity management practice 
variables (0.167 ≤ correlation ≤ 0.242). In terms of effect size, 
ranges of correlations between diversity management 
practices against all PsyCap variables have a wider range 
(more effect) for employee selection methods (0.100 to 
0.302) and reward and compensation (0.302 to 0.405) than 
for all other practices.

TABLE 15: Summary statistics of the four constructs of psychological capital.
Descriptive statistics for 
psychological capital

N Minimum Maximum Mean SD

Hope 100 1.50 6.00 4.958 0.946
Efficacy 100 1.00 6.00 5.083 1.094
Resilience 100 1.33 6.00 5.107 1.005
Optimism 100 1.00 6.00 5.120 1.009
Overall psychological capital 
of employees

100 1.21 6.00 5.060 0.918

SD, standard deviation.

TABLE 16: Test of normality of psychological capital variables.
Variable Kolmogorov-Smirnov† Shapiro-Wilk

Statistic df p Statistic df p

Hope 0.183 100 0.000 0.864 100 0.000
Efficacy 0.230 100 0.000 0.797 100 0.000
Resilience 0.218 100 0.000 0.804 100 0.000
Optimism 0.192 100 0.000 0.815 100 0.000
Overall psychological 
capital of employees

0.153 100 0.000 0.850 100 0.000

†, Lilliefors significance correction.
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Discussion
Knowledge and understanding of diversity
In terms of uniqueness and interaction as the first sub-
construct of knowledge and understanding of diversity, the 
results show that respondents regard diversity as a unique 
set of individuals and they tolerate it. The results support 
the argument of Treuren et al.99 who indicated that because 
of the nature of hospitality industry, diversity is an essential 
factor that managers and employees should understand. 
Failure to fully understand the complexity of diversity may 
influence the effectiveness of diversity programmes or 
initiatives.100 Other findings also note that organisations that 
understand and value individual differences and learn how 
to effectively manage a diverse workforce reap the benefits 
for their success.101

Regarding ethnic, gender and individual tolerance for 
progress as the second sub-construct of knowledge and 
understanding of diversity, the results showed that diversity 
is well understood as essential for organisational sustainability 
and tolerance of individual differences is understood as a 
pillar for the organisation. These results are reaffirmed by 
Daniels100 who stated that although organisations are faced 

with challenges in understanding differences and instituting 
effective diversity management initiatives, managing diversity 
is an approach for creating an environment in which 
employees become aware of it and regard it as part of the 
ingredients for organisational success. Similarly, a recent 
study indicated that the more hospitality organisations 
evaluate and utilise their diversity policies and plan for the 
future, the more employees embrace them, and the more 
profit and value the organisation might gain.102 Despite these 
revelations, however, organisations in the hospitality industry 
still encounter difficulties in effectively managing cultural 
differences.40

Diversity management practices
The results of the sub-construct of employee attraction and 
retention under recruitment showed that the B&Bs attract 
diverse workforce. These results are in tandem with the 
findings that organisations such as B&B establishments are 
built around individuals who incorporate their diverse 
backgrounds, insights and experience to remain competitive.103 
In support, recent studies have pointed out that hospitality 
organisations by the nature of their strategic position 
employ people from different cultures, countries and regions; 
therefore, improving fairness and equal employment 

TABLE 17: Correlations of knowledge and understanding of diversity and psychological capital variables.
Pearson correlations Knowledge and understanding of diversity Psychological capital

Uniqueness and 
interaction

Ethnic, gender and individual 
tolerance for progress

Hope Efficacy Resilience Optimism

Knowledge and understanding of diversity

Uniqueness and interaction - - - - - -

Correlation - - - - - -
p - - - - - -
N - - - - - -

Ethnic, gender and individual tolerance for progress - - - - - -

Correlation 0.532** - - - - -
p 0.000 - - - - -
N 100 - - - - -

Psychological capital

Hope - - - - - -

Correlation 0.302** 0.352** - - - -
p 0.002 0.000 - - - -
N 100 100 - - - -

Efficacy - - - - - -

Correlation 0.277** 0.256* 0.739** - - -
p 0.005 0.010 0.000 - - -
N 100 100 100 - - -

Resilience - - - - - -

Correlation 0.270** 0.186 0.645** 0.883** - -
p 0.007 0.065 0.000 0.000 - -
N 100 100 100 100 - -

Optimism - - - - - -

Correlation 0.316** 0.362** 0.799** 0.726** 0.730** -
p 0.001 0.000 0.000 0.000 0.000 -
N 100 100 100 100 100 -

