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Abstract
In teams for construction projects, it is likely that several team characteristics can affect 
team members’ psychological wellbeing. Using data drawn from team members across 
diverse industries, a model is proposed to examine interactions and relationships between 
team size, managers’ and colleagues’ social support, social stressors and cultural 
diversity amongst team members, and team members’ psychological wellbeing. The 
aim of this research was to juxtapose our findings with construction teams to provide 
lessons for construction managers. An online survey was conducted to collect data. A 
total of 981 usable returns were obtained. Structural equation modelling was used to 
test hypotheses. The results show that team size is associated with an increase in social 
stressors. Manager and colleague support are each negatively associated with social 
stressors, and manager support is positively associated with psychological wellbeing, 
whilst colleague support is not. Manager support was found to be positively associated 
with support from colleagues. Social stressors are negatively related to psychological 
wellbeing, and cultural diversity is not associated with social stressors. The results 
highlight the importance of providing adequate social support and fostering a supportive 
work environment. Training programmes for construction workers, including their 
managers, that emphasise the importance of social support are a valuable strategy. We 
recommend equipping construction teams and their managers with the necessary skills 

1 DECLARATION OF CONFLICTING INTEREST The author(s) declared no potential conflicts of interest with  
respect to the research, authorship, and/or publication of this article. FUNDING The author(s) received no  
financial support for the research, authorship, and/or publication of this article.

https://doi.org/10.5130/wbqaqs26
https://doi.org/10.5130/wbqaqs26
https://epress.lib.uts.edu.au/journals/index.php/AJCEB
https://epress.lib.uts.edu.au/journals/index.php/AJCEB
https://epress.lib.uts.edu.au/journals/index.php/AJCEB
mailto:Katrin.leifels@rmit.edu.au
https://doi.org/10.5130/wbqaqs26


to achieve this. Our study underscores the vital role of social support from the manager in mitigating 
the negative impacts of social stressors, thereby promoting psychological wellbeing amongst team 
members.
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Introduction
Psychosocial demands and stress have received increased awareness across all industries. The reasons behind 
these trends are the high costs associated with work-related stress (Hassard et al., 2018). In addition, new 
legislation requires the identification and mitigation of psychosocial risks at workplaces (see, for instance, 
SafeWork NSW, 2021).

Psychosocial demands and mental health issues vary across industries. The construction industry is 
characterised by its elevated risk levels and potential hazards (Cheung & Zhang, 2020) and is defined by a 
highly demanding psychosocial work environment (Boschman et al., 2013), contributing to stress, anxiety 
and a reduced level of mental health amongst construction workers (Sun et al., 2022; Zhang et al., 2023; 
Roy et al., 2024; Firose et al., 2025). Different forms and levels of diversity, including professional and 
cultural differences, amongst team members in construction projects are common (Wu et al., 2019). Whilst 
cultural diversity can be associated with a variety of positive outcomes, such as increased creativity (Li et al., 
2017), research has found that cultural diversity can also be associated with negative outcomes. For instance, 
cultural diversity, if mismanaged, can lead to increased safety risks on construction sites (Loosemore et al., 
2011). Construction workers who do not speak English as their first language are exposed to increased 
safety risks due to their inability to understand basic instructions, which can also increase the safety risks of 
workers around them (Trajkovski & Loosemore, 2006; Loosemore et al., 2011).

In addition to the work environment itself, cultural differences within construction teams can 
significantly affect a project’s success, as culturally diverse teams experience an increased prevalence of 
conflict. Culturally diverse teams can generate additional pressures and complex conditions that may 
not occur in non-diverse teams, such as communication barriers and discrimination (Miller et al., 2000). 
However, research on the occurrence and the effects of psychosocial and resource demands that arise from 
the prevalence of cultural diversity in work settings is still sparse. Instead, most studies have focused on 
psychosocial demands and resources associated with the work or workplace itself (see, for instance, Soucek 
et al., 2024) rather than those that arise from the direct interaction with members from different cultures. 
Moreover, existing studies have not transferred their findings to the specific environment of the Australian 
construction industry, whose mental health is often poorer compared with that of the rest of the Australian 
population (Lingard & Turner, 2015).

Our study addresses the current lack of research on psychosocial demands and resources associated with 
cultural diversity and will focus on the specific environment of the construction industry. We aim to provide 
insights on how to mitigate existing demands and increase helpful resources to improve the mental health 
and wellbeing of construction workers. Specifically, our research aims to identify suitable training initiatives 
and interventions for construction managers that can mitigate the negative effects of cultural diversity on 
individual team member wellbeing.

Literature review and hypotheses
We used the job demands–resource ( JD-R) model as a theoretical framework (Demerouti et al., 2001; 
Bakker & Demerouti, 2017). According to the JD-R model, workplace conditions can be categorised into 
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job demands and job resources (Taris & Schaufeli, 2015). Demands, also termed stressors, are all those job 
aspects that require effort and have the potential to affect health negatively (Geurts & Sonnentag, 2006). 
Examples of work stressors include time pressure and a heavy workload. Resources, however, are factors 
that assist workers to achieve goals or reduce stressors and their concomitant negative effects on health 
(Bakker & Demerouti, 2017). Examples of such resources include decision latitude and social support. The 
JD-R model suggests that an individual’s psychological wellbeing is a function of stressors and resources 
experienced in the work environment (Lattrich & Büttgen, 2020; Radic et al., 2020; Salas-Vallina et al., 
2020).

