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Introduction
People within organizations seek to maintain their hap-
piness and well-being [1–6]. However, as the work-
place becomes increasingly competitive, employees 
progressively face high levels of stress and lower levels 
of well-being [7]. A 2021 survey from the journal Nature 
revealed that only 47% of the respondents were posi-
tive about their career prospects, which was a decrease 
of 12% from the 2018 survey [8]. Workplace well-being 
includes the all-encompassing positive feelings and emo-
tional experiences of employees about the environment 
and content of their current job [9]. It reflects the degree 
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Abstract
Purpose  Employees within organizations actively pursue and maintain their workplace well-being. Although there 
are current studies that have examined the linking inclusive leadership to employee workplace well-being, the 
underlying intrinsic link between the two remains unclear. On the basis of self-determination theory, this research 
examined the relationship between inclusive leadership, vigor, supervisor developmental feedback, and workplace 
well-being.

Patients and methods  Data were collected from 61 teams that totaled 342 full-time employees through a 3-stage 
questionnaire. Multilevel Structural Equation Modeling and Monte Carlo simulations were conducted on data for 
hypothesis testing.

Results  Inclusive leadership positively correlated with employee workplace well-being. Employee vigor mediates 
the link between inclusive leadership and employee workplace well-being. Supervisor developmental feedback 
moderated the relationship between inclusive leadership and employee vigor.

Conclusions  Inclusive leadership can improve employees’ workplace well-being by stimulating their vigor. Therefore, 
managers need to be able to effectively meet employees’ basic needs to stimulate their vigor. Based on meeting 
employees’ basic needs, managers can also provide targeted developmental feedback to meet employees’ growth 
needs, which can more effectively promote employees’ vigor and workplace well-being.
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of satisfaction with the work they are doing and the 
degree of recognition of job-related factors [10]. Nota-
bly, employees with high levels of well-being at work are 
typically more engaged in their work, show higher levels 
of motivation and creativity [11, 12], and are also more 
likely to achieve personal and career success [13, 14]. In 
a competitive environment, concern for the well-being of 
employees and providing support are crucial factors for 
organizations to attract and retain the brightest talent.

Previous studies have shown that many leader-
ship behaviors favorably impact employee workplace 
well-being. For example, transformational leadership, 
happiness leadership, neuroleadership, empowering 
leadership, and servant leadership have all been shown 
to be positively associated with employee workplace 
well-being [15–19]. However, we suggest that inclusive 
leadership may be a more appropriate leadership behav-
ior to enhance employee workplace well-being. Inclusive 
leadership promotes a sense of belonging for the team 
members and the use of their unique strengths through 
behaviors [20–22]. Being accepted by the group and hav-
ing one’s individual competencies utilized are key prereq-
uisites for employee workplace well-being [11, 23, 24]. 
Previous research has also shown that inclusive leader-
ship, which stresses embracing employees as they are; 
treating them with care, support, and respect; enabling 
them to contribute their particular capabilities and per-
spectives, can enhance employee workplace well-being 
[25, 26]. The shortcomings are that these studies have 
been conducted from the perspective of job characteris-
tics and resources, and they have assumed that employ-
ees experience well-being when they have a good fit with 
their job or when they have adequate resources in the 
workplace. Although this provides valuable insight into 
the interpretation of the connection between inclusive 
leadership and workplace well-being, we hypothesized 
that the well-being of employees at work should con-
centrate on the inner needs of employees, and satisfying 
their internal needs may be more effective at enhancing 
employee workplace well-being.

To better understand when and how inclusive lead-
ership influences employee workplace well-being, we 
developed a model of moderated mediation based on the 
self-determination theory (SDT). SDT states that people 
reach an optimal level of functioning when their three 
basic psychological needs of autonomy, competence, and 
relationships are fulfilled, resulting in a sense of well-
being [27–29]. Based on SDT, we hypothesized that vigor 
may be an important mediating variable that links the 
relationship between inclusive leadership and employee 
workplace well-being. Vigor refers to the belief of an indi-
vidual that he or she possesses physical strength, emo-
tional energy, and cognitive liveliness [30], and reflects 
their physical and mental state. Previous studies have 

also confirmed that positive leadership behaviors can 
stimulate employee vigor [31, 32]. As an emerging posi-
tive type of leadership, inclusive leadership provides a 
positive influence, so that teams will ensure fairness and 
justice, respect and support members, and promote and 
help them to utilize their particular capabilities and view-
points [20, 22, 33, 34]. It is able to meet the autonomy, 
competence, and relational needs of employees, thus, 
energizing their vigor, which includes cognitive liveliness 
and emotional energy. Employees with high vigor are not 
only energetic and full of positive emotions, they are also 
enthusiastic about their tasks and goals, actively engaged 
in their work, and strive to achieve their work goals [30]. 
Employees are more prone to having a sense of well-
being at work when they are in such a state [35].