Overall psychological capital of employees - - - - - -

Correlation 0.321** 0.320** 0.886** 0.937** 0.897** 0.889**

p 0.001 0.001 0.000 0.000 0.000 0.000
N 100 100 100 100 100 100

*, Correlation is significant at the 0.05 level (2-tailed); **, Correlation is significant at the 0.01 level (2-tailed).

http://www.td-sa.net�


Page 16 of 22 Original Research

http://www.td-sa.net Open Access

opportunities is vital.40,104 These results also support the notion 
that, to capitalise on diversity, organisations need to ensure 
that recruitment and selection processes are not tainted by 
stereotyping and discriminations.43

On the contrary, other researchers argue that although 
many organisations seek to hire people of diverse 
backgrounds to increase the quality of decision-making and 
creativity, some strong cultures often seek to minimise 
diversity, thus missing out on the benefits derived from 
having a diverse workforce.105 Singh et al. also claimed that 
some SMEs owners and managers consider formal 

recruitment processes a waste of time and that their priority 
is to make high production and profit, thus creating the 
potential for discrimination to arise.106

With regard to the sub-construct of employee selection 
methods under recruitment, the results indicate that B&Bs 
are not discriminatory in their selection and recruitment 
activities. Selection criteria are viewed as a diversity 
management technique that also serves as a preventative 
measure to meet the challenge of a diverse workforce to 
prepare and select candidates with required attributes.107 
However, some studies108 have indicated that SMEs 

TABLE 18: Correlations of diversity management practices and psychological capital variables.
Pearson correlations Diversity management practices Psychological capital

Employee 
attraction and 

retention

Employee 
selection 
methods

Training and 
development

Performance 
appraisal

Reward and 
compensation

Hope Efficacy Resilience Optimism

Diversity management practices

Employee attraction and retention - - - - - - - - -

Correlation - - - - - - - - -
p - - - - - - - - -
N - - - - - - - - -

Employee selection methods - - - - - - - - -

Correlation 0.420** - - - - - - - -
p 0.000 - - - - - - - -
N 100 - - - - - - - -

Training and development - - - - - - - - -

Correlation 0.497** 0.507** - - - - - - -
p 0.000 0.000 - - - - - - -
N 100 100 - - - - - - -

Performance appraisal - - - - - - - - -

Correlation 0.587** 0.555** 0.677** - - - - - -
p 0.000 0.000 0.000 - - - - - -
N 100 100 100 - - - - - -

Reward and compensation - - - - - - - - -

Correlation 0.506** 0.414** 0.510** 0.693** - - - - -
p 0.000 0.000 0.000 0.000 - - - - -
N 100 100 100 100 - - - - -

Psychological capital

Hope - - - - - - - - -

Correlation 0.332** 0.151 0.171 0.325** 0.482** - - - -
p 0.001 0.133 0.089 0.001 0.000 - - - -
N 100 100 100 100 100 - - - -

Efficacy - - - - - - - - -

Correlation 0.387** 0.332** 0.217* 0.394** 0.462** 0.739** - - -
p 0.000 0.001 0.030 0.000 0.000 0.000 - - -
N 100 100 100 100 100 100 - - -

Resilience - - - - - - - - -

Correlation 0.368** 0.307** 0.242* 0.391** 0.351** 0.645** 0.883** - -
p 0.000 0.002 0.015 0.000 0.000 0.000 0.000 - -
N 100 100 100 100 100 100 100 - -

Optimism - - - - - - - - -

Correlation 0.358** 0.219* 0.167 0.319** 0.367** 0.799** 0.726** 0.730** -
p 0.000 0.029 0.096 0.001 0.000 0.000 0.000 0.000 -
N 100 100 100 100 100 100 100 100 -

Overall psychological capital of employees - - - - - - - - -

Correlation 0.400** 0.281** 0.220* 0.397** 0.468** 0.886** 0.937** 0.897** 0.889**

p 0.000 0.005 0.028 0.000 0.000 0.000 0.000 0.000 0.000
N 100 100 100 100 100 100 100 100 100

*, Correlation is significant at the 0.05 level (2-tailed); **, Correlation is significant at the 0.01 level (2-tailed).
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(including B&B establishments) are confronted with issues 
such as legislative requirements of equal employment 
opportunity and anti-discrimination when doing their 
recruitment and selection to the extent that they cannot evade 
recruiting and selecting from diverse contexts. The current 
results are also supported by a study indicating that to 
improve the management of workforce diversity in 
recruitment and selection, there should be a development of 
selection processes such as advertising for jobs in ethnic 
languages and the use of diversified hiring processes when 
dealing with culturally diverse candidates.109