Lesener et al. (2019) reviewed 74 longitudinal studies using the JD-R model as a theoretical framework. 
They validated the causal relationships between excessive job stressors and health impairments, as well as 
between poor job resources and health impairments.

We propose to extend the JD-R model by adding social demands and social resources to the framework. 
There is significant extant literature underscoring the impacts of social stressors and social resources on 
individual wellbeing (Gerhardt et al., 2021). Social stressors can be described as poor interactions with 
others (Sonnentag, 2003). They focus on social interactions rather than stressors occurring from the work 
or work environment. Gerhardt et al. (2021) conducted a meta-analysis of 557 studies, underscoring 
the adverse effects of social stressors on health and wellbeing, and emphasised their prevalence in the 
workplace. The prevalence of social stressors may even be increased in a culturally diverse environment. 
For instance, cultural differences between individuals may reflect themselves in the form of differences in 
values, behaviours, beliefs and language (Gelfand et al., 2007; Stahl & Maznevski, 2021). Based on these 
differences, it is hypothesised that:

H1. Cultural diversity amongst team members is positively associated with social stressors.

Some researchers highlight preferences about the optimal number of members working together as a 
team, even though there seems to be no “magic number in team size” (Aubé et al., 2011, p. 357). However, 
there is some evidence that a bigger team or too many teams may be positively associated with social 
stressors (Aubé et al., 2011; Mistry et al., 2023). This argument assumes that working in a team becomes 
more difficult as the team becomes bigger. Indeed, Aubé et al. (2011) supported a positive relationship 
between team size and different types of counterproductive behaviours, such as parasitism, interpersonal 
aggression, boastfulness and misuse of resources. Hence, it is hypothesised that:

H2. Team size is positively associated with social stressors.

Several studies have explored the effects of social support, which can be defined as “the perception or 
experience that one is loved and cared for by others, esteemed and valued, and part of a social network of 
mutual assistance and obligations” (Taylor, 2011, p. 189). They support the generally negative association 
that social support has with social stressors (Dormann & Zapf, 1999; Jolly et al., 2021). For example, 
Dormann and Zapf (2004) found a negative relationship between customer-related social stressors and 
social support provided by their manager. Earlier, Dormann and Zapf (1999) reported a significantly 
negative relationship between social support provided by colleagues and social stressors. Based on these 
findings, it is hypothesised that:

H3. Managers’ social support is negatively associated with social stressors.

H4. Colleagues’ social support is negatively associated with social stressors.
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Figure 1.	 Theoretical model of team member wellbeing.

Moreover, it is predicted that social support provided by managers will be positively associated with 
co-worker support. This assumes that the manager acts as a role model and that subordinates adopt their 
modelled behaviour. Thus, it is hypothesised that:

H5. Managers’ social support is positively associated with colleagues’ social support.

Research has highlighted the positive effects of social support on mental wellbeing (Taylor, 2011; Fila 
et al., 2017). A study of 5,877 employees in Switzerland by Hämmig (2017) found that social support 
provided by managers’ is a key resource at work. In his study, participants without perceived social support 
from their manager have a significantly higher prevalence of poor health. Based on this finding, it is 
hypothesised that:

H6. Managers’ social support is positively associated with psychological wellbeing.

The influence of social support on employees’ wellbeing has also been studied (Guidetti et al., 2018). 
Several studies have supported a positive relationship between social support and psychological wellbeing 
and health (e.g., Stansfeld et al., 1999; Viswesvaran et al., 1999; Chu et al., 2010; Woodhead et al., 2016). 
A positive relationship has been found between social support from colleagues and the individual’s 
psychological wellbeing (e.g., Baruch-Feldman et al., 2002). In line with these findings, it is hypothesised 
that:

H7. Colleagues’ social support is positively associated with psychological wellbeing.

Social relationships are very important for an individual’s wellbeing (Lansford et al., 2005). However, 
research has indicated that social stressors can be a risk to health and wellbeing (Dormann & Zapf, 2004; 
Gerhardt et al., 2021; Leifels & Bowen, 2021). Gerhardt et al. (2021), in their meta-analysis of 557 studies, 
revealed a negative relationship between social stressors and psychological wellbeing. Lim et al. (2008) 
found a negative association between workgroup incivility and psychological wellbeing, which also indirectly 
mediated the effects on physical health. Based on these findings, it is hypothesised that:

H8. Social stressors are negatively associated with psychological wellbeing.
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Building on the literature review and the hypotheses posited, Figure 1 depicts the proposed research 
(theoretical) model and the relationships to be analysed.