In addition, we hypothesized that inclusive leader-
ship could enhance employee vigor by meeting the three 
basic needs of autonomy, competence, and relationships 
but does not involve the higher-level needs of employ-
ees. Relevant studies have found that satisfying the needs 
of employees for growth can effectively enhance their 
vigor [36, 37]. Based on this, we postulated that lead-
ers may be better able to energize employees if they 
can satisfy their needs for growth by providing learning 
and developmental information about their individual 
work situations. Supervisor developmental feedback 
means valuable information provided by direct supervi-
sors about their employees’ learning, growth and devel-
opment [38]. This feedback is usually aimed at helping 
employees understand how they are actually doing and 
where they can improve, so that they can better develop 
their professional competencies and skills. We postulated 
that supervisor developmental feedback enhances the 
positive relationship between inclusive leadership and 
employee vigor and further promotes employee work-
place well-being.

The key contributions of the study can be presented as 
follows: First, it enriches the research on the relationship 
between inclusive leadership and employee workplace 
well-being, which builds on the suggestion of Faraci et al. 
[1] to focus on the mental health of employees. Secondly, 
we found a mediating role for vigor in the relationship 
between inclusive leadership and employee workplace 
well-being based on the SDT. This not only helps us to 
understand how inclusive leadership affects employee 
workplace well-being but also enriches the research on 
vigor. Finally, we also found that supervisor developmen-
tal feedback moderated the relationship between inclu-
sive leadership and employee vigor. This not only clarifies 
the boundary conditions for the benefits of inclusive 
leadership on employee vigor and their workplace well-
being but also illustrates the importance of the needs of 
employees for growth in their well-being and vigor, which 
contributes to the SDT.
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After the introductory remarks, the study moves on to 
an in-depth examination of the theory and development 
of the hypothesis. The third part details the methods, 
including participants, procedures, measurements, and 
analytical strategies. Part four presents the results of the 
analyses, which cover preliminary analyses and hypoth-
esis testing. The fifth section discusses the theoretical 
implications, practical implications, and research short-
comings and prospects.

Theory and development of the hypothesis
Inclusive leadership and employee workplace well-being
Well-being management constitutes an important com-
ponent in the creation of companies that cultivate a vir-
tuous circle of happiness and the creation of a positive 
atmosphere inside organizations [7]. Research has shown 
that employee well-being is the way to achieve produc-
tive and innovative growth of employees and to imple-
ment an organizational culture based on the portfolio of 
corporate social responsibility, sustainability and hap-
piness management [39, 40]. Díaz-García et al. [41] also 
developed the concept of happiness leadership in this 
context, which seeks to exercise actions that help reduce 
stress, frustration, and fear, thereby improving well-being 
to optimize work performance. Thinking, feeling, and 
doing from a happiness management approach supports 
people’s vision from an organizational and emotional 
perspective by developing aspects such as creativity, flex-
ibility, and sustainability. Current research concludes 
that employee well-being comprises three dimensions: 
workplace well-being, subjective well-being, and psycho-
logical well-being [23, 42]. Subjective well-being empha-
sizes individuals’ overall evaluation of their quality of life 
based on personal criteria [43, 44]. Psychological well-
being focuses on good psychological functioning and the 
realization of personal potentials [45–47]. Workplace 
well-being reflects employees’ job satisfaction and posi-
tive emotions concerning their workplace [4, 23, 42]. As 
we focus on the workplace context, where subjective and 
psychological well-being are integral, our specific inter-
est is in workplace well-being. Workplace well-being has 
been confirmed to enhance organizational performance 
and virtuousness [48, 49], improve individual career com-
mitment and loyalty [50, 51], and reduce turnover inten-
tions [52, 53]. Therefore, understanding how to improve 
workplace well-being is crucial for organizations.