In terms of training and development, the results reveal 
that  B&B establishments offer diversity training to their 
employees. To retain the already-hired diverse employees, 
studies have indicated that management should provide 
adequate training and development opportunities that can 
help eliminate group differences in career outcomes and 
generate respect for individual differences.110 In concurrence, 
Kalargyrou et al. emphasised the urgency of hospitality 
organisations in creating and conducting effective diversity 
training for their employees to increase their awareness.40 
Similar studies have advocated that diversity training is 
especially necessary in hospitality and other service segments 
because restaurants and hotels employ women and minorities 
in great numbers.111 Other recent research findings, however, 
contradict these results by indicating that owners-managers 
of B&B establishments ignore the training and development 
of employees as they consider it a costly exercise.112

In relation to the results on performance appraisal that 
indicated the activity is positively viewed in B&Bs, previous 
studies have found that there are various steps that an 
organisation can consider for improving its performance 
appraisal systems and practices within the diversity 
component. These include, amongst others, having diverse 
individuals as part of the panel discussions whilst evaluating, 
selecting and promoting.113 In support of this argument, 
Idowu52 outlined steps that can be taken to improve the 
effectiveness of performance appraisal practices in diversity, 
such as ensuring multicultural employees on panels that 
evaluate, select and promote, and using appraisal techniques 
that focus on appraising the individuals’ performance despite 
their differences. To ensure success, some researchers argue 
that it is essential that these appraisal techniques are 
transparent to employees.114 These results thus affirm that the 
B&B establishments under study were able to differentiate 
employee performance from ethnicity and non-performance-
related attributes as recommended by Dipboye.115 

Contrastingly, however, the research finding indicates that 
employees in the hospitality sector are sometimes faced with 
challenges of managers who conduct appraisals showing 
discrimination in one way or the other.116 This was 
corroborated by previous research which reported that 
adapting performance appraisal techniques to cater for 
diverse employees may be a challenge and difficult for 
managers, and, if not handled appropriately, may have a 
detrimental effect on organisational production.117

The results on reward and compensation indicate that 
employees regard fairness in compensation as good despite 
their differences. The results contradict the claim that 
amongst the multitude of challenges related to gender 
diversity, the most prevalent issue is the equity earnings gap 
between the gender groups.114 Similarly, recent findings 
indicated that pay inequality, especially gender income 
inequality, remains a significant issue in diversity 
management.118 Idowu52 supported the current findings by 
stating that managers who implement a performance-based 
pay system ensure that there is equal pay for equal job to 
avoid unexplained difference, which according to some 
researchers may result in loss of motivation and lower job 
satisfaction.119 The idea that performance-based systems 
which do not rely on individual differences can help to 
reduce wage disparities for diverse employees is supported 
by the notion that varieties in pay should not be arbitrarily 
between the different individuals.120 

Psychological capital
With regard to hope as a PsyCap dimension, the results 
indicate that most of the employees had high hope of their 
future endeavours as employees. These results are supported 
by the argument that individuals are motivated to achieve 
goals through their sense of work.121 This fosters internal 
determination and willpower to invest the energy necessary 
for achieving the desired goals, with hopeful individuals 
being more motivated by the desire to develop ways to get 
things that they want. This means that when B&B employees 
continue to have hope, they might be able to identify, clarify 
and pursue ways to succeed, despite external challenges 
such as competition in the sector. This in turn allows them to 
generate multiple pathways to continuously envision goal 
attainment and success as they prepare to create alternative 
routes in the face of obstacles blocking their current path.122

Respondents in this study showed a high sense of self-
efficacy, and these results are supported by a previous study 
showing that when individuals have a high self-efficacy, they 
are willing to take on challenging tasks, extend their 
motivation and effort to achieve goals and to persist in the 
face of adversity.69 In the case of B&B, this could mean that 
despite their inability to be sustainable, their employees are 
willing to put in more effort. These results thus reaffirm that 
employees can create their own discrepancies by continuously 
challenging themselves and setting higher goals.75