Methodology and approach

PARTICIPANTS AND SETTING

Data were originally collected using a purposive cross-sectional online questionnaire survey available in 
both German and English. We used the committee approach based on Rippl et al. (2015) to translate all 
questionnaire items from German to English and to back-translate from English to German. Some of the 
items needed to be modified as part of the translation/back-translation process to ensure common meaning. 
The suitability of the items in German and English was assessed through four rounds of testing, including 
test–retests and parallel tests with various convenience samples, before distributing the questionnaire. The 
size of the convenience sample was calculated based on Israel’s (1992) sample size formula. According 
to Israel’s (1992) equation, the researchers required a sample size of n = 384 valid responses. Data were 
collected between December 2015 and April 2016 using the online platform Qualtrics. Links to the 
Qualtrics survey were shared on social and professional networks, a panel and company newsletters using a 
snowball approach. In order to be eligible to participate in the survey, individuals had to work in a team with 
at least two other individuals and interact with their team members face-to-face. Although the platform link 
was accessible worldwide, most data were collected in Germany, Austria and Australia. The questionnaire 
evaluated the occurrence and effects of social stressors and social resources in work teams and their effects 
on individual psychological wellbeing. The questionnaire also included demographic information, specifically 
gender, age, nationality and the number of different nationalities within their work team. Using nationality 
as a criterion for cultural diversity aligns with the approaches taken by other researchers, such as Ayub and 
Jehn (2018) and Hajro et al. (2017).

MEASURES

Table 1 depicts the factors of interest, with their corresponding items and measures.
The items assessing social stressors were drawn and adjusted from Bruk-Lee (2006), George (1992), Jehn 

(1995), Anderson and West (1998), Simons and Peterson (2000), Müller (2013) and Sternthal et al. (2011).
The items measuring both managers’ and colleagues’ social support were drawn from Macdonald (1998). 

The items were slightly modified to make them more suitable within the context of social support perceived 
to be forthcoming from team colleagues and the manager.

The items used to capture psychological wellbeing were drawn from Ducki (1998).

DATA ANALYSIS

Various descriptive and bivariate analyses were conducted using IBM SPSS ver. 29. Descriptive statistics 
of the characteristics of the sample in terms of age, gender, nationality, work experience and time working 
in their current work team were used to describe the sample characteristics. Correlation analysis was 
performed to explore the associations between the key constructs of interest. To validate the factorial 
structure of the constructs of interest, confirmatory factor analysis was performed using AMOS ver. 29 
(Arbuckle, 2019). Six model fit indices were applied to assess the level of model fit, namely, χ2/df ratio (less 
than 4), goodness of fit index (≥0.95), Bollen’s incremental fit index (IFI ≥ 0.95), Tucker–Lewis index (TLI 
≥ 0.95), Bentler’s comparative fit index (CFI ≥ 0.95), root mean square error of approximation (RMSEA < 
0.06) and Hoelter’s critical N (≥200). For factor loadings, a minimum value of 0.5 is considered acceptable, 
whilst values of 0.7 and above are deemed strong. Model improvements were evaluated using the chi-square 
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Table 1.	 Composite scales and associated items (n = 981).

Items Response options

1. Demographic characteristics

Team size Number of team 
members

Level of diversity Number of 
nationalities 

represented in the 
team

2. Social stressors (SS) (scale score range: 12–60)

In my team:

SS1. Differences in opinion arise regarding the timing of undertaking 
a task 

Never = 1 to very 
often (almost daily) = 5

SS2. Differences of opinion arise regarding the way of executing a 
task 

SS3. Personal differences occur

SS4. Confrontations arise between colleagues

SS5. Members of the team distrust each other 

SS6. There is mistrust 

SS7. Misunderstandings arise during collaborations 

SS8. Team members’ statements are misunderstood 

SS9. Some team members are treated unfairly 

SS10. Some team members are treated with less respect than other 
team members 

SS11. Some team members take it easy if other team members are 
around to do the work 

SS12. Some team members put in less effort than other members of 
the team 

3. Social support – supervisor (MSS) (scale score range: 4–20)

In my team:

MSS1. I can count on specific assistance from my line manager Does not apply at 
all = 1 to applies 
completely = 5MSS2. My line manager shows me that he/she values me 

MSS3. My line manager advises me when I must make a difficult 
decision 

MSS4. My line manager praises me when I do well 

Leifels et al.

Construction Economics and Building,  Vol. 26, No. 3/4  20266



difference test. Upon validation of the factorial structure, unweighted scale scores were computed by 
summing the scores of the corresponding constituent items and reverse scoring when deemed appropriate. 
In all instances, higher scores indicate elevated levels of the respective constructs of interest. Cronbach’s 
alpha was employed to evaluate the internal consistency of each scale, with alpha > 0.7 deemed acceptable 
(Hair et al., 2014).

Convergent validity at the scale level was examined using three variables (SEW1, SEW2 and SEW3) 
from the same study based on face validity and is shown in Table 1. For instance, “Even if I am feeling 
stressed, I am always friendly and polite to others” (SEW1). Pearson’s correlation coefficients (for continuous 
variables) were utilised to assess convergent and divergent validity.

Lastly, the proposed theoretical model (structural model) was subjected to structural equation modelling 
analysis. This approach aimed to explore the hypothesised causal relationships amongst demographic 
characteristics, social stressors, social support from managers, social support from colleagues and 
psychological wellbeing-related consequences.