The study of inclusive leadership has its roots in the 
study of the term “inclusiveness” in education where it 
has been recognized as a collective, egalitarian leader-
ship structure that emphasizes the participation of school 
community members in the governance of the school; it 
is also a style of leadership that embraces differences in 
cultural values in teaching and learning [54]. Nembhard 
and Edmondson [55] have been the first to introduce 

inclusive leadership into the organizational arena. They 
identified inclusive leadership as a new style of leader-
ship that encourages employees to express themselves, 
listens to employees’ opinions, and acknowledges their 
contributions in a timely manner. Holland [56] argues 
that inclusive leadership is a process that emphasizes 
active followership and prioritizes the needs and expecta-
tions of followers. The guiding principle is to “do things 
with people, not to people,” fostering a two-way influ-
ence relationship. Carmeli et al. [22] concluded that 
inclusive leadership is a distinct style and core of rela-
tional leadership, which is a leadership style with open-
ness, availability and accessibility in their interaction with 
subordinates. Shore et al. [34] postulated that inclusive 
leadership allows members to feel included in the team 
by focusing on their sense of belonging and uniqueness. 
Randel et al. [20] reviewed relevant research on inclu-
sive leadership and proposed that the goal of inclusive 
leadership is to meet the needs of the team members for 
belonging and uniqueness through behaviors. They sum-
marized three leadership behaviors; which included sup-
port the members of the group, making sure that justice 
and equity are part of each member’s experience and 
offering opportunities for sharing decision making on rel-
evant matters; that increase the sense of belonging of the 
team members and two leadership behaviors. This type of 
support includes encourage diverse group contributions 
and help group members fully utilize their specific tal-
ents and perspectives to enhance the group’s work, that 
reflect the uniqueness of the team members [20]. Inclu-
sive leaders who pay attention to the behaviors of their 
subordinates and can listen to and attend to their subor-
dinates’ needs can enhance the positive emotions and job 
satisfaction of their employees [57, 58]. These factors are 
closely related to their workplace well-being [11, 23, 24, 
59–61]. Additionally, Choi et al. [25] found that inclusive 
leaders can enhance the well-being of their employees in 
the workplace by helping them to become more attuned 
to their jobs. A study by Luu also found that inclusive 
leaders could promote the well-being of employees with 
disabilities in the workplace by helping them to build 
work and personal resources [62]. Cao et al. [26] found 
that inclusive leaders could build an inclusive climate in 
the department, thereby enhancing employee workplace 
well-being [63]. All of these studies have contributed to 
our understand of the link between inclusive leadership 
and employee workplace well-being, and therefore, we 
proposed the following:

Hypothesis 1  Inclusive leadership is positively related to 
employee workplace well-being.
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The mediating role of vigor
Vigor is an employee’s perception of his or her physi-
cal strength, emotional energy, and cognitive liveness 
at work, which reflects a state of mind and body [30]. 
Physical strength represents the level of energy required 
to perform an innovative task; emotional energy refers 
to the level of positive emotions generated while engag-
ing in an organizational task, and cognitive flexibility 
denotes the degree of agility of the individual’s thinking 
[30, 64]. Employee vigor is defined as how employees feel 
about their energy reserves at work and is strongly con-
nected to motivational processes at work. According to 
the SDT, individuals will reach an optimal level of func-
tioning and experience more well-being when the three 
basic psychological needs of autonomy, competence, 
and relationships are satisfied [27–29]. We concluded 
that inclusive leadership, which emphasizes respect for 
the uniqueness of employees and sense of belonging 
[20], can effectively satisfy the basic needs of employees. 
This can enhance the vigor of employees and ultimately 
affect their workplace well-being. First, inclusive leader-
ship treats group members fairly and grants them more 
autonomy in their work [33, 64, 65]. The fair and equi-
table treatment by leaders conveys how members are 
bound to their group and therefore fosters a sense of affil-
iation [66]. A sense of belonging has been shown to be an 
important prerequisite for vigor [67]. Moreover, a study 
by Spreitzer et al. [68] states that empowered employees 
feel energized when the leaders are happy to share their 
power. Secondly, inclusive leadership emphasizes positive 
interactions with employees and stresses the importance 
of building good interpersonal relationships. Inclusive 
leadership listens to the feelings and ideas of employees 
and provides support, which conveys the message that 
the leader has the best interest of his or her members in 
mind [54, 69]. Thus, employees become more trusting of 
their leader. Simultaneously, the behaviors of inclusive 
leaders model support for members within the team so 
that others can emulate that care and accepting attitude 
in their team communications, thus, fostering relation-
ships and team cohesion [20]. Employees feel more vigor 
when their relational needs in the workplace are satis-
fied [67]. Finally, inclusive leadership values the unique-
ness of its employees. By giving extra care to soliciting 
diverse viewpoints and approaches, inclusive leaders are 
capable of supporting viewpoints and directions that 
are not normative but still help drive performance [34, 
70, 71]. Inclusive leadership learns about the strengths 
and preferences of team members and then helps team 
members contribute to the team by making the most of 
their strengths [20]. When the employees progress and 
contribute at work, their need for competence is satisfied, 
and they show more vigor [72].