In terms of resilience, the results indicate that employees 
also have high resilience attitudes. Numerous researchers 
have reaffirmed this finding by indicating that because of 
the nature of the work that the employees in B&B perform, 
resiliency comes from the ability to move on after a stressful 
experience or event, such as personal adversity, conflict 
and/or failure with a customer.123 Ferreira75 further suggests 
that to develop resiliency, employees need to create and 
prioritise a list of resources, which will enable them to 
accomplish goals.
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The results on optimism also indicate that employees are 
highly optimistic. The results confirm that they expect 
positive and desirable events in the future and tend to 
attribute their success to themselves, whereas failures are 
attributed to external factors specific to the situation.75 
Contrary to this, Tabaziba76 indicated that optimism may, 
however, dysfunction in the workplace as employees who 
are physically healthy may be pessimistic about their health 
in the future and neglect their physical and nutritional 
maintenance at the present. To address these, Ferreira75 
suggested that managers need to construct a more realistic 
optimism for employees, which involves an objective 
assessment of what an individual can accomplish within a 
specific context (such as B&B) taking into consideration the 
available time and resources.

Relationship between diversity management 
practices and psychological capital
In terms of the relationship between diversity management 
practices and PsyCap, the results reveal that when B&B 
establishments attract and retain diverse employees, this will 
positively affect the employees’ PsyCap. Employee retention 
is a critical issue and a challenge for organisations because it 
costs organisations in terms of recruiting, selecting and 
training new employees.124 However, doing it in a way that 
shows diversity and does not discriminate (e.g. by using a 
variety of selection methods and using diverse retention 
methods) might increase the employees’ hope, efficacy, 
resilience and optimism. 

Contrary to the above results, some empirical evidence found 
that hospitality managers face some of the lowest employee 
retention rates because of lack of strategies to manage or deal 
with the nature of diverse employees in the industry.125 
Usually, this has resulted in staff resignations, loss of 
customer satisfaction and poor profitability. Similarly, some 
researchers have found that young hospitality employees are 
making themselves available to replace the ageing workforce 
in the industry; however, when the younger workers 
experience constriction of diversity (which can be viewed as 
stifling their hope and optimism), they leave.126 When this 
happens, valuable knowledge is lost to the industry.127

A research conducted in China amongst Chinese restaurants 
indicated that having clear career paths or promotion routes 
that are universally recognised by employees make the 
employees feel hopeful, thus showing positive organisational 
behaviours.128 In concurrence, some researchers posit that 
recognising the efforts and input of employees, providing 
opportunities for employee participation in the management 
and empowering and delegating challenging tasks to 
employees are some of the diverse techniques used to 
eliminate low employee retention rates.124 Empirical evidence 
has shown that such retention strategies have the potential to 
enhance employees’ optimism.125

The results showing the correlation between hope and 
performance appraisal affirm previous findings which 

indicate that the use of performance appraisals in 
organisations contributes positively to employee motivation.52 
Similarly, the findings of other researchers demonstrate that 
performance appraisal systems strongly affect employees’ 
willingness to work and commit to their jobs or the 
organisation itself.129 In addition, it has long been confirmed 
that when performance appraisal is implemented fairly, 
employees become satisfied and it reflects on their work 
output and performance.130 These studies suggest that when 
performance appraisal is fair and precise, employees will be 
hopeful and motivated to put more effort to achieve positive 
goals. Eyoun et al. suggested that the implementation of 
performance appraisal shapes the personal goals of 
employees and gives them hope.131 In concurrence, research 
findings note that for an organisation to obtain employee 
commitment, it should ensure that performance appraisal 
is  well understood, fair and clearly communicated to 
employees.132 This means that a well-communicated 
performance appraisal process could trigger high levels of 
commitment and hope for a better future in the organisation 
for the employees. Levan133 summarised that employees’ 
commitment and hope are affected by the organisation’s 
ability to create and implement fair performance appraisals. 

The results also show that the diversity management 
practices variable with the least effect on PsyCap is training 
and development (0.167 ≤ correlation ≤ 0.242). These results 
are in contrast with the research findings, which revealed 
that hospitality managers reacted most positively when 
asked whether diversity training made them better managers 
and least positively when asked whether their own job 
performance improved after diversity training.111 In the 
present study, the results could therefore mean that, although 
B&Bs offer diversity training for employees, it is more 
beneficial for the establishment or organisation than for 
employees’ personal growth and well-being. 