Items Response options

4. Social support – colleagues (CSS) (scale score range: 4–20)

In my team:

CSS1. My colleagues value what I do for them Does not apply at 
all = 1 to applies 
completely = 5CSS2. There is at least one colleague who would offer me specific 

assistance even if I didn’t ask for it

CSS3. My colleagues give me good advice when I have problems 

CSS4. My colleagues show that they care about me 

5. Psychological wellbeing (WB) (scale score range: 5–25)

WB1. I can hardly switch off after work (R) Never = 1 to very 
often (almost daily) = 5

WB2. I feel tired and exhausted (R)

WB3. I sense inner nervousness and tension in me (R)

WB4. I feel overwhelmed (R)

WB5. I suffer from sleep irregularities (problems falling asleep, 
problems staying asleep, etc.) (R)

Convergent validity variables (SEW) (score range: 3–15)

SEW1. Even if I am feeling stressed, I am always friendly and polite to 
others
SEW2. In an argument, I always remain objective and stick to the 
facts

Does not apply at 
all = 1 to applies 
completely = 5

SEW3. When talking to someone, I always listen carefully to what the 
other person says

Note. (R) indicates item was reverse coded.

Table 1.  continued
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Results

CHARACTERISTICS OF THE SAMPLE

Within the final dataset (n = 981), a minority of participants were male (42%). The age ranged from 18 to 
69 years (M = 39 years; SD = 11.1), with a median of 37 years. Experience in their present team ranged 
from 0 to 37 years (M = 4.8; SD = 5.7), with a median of 2.8 years. Team sizes fluctuated between 3 and 
30 members, whilst the diversity of nationalities within teams ranged from 1 to 20. The population consisted 
of team members drawn from a variety of industries and disciplines, predominantly from the aviation and 
manufacturing industries.

DATA CLEANING AND MISSING VALUES

The total number of cases was n = 1,116. Cases from participants who reported working in teams with fewer 
than 3 or more than 30 people were excluded from the dataset (n = 97). Additionally, one case involving a 
participant under the age of 18 years (n = 1) was removed. The authors conducted across-scale and within-
scale missing value analyses using Little’s missing completely at random (MCAR) test (χ2 = 1,495.119, df = 
1351, p = 0.004). Based on the results of the MCAR test, 37 cases were deleted, resulting in a final sample 
of n = 981. Within-scale analysis indicated that items on all four scales exhibited missing values. No item 
indicated more than 0.6% missing data. This was followed by Little’s MCAR test applied to each of the four 
scales. Little’s MCAR test suggested that the assumption of missing values for all item values was missing 
completely at random and was tenable, as follows: SS (χ2 = 38.854, df = 44, p = 0.691, range 0.1–0.6%), MSS 
(χ2 = 4.458, df = 3, p = 0.216, range 0.3–0.4%), CSS (χ2 = 4.926, df = 9, p = 0.841, range 0–0.1%) and WB 
(no missing values).

For the across-scale analysis (χ2 = 399.960, df = 406, p = 0.575, range 0–0.6%), Little’s MCAR test 
revealed that the missing values for all items were missing completely at random. The extent of missing 
values was low for each scale, with less than 0.6% missing values. We adopted multiple imputation using the 
expectation–maximisation algorithm, leading to a 981-case dataset with no missing values for the variables 
of interest.

CORRELATION ANALYSIS

An overview of the correlations between the different types of social support, social resources and 
psychological wellbeing is shown in Table 2.

Table 2.	 Correlations between the constructs of interest (n = 981).

Constructs M SD SS MSS CSS WB

1. Social stressors 
(SS)

27.152 8.306 (0.92)

2. Social support – 
manager (MSS)

14.095 4.238 −0.393*** (0.91)

3. Social support – 
colleagues (CSS)

15.408 3.029 −0.467*** 0.484*** (0.79)

4. Psychological 
wellbeing (WB)

16.399 4.595 −0.316*** 0.278*** 0.228*** (0.85)

Note. ***p < 0.001 (one-tailed test). Internal consistency reliability (α) values are shown in parentheses on the diagonal.
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All correlations were significant, p < 0.001 (one-tailed). Regarding direction of association, social stressors 
were negatively associated with both social support from managers and social support from colleagues, as 
well as with psychological wellbeing. Social support from managers was positively associated with both 
social support from colleagues and psychological wellbeing. Lastly, social support from colleagues was 
positively associated with psychological wellbeing. The magnitude of the strengths of relationships varied 
between small (0.10 to 0.29), medium (0.30 to 0.49) and large (≥0.50). The strength of the relationships 
between wellbeing and each of social stressors and social support from the manager was small, and with 
social support from colleagues, the strength of the relationship was also small. Notably, the association 
between social support from the manager and social support from colleagues was of medium strength.

CONFIRMATORY FACTOR ANALYSIS

A measurement model based on the four latent factors was developed and tested. Whilst team size and 
diversity level were not included as constructs in the measurement model, they were incorporated into the 
structural model as observed variables.