Previous studies have found that employees with vigor 
are more focused and engaged in their work and can 
experience more positive emotions [30]. Employees with 
positive emotions also show higher levels of satisfaction 
with their work [73, 74]. In addition, vigorous employees 
are better able to manage the stresses and challenges of 
their work, reduce the negative impacts of their work, 
and enhance their workplace well-being [35]. In light of 
the effects of inclusive leadership on vigor, the following 
hypothesis was proposed:

Hypothesis 2  Vigor mediates the positive connection 
between inclusive leadership and employee workplace 
well-being.

The moderating role of supervisor developmental 
feedback
In the preceding hypothesis, we concluded that inclusive 
leadership behaviors enhance employee vigor by satisfy-
ing the three basic psychological needs for autonomy, 
competence, and relationships. However, we did not dis-
cuss the possible effects of the fulfillment of other indi-
vidual needs, such as needs for growth. Related studies 
have found that employees can exhibit greater vigor when 
their needs for growth are satisfied [36, 37]. Simultane-
ously, research related to inclusive leadership points out 
that more attention should be paid to leadership behav-
iors that reflect the uniqueness of team members. Exam-
ples include how to help team members develop their 
abilities and better contribute to the team [20]. Thus, 
we hypothesize that supervisor developmental feedback 
may enhance the positive correlation between inclusive 
leadership and employee vigor. In particular, inclusive 
leadership understands the strengths and preferences 
of employees [20] and provides more valuable feed-
back. When inclusive leadership provides developmen-
tal feedback to employees, the team members are better 
able to improve their performance on the job and grow 
in professional competence, at which point the needs 
of employees for growth are met, and cognitive liveness 
and emotional energy increase accordingly [36, 37]. Con-
versely, when inclusive leadership gives employees less 
developmental feedback, many employees may not know 
how to contribute by utilizing their unique strengths, and 
their professional competencies grow relatively slowly. 
At this point, there may be a relatively weak relationship 
between inclusive leadership and vigor. Therefore, we 
proposed the following:

Hypothesis 3  Supervisor developmental feedback mod-
erates the relationship between inclusive leadership and 
employee vigor. More intensive developmental feedback 
results in a stronger positive relationship between inclu-
sive leadership and employee vigor.
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Hypotheses 2 and 3 can be combined to introduce a 
mediation of moderation: Vigor mediates the relationship 
between inclusive leadership and employee workplace 
well-being, and this process of mediation is moderated by 
developmental feedback by the supervisor. Thus, the fol-
lowing hypothesis was proposed:

Hypothesis 4  Supervisor developmental feedback mod-
erates the mediating role of vigor in the relationship 
between inclusive leadership and employee workplace 
well-being with enhanced supervisor developmental feed-
back, which results in a stronger mediating role of vigor.
To summarize, the proposed theoretical model of the 
study is shown in Fig. 1.

Methods
Participants and procedures
We used a three-stage questionnaire with a one-month 
interval between each collection. In particular, we coop-
erated with Sojump, a professional questionnaire agency 
in China, which helped us to contact 81 full-time work 
teams for the research sample. We thoroughly informed 
respondents of the aims and procedures of the study 
before the survey started and ensured anonymity. At time 
1, we sent out 504 questionnaires to 81 teams to collect 
data on inclusive leadership, supervisor developmental 
feedback, and demographic variables. Although three 
teams did not respond, we received 471 completed ques-
tionnaires from the remaining 78 teams, and we retained 
this data. For time 2, a total of 471 questionnaires were 
distributed to employees who had previously answered 
the questionnaire in full to collect data on vigor. While 
all teams responded, due to resignations and job trans-
fers, nine teams had fewer than three respondents. Con-
sequently, we retained 404 questionnaires from 69 teams. 
At time 3, a total of 404 questionnaires had been passed 
out to the employees who answered the questionnaire 
completely at time 2 to collect data on the employee 

workplace well-being. We continued to retain data from 
teams with more than three respondents, ultimately 
recovering 342 questionnaires from 65 teams. Overall, 
of the 504 questionnaires initially distributed, 342 valid 
questionnaires were returned.