In concurrence with the above assumption, researchers argue 
that even though properly designed diversity training may 
influence employee attitude, there is little evidence that it 
changes employee behaviour.40 In contrast, other findings 
maintain that through diversity training, it is likely that 
employees will benefit from a range of psychological 
resources that will allow them to take a positive perspective 
about their new environment and safeguard them against 
setbacks (resilience).90 Similarly, recent studies have claimed 
that PsyCap may positively relate to employee motivation in 
a training and development context134, whilst other research 
findings concurred that diversity training is also shown to be 
positively related to employees’ stated levels of difficulty and 
magnitude in coping with diversity initiatives – which could 
be construed as related to a sense of hope.135

The diversity management practice pertaining to reward and 
compensation has the highest effect on PsyCap variables, 
with ranges of correlations higher than the other four 
diversity management practices (0.351 ≤ correlation ≤ 0.482), 
with performance appraisal and employee attraction and 
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retention following, then employee selection methods, and 
training and development with the lowest effect size. These 
results are supported by the research study conducted by 
Mabaso59, which reported that rewards and compensation 
play a significant role in motivating employees whilst 
ensuring a high level of performance and work stability. At 
the same time, previous findings confirmed that motivated 
employees have resilience and tend to develop high self-
efficacy for themselves.136 In concurrence, recent research 
notes that when employees are provided with higher levels 
of rewards, they tend to put more effort into their work, 
which might result in high levels of optimism.137 However, 
previous research had claimed that if employees are not 
satisfied with the rewards and compensation put in place, it 
will result in lower levels of optimism.138 Furthermore, it has 
been found that when employees are satisfied financially and 
psychologically, they can perform their work successfully 
and have hope of growing in their career.139 Contrary to the 
current result, some findings also revealed that there is a 
negative relationship between rewards and employees’ self-
efficacy.140 This was, however, challenged by recent research 
findings that showed that employees’ self-efficacy is 
positively influenced by fair and equal rewards.141

Practical implications
In terms of employees’ knowledge and understanding of 
diversity, the study results supported the argument that 
because of the nature of hospitality industry, diversity is an 
essential factor that managers and employees should 
understand. Thus, for B&Bs to have a sustainable future, they 
should continue learning about and understand diversity 
valuing cultural differences and effectively managing their 
diverse workforce. Such an approach can be complemented 
by continuously implementing diversity management 
practices in their human resource functions as well as 
providing adequate training and development opportunities 
that can help to eliminate group differences in career 
outcomes and generate respect for individual differences to 
retain diverse employees. 

Bed and breakfast establishments also need to continue 
embracing and investing more in their human resource 
functions, in different ways, to develop and build employees’ 
PsyCap. Alternative strategies such as coaching to make their 
employees understand their psychological strengths can be 
utilised to promote employees’ psychological states. 

It is also recommended that B&Bs correctly implement fair 
diversity management practices because this might motivate 
and develop employees positively, as well as contribute to 
increased productivity, at the same time positively 
influencing employees’ PsyCap. 

Limitations and recommendations
It is important that the readers of the study note that not much 
conclusive research has been conducted in the field of both 
diversity management and PsyCap issues in the hospitality 

sector. The results of this study should not be generalised to 
other settings. The author, therefore, advises that apart from 
the owners or managers of the B&Bs who contributed to the 
research findings of this study, others should use the results as 
just one available option or background for future studies.

Furthermore, it should be noted that B&Bs that are operated 
by owners were not considered to avoid biased responses; 
some B&Bs meeting the selection criteria blatantly refused to 
participate. With the remaining and willing B&Bs, there was 
a challenge with their availability. Some indicated that they 
were very busy and promised to participate when and if they 
can; however, after numerous follow-ups, a few participants 
eventually refused to participate.

Despite the above limitations, the study holds important 
recommendations that wish to promote sustainability within 
the B&Bs. The sample size that was used in this study is too 
small and is not a reflection of all the South African B&B 
establishments. Therefore, a research with a larger sample 
size should be conducted in future, covering other areas in 
the country at large. In addition, future research could 
conduct and investigate further on the relationship between 
diversity management practices and PsyCap of employees 
by incorporating the views of the employers. Furthermore, 
future research could use qualitative research (interviews) to 
corroborate data.

Conclusion
This study contributes to the limited research regarding 
diversity management practices and PsyCap, specifically 
within the B&B establishments. The study found that correct 
and implemented diversity management practices have a 
positive influence on employees’ PsyCap. From a practical 
perspective, B&Bs should consider implementing fair 
human resource management practices to ensure motivated 
employees. By doing so, B&Bs are likely to promote high 
productivity, performance and sustainability for growth and 
survival.
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