The fit indices for the 25-item, four-factor measurement model indicated a marginally acceptable fit to 
the data (χ2/df ratio = 6.059, IFI = 0.901, TLI = 0.890, CFI = 0.901, RMSEA = 0.072, 95% CI (0.069–
0.075) and Hoelter (95%) = 186). All factor loadings were statistically significant (p < 0.001), with most 
items demonstrating strong loadings onto their respective factors (>0.70). Item SS1 had a borderline factor 
loading of 0.486 but was retained, as it was only marginally below the threshold. The modification indices 
suggested the necessity of including several correlated error terms, specifically within the colleagues’ social 
support and managers’ social support factors. A possible explanation for this was the similarity in the 
wording of the relevant questions. All suggested error term covariances were amongst items within their 
respective constructs, so the overall integrity of the measurement model was retained. These modifications 
were made, and the model was re-run.

The revised model proved a good fit to the data (χ2/df ratio = 2.907, IFI = 0.964, TLI = 0.958, CFI = 
0.964, RMSEA = 0.044, CI 95% (0.040–0.048) and Hoelter (95%) = 388). All factor loadings were 
strong and statistically significant (p < 0.001). The chi-square difference test indicated that this model was 
significantly improved by permitting these items’ error terms to correlate (Δχ2(6) = 775.804, p < 0.001). No 
additional adjustments were required, and the adequacy of the measurement model’s dimensionality was 
affirmed.

INTERNAL CONSISTENCY

The internal consistency of the four scales varied from good to excellent, ranging from 0.79 to 0.92 (see 
Table 2). Moreover, for all scales, the corrected item-total correlation values exceeded 0.50 (indicative of 
very good discrimination), with the notable exception of item SS1 (0.476), “Differences in opinion arise 
regarding the timing of undertaking a task”. Again, a possible explanation for this may be the similarity in 
the wording of the relevant question. The removal of any of the items would not enhance the alpha values of 
the scales.

CONVERGENT AND DIVERGENT VALIDITY

Three variables, namely, SEW1, SEW2 and SEW3 (see Table 1), were employed to evaluate both 
convergent and divergent validity. The outcomes of the validity tests at the scale level are given below.

The way team members handle stress has interesting correlations with various aspects of their work 
environment and psychological wellbeing. For instance, those who maintain a friendly and polite demeanour 
even under stress tend to experience fewer social stressors (r = −0.123, n = 981, p < 0.001). Moreover, this 
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behaviour is significantly linked to increased social support from both managers (r = 0.128, n = 981, p < 
0.001) and colleagues (r = 0.140, n = 981, p = 0.001), as well as higher levels of psychological wellbeing 
(r = 0.116, n = 981, p < 0.001). In essence, team members exhibiting friendliness and politeness during 
stress report not only reduced social stresses but also heightened support from managers and colleagues. In 
addition, those team members report enhanced psychological wellbeing. It is important to note, however, 
that whilst these relationships are statistically significant, their effect sizes are relatively small.

Similarly, team members who remain objective and factual in arguments demonstrate interesting 
associations. This behaviour is negatively correlated with social stressors (r = −0.151, n = 981, p < 0.001) 
and positively associated with increased social support from managers (r = 0.172, n = 981, p < 0.001), social 
support from colleagues (r = 0.100, n = 981, p < 0.001) and psychological wellbeing (r = 0.142, n = 981, 
p < 0.001). In simpler terms, individuals who maintain objectivity and accuracy in arguments with team 
colleagues report higher levels of support from both managers and colleagues and fewer social stressors. All 
these relationships are statistically significant, yet again, they are characterised by relatively small effect sizes.

Lastly, individuals who are attentive in discussions with colleagues also bear interesting correlations. 
Being attentive is significantly negatively correlated with social stressors (r = −0.090, n = 981, p < 0.01) 
and positively correlated with increased social support from managers (r = 0.081, n = 981, p < 0.05), social 
support from colleagues (r = 0.087, n = 981, p < 0.05) and psychological wellbeing (r = 0.138, n = 981, 
p < 0.001). In essence, team members who demonstrate attentiveness during discussions report greater 
psychological wellbeing and social support from managers and colleagues, as well as reduced social stressors, 
compared with their less attentive counterparts. As observed before, these associations, whilst statistically 
significant, are characterised by relatively small effect sizes.

Overall, the three scales successfully distinguished individuals who were significantly different from 
one another in relation to friendliness and politeness, objectivity and factualness, and attentiveness when 
interacting with colleagues. This indicates satisfactory construct validity.

THE STRUCTURAL MODEL

Building upon the conceptual (theoretical) model shown in Figure 1 and the confirmatory factor analysis 
described above, a structural model was developed and tested. This structural model retained the covariances 
of error terms as identified in the refined measurement model. The structural model demonstrated a good fit 
to the data, as evidenced by the following fit indices: χ2/df ratio = 2.842, p < 0.001, IFI = 0.959, TLI = 0.954, 
CFI = 0.959, RMSEA = 0.043, CI 95% (0.040–0.047) and Hoelter (95%) = 392.

Most of the relationships within the model were statistically significant at p < 0.001, including those 
between support from the manager and support from colleagues, support from colleagues and social 
stressors, social stressors and psychological wellbeing, and social support from the manager and wellbeing. 
The relationship between social support from colleagues and psychological wellbeing was not statistically 
significant (p = 0.700), nor was the level of diversity with social stressors (p = 0.491).