In the sample, 42.7% were male and 57.3% were female. 
In terms of age, 40.9% were 30 years old and below; 46.5% 
were 31–40 years old; 10.8% were 41–50 years old, and 
1.8% were 51 years old and above. A total of 83.6% of the 
employees had at least a bachelor’s degree. In terms of 
tenure, 45.9% had less than 5 years of experience; 38.3% 
had 5–10 years; 11.1% had 10–15 years, and 4.6% had 
more than 15 years. A total of 4.6% of the employees had 
worked there for more than 15 years. In terms of sector, 
26.3% were service sector, 36.3% were manufacturing, 
21.1% were information technology, 9.1% were construc-
tion, 5% were public administration, and 2.3 were other. 
In terms of sector, services accounted for 26.3%, manu-
facturing 36.3%, information technology 21.1%, construc-
tion 9.1%, public administration 5%, and others 2.3%.

Measurements
Inclusive leadership
Inclusive leadership has been assessed by use of the 
11-question Inclusive Leadership Scale developed by 
Fang et al. [75]. The scale was adapted from Carmeli et 
al.‘s [20] scale to fit the Chinese context and was found 
to have good validity. In this study, we used all 11 ques-
tion items to measure inclusive leadership, with exam-
ple questions such as “It is fair for the leader to give job 
support to its employees.” Cronbach’s alpha was 0.920. 
Because the scale was rated by employees, we pooled 
the ratings of the team members to the team level. 
The results show that ICC1 = 0.448; ICC2 = 0.817; and 
Rwg(mean) = 0.970, which meets the relevant aggregation 
criteria [76]. The results of this study are summarized 
below.

Fig. 1  Research model
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Vigor
Vigor was measured using the 5-question scale of Porath 
et al. [77]. This scale is widely used to measure employee 
vigor in the workplace. In this study, we used all five 
items to measure employee vigor, and the example ques-
tion was “I am full of energy and vitality.” Cronbach’s 
alpha was 0.852.

Supervisor developmental feedback
Supervisor developmental feedback ratings were assessed 
with a 3-item scale developed by Zhou [38]. This scale is 
currently the most recognized supervisor developmental 
feedback scale. In this study, we used all three items to 
measure supervisor developmental feedback. An exam-
ple questions such as “My immediate supervisor often 
provides information that is beneficial to my work and 
growth” were used, and the Cronbach’s alpha was 0.783.

Workplace well-being
Workplace well-being has been assessed based on the 
6-item scale of Zheng et al. [23]. The scale was developed 
in the Chinese context and has demonstrated a high level 
of validity in both Chinese and United States studies. In 
this study, we used all six items to measure employees’ 
workplace well-being, and the example question was “I 
am generally satisfied with the sense of fulfillment I get 
from my current job.” The Cronbach’s alpha for this mea-
surement was 0.885.

Control variables
To exclude the influence of potential factors on the vari-
ables of the results, we used the employee’s gender, age, 
education, and organizational tenure as control variables 
based on prior studies [17, 67].

Analytical strategies
First, we utilized SPSS 26 for descriptive statistics and 
correlation analyses, and a Harman’s one-way analysis 
to test the common method biases (CMB). Secondly, 
we performed a multilevel confirmatory factor analysis 
(MCFA) using Mplus 7.4 to test the discriminant valid-
ity between variables and tested the CMB again using an 
Unmeasured Latent Method Construct (ULMC). Next, 

we used Mplus 7.4 to build a multilevel structural equa-
tion model (MSEM) to examine the theoretical hypoth-
eses. Finally, we conducted a Monte Carlo simulation 
with 100,000 replications using R version 4.0.4. to further 
examine the theoretical hypotheses.

Results
Preliminary analyses
The results of MCFA are shown in Table  1 where the 
four-factor model fit (χ2 = 596.945, df = 343, CFI = 0.940, 
TLI = 0.931, RMSEA = 0.047, SRMRwithin=0.038, SRM-
Rbetween=0.115) was better than the rest of the alterna-
tives, which indicated that there was good discriminant 
validity between the variables.

We used two methods to detect the CMB. First, the 
Harman one-factor method test analysis showed that 
the first factor explained 36.459% of the variance, which 
was lower than 40%. Secondly, we used the Unmeasured 
Latent Method Construct (ULMC) to test for the CMB. 
The five-factor model with the addition of the com-
mon method factor (χ2 = 585.545, df = 328, CFI = 0.939, 
TLI = 0.927, RMSEA = 0.048, SRMRwithin=0.037, SRM-
Rbetween=0.107) fit indices were not significantly improved 
compared with those of the four-factor model [78]. Both 
methods indicate that there was no serious CMB in this 
study.

The results of descriptive statistics and correlation 
analysis are shown in Table  2. Inclusive leadership was 
significantly and positively related to employee work-
place well-being (r = 0.359, p < 0.01) and vigor (r = 0.536, 
p < 0.01). Employee vigor was significantly and positively 
related to employee workplace well-being (r = 0.403, 
p < 0.01). Supervisor development feedback was signifi-
cantly and positively related to employee vigor (r = 0.420, 
p < 0.01) and workplace well-being (r = 0.432, p < 0.01).

Hypotheses testing
The path coefficients and standard errors among the vari-
ables in the theoretical model are shown in Fig. 2. Inclu-
sive leadership significantly and positively correlated 
with employee vigor (β = 0.402, p < 0.001), and employee 
significantly and positively correlated to vigor workplace 
well-being (β = 0.724, p < 0.001), suggesting that vigor 

Table 1  Measurement model comparisons
Model χ2 df χ2/df RMSEA CFI TLI SRMRwithin SRMRbetween

Four-factor model
(IL; VG; SDF; WWB)

596.945 343 1.740 0.047 0.940 0.931 0.038 0.115

Three-factor model
(IL; VG + SDF; WWB)

906.657 348 2.605 0.069 0.867 0.851 0.096 0.121

Two-factor model
(IL + WWB; VG + SDF)

919.794 350 2.628 0.069 0.864 0.848 0.096 0.215

One-factor model
(IL + VG + SDF + WWB)

1595.161 352 4.532 0.102 0.704 0.674 0.138 0.216

Notes: IL = inclusive leadership; VG = vigor; SDF = supervisor developmental feedback; WWB = workplace well-being
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mediates the relationship between inclusive leadership 
and employee workplace well-being. Thus, Hypothesis 2 
was confirmed. The interaction term between supervisor 
developmental feedback and inclusive leadership had a 
significant effect on employee vigor (β = 0.475, p < 0.01), 
which supported Hypothesis 3.

To clarify the direction and trend of the moderating 
effect of the supervisor developmental feedback, we plot-
ted the interaction of the moderating effect of the devel-
opmental feedback at high (M + SD) and low (M - SD) 
levels (Fig. 3). As shown in Fig. 3, when there was little 
supervisor developmental feedback, inclusive leadership 
was positively associated with employee vigor (β = 0.251, 
p < 0.05). However, when there were large amounts of 
developmental feedback, the positive link between inclu-
sive leadership and employee vigor (β = 0.552, p < 0.001) 
was enhanced, which also supported Hypothesis 3.

The results of the Monte Carlo bootstrapping analy-
sis (100,000 times, run in R 4.0.4) are shown in Table 3. 
The 95% confidence interval (CI) of the total path of the 
influnce of inclusive leadership on employee workplace 
well-being = [0.122, 0.574], supporting Hypothesis 1. The 
95% CI of the indirect influnce of inclusive leadership on 

employee workplace well-being through vigor = [0.130, 
0.489], further verifying Hypothesis 2. The indirect effect 
was significant (95% CI = [0.195, 0.649]) at high levels 
of supervisor developmental feedback (M + SD), signifi-
cant (95% CI = [0.029, 0.371]) at low levels of supervisor 
developmental feedback (M - SD), and the difference in 
the indirect effect between the two was significant at the 
high and low levels of supervisor developmental feedback 
(95% CI = [0.055, 0.414]), indicating that the mediat-
ing effect of employee vigor is moderated by supervisor 
developmental feedback. Thus, this proved Hypothesis 4.