No further adjustments were deemed necessary, and the final depiction of the structural model is shown 
in Figure 2.

The standardised regression weights (loadings), along with their associated significance levels, are shown 
in Table 3.

Table 3 shows a summary of the testing of the hypothesised relationships as outlined in the structural 
equation modelling process. The magnitude of the path coefficients is also shown in Table 3. In addition 
to exploring a good model fit, we assessed the validity of the model by evaluating the path coefficients’ 
significance, direction and magnitude.
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Discussion

TEAM COMPOSITION AND SOCIAL STRESSORS

The results show that a team’s diversity is not significantly associated with an increase in social stressors, 
thus rejecting Hypothesis 1. This result contradicts much of the extant literature that highlights that cultural 
diversity in work teams is positively associated with an increase in social stressors in the form of conflicts 
(Ayub & Jehn, 2014; Liu et al., 2020) and misunderstandings ( Jenifer & Raman, 2015). However, it is 
important to note that most of the teams in this sample have already worked together over a long period of 
time. This is important to note, as research has suggested that the effects of certain types of diversity reduce 
over time. For instance, there is some evidence that the effects of surface-level diversity, which refers to 
overt demographic characteristics such as age, sex and ethnicity, diminish over time (Harrison et al., 2002) 
and vary depending on the specific context ( Jansen & Searle, 2021). The teams in this study had worked 
together for an average of 57 months, which may have affected the effects of diversity, leading to reduced 
perceived stressors. This suggests that the stage of the team may be influential.

Another way to explain these findings could be a potential increase in resources that may reduce the 
perceived social stressors. For instance, Kotze and Massyn (2019) revealed the importance of cross-cultural 
resources. These cross-cultural resources may include cross-cultural resilience, which allows individuals to 
maintain their performance despite differences and uncertainties associated with cross-cultural differences. 
Another resource that could explain the non-significant relationship between social stressors and cultural 
diversity within teams may be a high level of cultural intelligence amongst our sample, which has been 
shown to positively influence a variety of intercultural outcomes on the individual and team levels (see, 
for instance, Ott & Michailova, 2018). Cultural intelligence provides individuals with the appropriate 

Figure 2.	 The structural model.
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knowledge, behaviours and motivation that translate into the individual’s ability to interact with culturally 
different individuals in an effective way (Iskhakova & Ott, 2020). For instance, previous research undertaken 
by Bücker et al. (2014) found that cultural intelligence can positively influence communication effectiveness 
and reduce anxiety during cross-cultural interaction. The social stressors in our study included, inter alia, 
misunderstanding, differences in behaviour and differences in the perception of time. Considering that 
the teams in this study had worked together for a considerable period of time, it is highly likely that team 
members had gained cultural intelligence through their working experience, which reduced the perceived 
stressors and consequently their effects on the individual’s wellbeing.

When analysing the effects of team size, the results show that team size is positively associated with 
social stressors (smaller effect) (Bowers et al., 1996). This finding supports Hypothesis 2 and is consistent 
with previous studies highlighting that a larger team may be associated with an increase in social stressors 
due to individual differences.

However, the perception of social stressors could be affected by the perceived level of available social 
support (Maqsoom et al., 2018; Zhang et al., 2023). For instance, findings by Mueller (2012) suggest that 

Table 3.	� Summary of hypothesis testing, factor loadings and magnitude effects (n = 981) – based 
on the final structural model.

Hypotheses Standardised 
regression 

weight

p-Value Magnitude 
(effect)

Result

H1. Cultural diversity amongst team 
members is positively associated with 
social stressors.

−0.020 0.491 Smaller Rejected

H2. Team size is positively associated 
with social stressors.

0.241 <0.001 Smaller Supported

H3. Managers’ social support is 
negatively associated with social 
stressors.

−0.126 <0.001 Smaller Supported

H4. Colleagues’ social support is 
negatively associated with social 
stressors.

−0.517 <0.001 Large Supported

H5. Managers’ social support is 
positively associated with colleagues’ 
social support.

0.552 <0.001 Large Supported

H6. Managers’ social support is 
positively associated with psychological 
wellbeing.

0.199 <0.001 Smaller Supported

H7. Colleagues’ social support is 
positively associated with psychological 
wellbeing.

0.020 0.700 Smaller Rejected

H8. Social stressors are negatively 
associated with psychological wellbeing.

−0.250 <0.001 Smaller Supported
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team size affects the perception of available support. Her findings suggest that larger teams “diminish 
perceptions of available support which would otherwise buffer stressful experiences” (Mueller, 2012, p. 111).

THE ROLE OF SOCIAL SUPPORT

Consistent with previous studies, the results of our study highlight the importance of social support. Both 
manager and colleague support are negatively associated with social stressors, supporting Hypotheses 
3 and 4. These findings align with studies conducted by Eisenberger et al. (2007) and Kemp et al. (2013). 
Eisenberger et al. (2007) measured neurocognitive reactivity and neuroendocrine response to social stressors 
with different levels of social support. Participants with a greater level of social support showed a reduced 
cortisol response to social demands. Employees who perceive more social support are more likely to react 
less to social stressors perceived within their own work team.