Discussion
Based on SDT, we discuss the impact of inclusive lead-
ership on employee workplace well-being. The results 
indicated that inclusive leadership is positively linked 
to employee workplace well-being. Vigor mediated the 
positive relationship between inclusive leadership and 
employee workplace well-being. Supervisor develop-
mental feedback moderated the relationship between 
inclusive leadership and work vigor, and feedback also 
moderated the mediating role of vigor between inclusive 
leadership and employee workplace well-being. Inclusive 

Table 2  Descriptive statistics and correlations
Variable M SD 1 2 3 4 5 6 7 8 9
1. Gender 1.57 0.495 1
2. Age 1.74 0.742 -0.128* 1
3. Education 3.93 0.753 -0.139* -0.234** 1
4. Tenure 1.77 0.916 -0.086 0.736** -0.190** 1
5. Sector 2.37 1.235 0.001 -0.025 -0.005 0.013 1
6. IL 3.768 0.596 0.014 0.003 0.020 0.071 0.025 1
7. VG 3.860 0.596 -0.015 0.086 0.009 0.107* 0.017 0.536** 1
8. SDF 3.743 0.677 -0.100 -0.071 0.015 -0.043 0.024 0.487** 0.420** 1
9. WWB 3.757 0.699 -0.030 0.062 0.001 0.042 0.033 0.359** 0.403** 0.432** 1
Notes: *p < 0.05, **p < 0.01. M = mean; SD = standard deviation; IL = inclusive leadership; VG = vigor; SDF = supervisor developmental feedback; WWB = workplace 
well-being

Fig. 2  Path analysis
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leaders are concerned with the needs of employees for 
belonging and uniqueness. The behaviors of respect, 
recognition, support, and encouragement that they dis-
play at work serve to activate employee vigor by meeting 
the needs of employees for autonomy, competence, and 
relationships, and employees with high levels of vital-
ity are apt to perceive well-being in the workplace. It is 
important to note that when inclusive leadership pro-
vides developmental feedback to employees, it meets 
their needs for growth and enhances their vigor, which, 
in turn, enhances their workplace well-being.

Our study makes several contributions. First, it 
enriches the research on the relationship between inclu-
sive leadership and employee workplace well-being. 
Previous studies have focused on discussing how inclu-
sive leadership enhances the contributions of employees 
to the organization [20, 79]. While recent studies have 
begun to consider the relationship between inclusive 

leadership and employee well-being [25, 26], these 
studies rarely explain how inclusive leadership affects 
employee workplace well-being from the perspective 
of employee intrinsic needs. Employee workplace well-
being is an all-encompassing positive feeling and emo-
tional experience of an employee’s current job and is an 
important manifestation of an employee’s psychologi-
cal well-being [23]. Examining the relationship between 
inclusive leadership and employee workplace well-being 
can help us to better understand how inclusive leader-
ship behavior function and can also deepen our under-
standing of the antecedents of workplace well-being. This 
study suggests that inclusive leadership behaviors can 
satisfy the need of employees to experience a sense of 
belonging and uniqueness, thereby promoting employee 
workplace well-being. This not only enriches the research 
on inclusive leadership but also responds to the sugges-
tion by Faraci et al. [1] to improve attentiveness to the 
mental health of employees.

Secondly, we identified the mediating role of vigor 
in the relationship between inclusive leadership and 
employee workplace well-being. Previous studies have 
focused on enhancing employee workplace well-being by 
making person-job matches or providing job resources 
[25, 26] with less attention paid to the inner needs of 
employees. By basing this study on the SDT, we found 
that inclusive leadership accepts employees as they are at 
work, treats them as member of the inner circle all the 
time, and encourages and helps them to contribute their 

Table 3  Results of a Monte Carlo simulation
Path SDF Effect 

size
Standard 
error

LL 95% 
CI

UL 
95% 
CI

Mediation 
path

- 0.291 0.091 0.130 0.489
High (M + SD) 0.400 0.115 0.195 0.649
Low (M -SD) 0.182 0.086 0.029 0.371
Difference 
(High - Low)

0.218 0.090 0.055 0.414

Total path - 0.356 0.114 0.122 0.574
Notes: N = 61 (team level). SDF = supervisor developmental feedback

Fig. 3  Moderating effect of the supervisor developmental feedback on the relationship between inclusive leadership and employee vigor
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own perspectives and abilities [20]. These behaviors sat-
isfy the three basic needs that include autonomy, compe-
tence, and relationship at work, thus, enhancing the vigor 
of employees at work [29]. In addition, employees with 
high vigor are full of positive emotions, more engaged in 
their work, and able to experience more workplace well-
being. This not only helps us to understand how inclusive 
leadership affects employee workplace well-being but 
also enriches the research related to vigor.