Social support from the manager was found to be positively associated with social support from 
colleagues (large effect) (Kemp et al., 2013). In our study, team members receiving higher levels of support 
from the manager were also more likely to receive higher levels of support from their colleagues, supporting 
Hypothesis 5. This finding could indicate that the manager acts as a role model for colleagues. This 
phenomenon could be explained by the social learning theory (Bandura, 1971). According to this theory, 
behavioural patterns can be acquired through either direct experience or by observing a certain behaviour 
exhibited by others (Bandura, 1971). In this context, role models in the form of managers can facilitate the 
acquisition of certain types of behaviour (Brown & Treviño, 2013). The role of managers as an antecedent 
of subordinates’ behaviours was investigated in several studies (e.g. Brown & Treviño, 2013; Koch & 
Binnewies, 2015). For example, Koch and Binnewies (2015) analysed the effects of managers as work–life-
friendly role models. Employees whose managers were perceived as work–life-friendly role models were 
more likely to segment between work and home, highlighting the strong effects that managers can have as 
role models.

SOCIAL SUPPORT AND SOCIAL STRESSORS AND THEIR EFFECT ON WELLBEING

Social support from the manager was found to be positively associated with psychological wellbeing. The 
strength of the relationships between wellbeing and social support provided by the manager was positive, 
supporting Hypothesis 6 (smaller effect). The association between social support provided by colleagues and 
psychological wellbeing was not significant. Hence, Hypothesis 7 is rejected. This finding aligns with extant 
literature such as Ersoy et al. (2023) and Hämmig (2017). Both studies analysed the effects of different 
sources of social support on different health outcomes and only found significant effects for supervisor 
support, but not for colleague support, underpinning the stronger effects that supervisor support has relative 
to colleague support. In another study, Charoensukmongkol et al. (2016) examined the effects of both 
colleague and supervisor support on burnout. Their findings showed that only supervisor support had a 
negative effect on all three dimensions of burnout (emotional exhaustion, depersonalisation and personal 
accomplishment), whilst colleague support was only negatively associated with two dimensions (emotional 
exhaustion and depersonalisation) and not with personal accomplishment. These findings align with our 
research, highlighting the importance of supervisor support compared with colleague support.

Moreover, our findings confirm previous research, highlighting the importance of social support 
provided by managers (e.g., Stansfeld et al., 1999; Baruch-Feldman et al., 2002). For example, Stansfeld 
et al. (1999) reported that social support from the manager is a stronger predictor of employees’ mental 
health than social support from colleagues. However, our findings could also be influenced by the different 
cultural backgrounds of our sample. The perception and the effects of social support vary depending on the 
individuals’ cultural background (Taylor et al., 2004; Glazer, 2006; Kim et al., 2008). Team members’ own 
cultural background may have influenced their support-seeking behaviour and their perception of available 
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support. For instance, members from collectivistic cultures may be more hesitant to seek or utilise certain 
types of social support. In line with this, the perceived benefits of social support can vary (Kim et al., 2008; 
Wu et al., 2021). Lastly, social stressors were found to be negatively associated with psychological wellbeing 
(smaller effects), supporting Hypothesis 8. This finding aligns with existing literature highlighting the 
negative effects that social stressors have on psychological wellbeing (Bowling & Beehr, 2006; Hershcovis & 
Barling, 2010; Gerhardt et al., 2021).

Implications of the research findings and limitations
This research unequivocally underscores the multifaceted challenges and necessary interventions in 
managing construction teams. First, it is important to note that larger teams may be associated with an 
increase in social stressors. Whilst teams are common in construction, construction managers should be 
mindful that bigger teams can be associated with more conflict and hence decreased wellbeing. Second, 
construction sites are often culturally diverse. Although the data were collected in 2015–2016, the core 
challenges and dynamics of managing culturally diverse construction teams remain highly relevant. Issues 
such as team diversity, social support and psychological wellbeing continue to be pressing concerns in 
construction and project management contexts worldwide. For instance, Australia’s most culturally diverse 
workplaces are construction sites (Loosemore et al., 2010). Even though we did not find a significant 
relationship between cultural diversity and social stressors, the structural relationships identified in our 
model align with well-established theories (e.g. JD-R model) that are still actively used today, supporting 
the applicability of the findings in contemporary settings. As such, misunderstandings and stereotypes are 
prevalent in construction sites (Loosemore et al., 2010).

To prevent social stressors from occurring, team training should be implemented (Wacker & Dziobek, 
2018). Training should focus on the cultural differences within construction teams, different conflict 
management styles and social support. Liu et al. (2020) explored the effects of cultural diversity on 
construction joint ventures and suggested that the negativity of conflicts caused by cultural diversity can 
be reduced by adopting a suitable conflict management approach. They also suggested that a cooperative 
conflict management approach can mitigate the negative effects of cultural conflicts on project performance, 
highlighting the importance of choosing appropriate conflict management styles by managers of culturally 
diverse teams.

Our study extends the discussion of the importance of social support by aligning with the extant 
literature (Love & Edwards, 2005). It is important for managers of construction teams to recognise and 
integrate social support mechanisms, as validated by previous researchers (Sampson et al., 2014). Managers 
should undergo targeted training to appreciate and foster social support within their teams (Froehlich 
& Gegenfurtner, 2019). This training should also address differences in the perception, support-seeking 
behaviour and effects of social support across cultures.

Another important aspect is that the provider of social support should be aware of cultural differences 
in the perceived level of responsiveness of social support givers. According to Wu et al. (2021), perceived 
responsiveness and the associated cultural fit are critical in social support interactions; thus, individuals are 
more likely to seek support when the support giver responds to their needs. However, what is perceived 
as responsive in the social support process varies between cultures and can affect wellbeing outcomes. For 
instance, individuals from collectivistic countries may perceive unsolicited support as more responsive than 
individuals from individualistic countries (Wu et al., 2021).

When conceptualising and conducting training, construction managers and foremen should be 
informed and reminded about their ability to function as role models in providing social support for their 
subordinates. By functioning as a positive role model, the social support across colleagues could potentially 
be improved. However, it is important to note that construction supervisors already work long hours 

Leifels et al.

Construction Economics and Building,  Vol. 26, No. 3/4  202614



whilst also facing a variety of other demands (Boschman et al., 2011). Hence, the design of these training 
programs should not exacerbate the burden on construction managers, foremen and other supervisors of 
construction teams.

Our research highlights the importance of social support provided by supervisors. To increase social 
support provided by supervisors, construction companies should also review the support system available 
to their supervisors themselves. Research has indicated that supervisors’ levels of perceived organisational 
support are positively related to their employees’ perceived levels of supervisor support (Shanock & 
Eisenberger, 2006). Increasing organisational support can enhance manager support. This aligns with 
findings by Cheung and Zhang (2020), who noted the importance of organisational support for providing 
construction supervisors with important clues about their roles and responsibilities in safety management. 
These findings and insights serve as a clarion call for strategic, well-balanced and empathetic management 
approaches in the culturally diverse and dynamic field of construction management.

Whilst we have focused on social support provided by the manager and colleagues, other forms of social 
support exist (Love & Edwards, 2005). This includes, inter alia, social support provided by the partner, 
spouse or others (Helgeson, 2003). However, other forms of social support were not considered as part of 
our study, which can be seen as a limitation.

Other limitations include the cross-sectional research design, reliance on self-reported measures and 
specific cultural contexts, as cross-sectional research cannot draw conclusions about causes and effects. 
Specifically, participants’ responses in the form of self-reports increase the risk of common method bias. The 
same applies to self-selection bias, which may have influenced individuals to be motivated to participate by 
their self-perception of being stressed in their workplace setting.

Most of the data were collected from Germany, Austria and Australia, which can also have influenced 
the research results. For instance, these countries score higher in their individualism scores (Germany 67, 
Austria 55 and Australia 90) (Hofstede & Hofstede, 2005), which can affect the use of social support (Wu 
et al., 2021) and the effects of stress (Malik & Huo, 2023). These constitute geographical limitations for the 
survey response data.

The respondents came from a variety of different industries, which may have affected the results. 
However, the issues examined in this study are common amongst construction teams; hence, we would 
expect similar findings in the construction industry. Whilst our measure of cultural diversity, based on 
the number of nationalities represented in each team, captures an essential demographic component, it 
may not fully reflect the complexity of cultural dynamics within teams. Future studies should consider 
incorporating additional dimensions such as values, communication styles and cultural norms, which may 
provide a more nuanced understanding of how cultural diversity affects team functioning and wellbeing. 
Future research should employ longitudinal designs, incorporate objective (i.e. reducing reliance on self-
reporting subjectivity) measures and examine these relationships in other cultural contexts to increase the 
generalisability of the findings. Additionally, exploring other forms of social support and their impact on 
psychological wellbeing is suggested.

Conclusion
We aimed to provide pointers for construction team managers who are managing culturally diverse teams. 
We have presented a theoretical framework on how team size, cultural diversity, social stressors and social 
support may affect team members’ psychological wellbeing. This research expands the JD-R theory by 
including different sources of social support, social stressors and other team characteristics as determinants 
of the individual’s wellbeing. Notwithstanding the aforementioned limitations, our findings have 
implications for construction teams who deliver products and services in the context of a global economy 
and, arguably, a global workforce.
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Our study provides critical insights into the relationships between cultural diversity, team size, social 
stressors, social support and psychological wellbeing for construction teams. It underscores the vital role of 
social support from the manager in mitigating the negative impacts of social stressors, thereby promoting 
psychological wellbeing amongst team members. The findings suggest that whilst larger team sizes are 
associated with increased social stressors, adequate social support from the manager can mitigate these 
negative effects. Ultimately, our study contributes to the literature by highlighting the importance of 
managers’ support and the pivotal role that construction managers and foremen can play as role models in 
shaping supportive behaviours within the team. However, the unexpected finding that colleague support did 
not significantly impact psychological wellbeing calls for further research to understand the complexities of 
social support in a team context.

Our study calls for a comprehensive approach to address social stressors and promote psychological 
wellbeing in culturally diverse construction teams.
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