Finally, this study also found that supervisor develop-
mental feedback moderates the relationship between 
inclusive leadership and employee vigor, which broad-
ens the boundary conditions under which inclusive 
leadership affects employee vigor and their workplace 
well-being. Previous research on the well-being of 
employees had often focused on the autonomy, compe-
tence, and relationship needs of individuals [17, 27] and 
less on their needs for growth. However, related stud-
ies have found that employee vigor increases after their 
growth needs are met [36, 37] and consequently expe-
rience a sense of well-being [35]. In light of this, we 
introduced supervisor developmental feedback as a mod-
erating variable to investigate its effect on the relation-
ship between inclusive leadership and employee vigor. 
It turns out that inclusive leaders who provide employ-
ees with developmental feedback are able to satisfy their 
needs for growth and enables the employees to show 
more vigor and, in turn, experience more workplace well-
being as well. This finding not only clarifies the boundary 
conditions of the relationship between inclusive leader-
ship and employee vigor and workplace well-being, it also 
responds to the suggestion of Broeck et al. [80] to focus 
on the higher needs of employees, reinforces the theory 
of self-determination, and provides a new line of thought 
for future research.

Practical implications
First, the finding that inclusive leadership positively 
affects employee workplace well-being suggests that 
organizations should focus on developing inclusive 
leaders. Currently, the competition in the workplace is 
becoming increasingly aggressive, and employees often 
face great pressure [8]. Leadership behaviors positively 
associated with employee well-being in the workplace 
[16–18]. Leaders should be more sympathetic and tol-
erant of their employees, recognize the achievements 
and performance of their subordinates at their jobs, and 
provide encouragement, praise, and support in time to 
enhance their sense of belonging and the level of well-
being of their employees in the workplace. In addi-
tion, leaders should be tolerant and open to employees’ 
views and suggestions, and should encourage and guide 
employees when they make mistakes instead of simply 
condemning them, to build employees’ job satisfaction.

Secondly, the mediating role of employee vigor between 
inclusive leadership and employee workplace well-being 
suggests that organizations need to focus on employee 
vigor to enhance their workplace well-being. Employ-
ees with high levels of vigor have a higher level of work-
place well-being [35]. Organizations should deepen their 
understanding of the content and efficacy of employee 
vigor, track and analyze the dynamics of employee vigor, 
and take appropriate measures to boost employee vigor. 
In particular, organizations can train leaders at all levels 
to fully understand the content and function of employee 
vigor and facilitate their learning about the status of 
employee vigor on a regular basis, guide them to pro-
mote employee vigor through the provision of education 
and training opportunities, encourage participation in 
decision-making in the workplace, provide more com-
pensation and incentives, and create a fair organizational 
climate to enhance employee workplace well-being.

Third, the positive correlation between the supervisor 
developmental feedback that reinforces inclusive lead-
ership and employee vigor suggests that leaders should 
value the role of supervisor developmental feedback. 
Developmental feedback from supervisors can help 
employees learn and grow and improve productivity [38]. 
In daily management, leaders not only need to imple-
ment inclusive leadership behaviors but also should pro-
vide employees with information that contains specific 
performance, skill development, or behavioral improve-
ments, which can effectively enhance employee vigor and 
their workplace well-being.

Research shortcomings and prospects
This study is not without limitations. First, the data origi-
nated from self-reporting by the employees. Although 
the CMB test showed that there were no serious prob-
lems from self-reporting, data can be collected in the 
form of multiple party (leaders and employees) reports in 
the future to obtain more accurate measurements. More-
over, although we used a three-time point time-lagged 
questionnaire to collect data, it was not strictly longitu-
dinal, and inferences about causality between variables 
were limited. In the future, longitudinal or quasi-exper-
imental studies are recommended, which may provide a 
better understanding of the causal relationships among 
variables.

Second, our study samples were all from China, so 
further research is needed to determine whether the 
results of this study can be generalized to another cul-
tural context. Future research could attempt to compare 
the findings across different cultural contexts to increase 
cross-cultural comprehension of the connection between 
inclusive leadership and employee workplace well-being.

Third, this study only discussed the moderating effect 
of supervisor developmental feedback on the correlation 
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between inclusive leadership and employee workplace 
well-being and did not consider the possible effects of 
individual traits. Since individual traits have a signifi-
cant impact on behavior, future research could consider 
the moderating effect of individual trait variables, such 
as having a proactive personality, to enrich the study of 
boundary conditions on the influences of inclusive lead-
ership on employee workplace well-being.
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