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Abstract: Diversity is visible in today’s changing workplaces, but inclusion is elusive. This is an empirical research that investigates the 

gaps between organizational D&I initiatives and employees' lived experiences across different identities. The study uses a secondary 

qualitative analysis of the "Diversity, Equity and Inclusion Measures" dataset on Kaggle to investigate what factors including gender, 

ethnicity, sexual orientation and leadership roles have on perceptions of inclusion. The findings are explored through the lens of Social 

Identity Theory and Inclusive Leadership models, highlighting critical disparities especially for LGBTQ+ individuals, Indigenous employees 

and employees in non-managerial roles. The research interprets these patterns with a broader theoretical framework and provides practical 

insights and strategic pathways for organizations to construct more inclusive environments. The data in this paper is intended to give decision 

makers and HR professionals data driven evidence to move beyond performative diversity efforts and integrate equity into the very fabric of 

workplace culture. 
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                                I.INTRODUCTION: 

Diversity and inclusion (D&I) are now critical factors that influence 

how well and how long organizations succeed in the modern global 

business world. Because offices now consist of people from many 

different cultures, genders, ethnicities and abilities, promoting 

inclusion has become more important. Diversity means there are 

differences in a setting and inclusion is about making sure everyone 

is valued, respected and included in the organization. 

Diversity and inclusion are needed for business strategy, not just to 

do what is right. Improved D&I in organizations usually leads to 

more creativity, better decisions and higher engagement among 

employees (Lingras et al., 2023). Also, teams with different 

backgrounds can more easily support a wide range of customers 

which leads to innovation and keeps the company competitive. 

Even though diversity and inclusion are recognized as helpful, a lot 

of obstacles stand in the way of real progress. Such factors are 

unconscious biases, being unwilling to change and systemic 

obstacles that stop underrepresented groups from taking part fully. 

In addition, the results of D&I programs can be quite different since 

they are affected by the culture of the organization, the support of 

senior leaders and the strength of the strategies used (Zallio & 

Clarkson, 2022). 

The goal of this research paper is to explore the aspects of D&I at 

work, understand what stops them and find what they provide. After 

examining several studies and their findings, this research aims to 

guide organizations on how to encourage diversity and gain 

advantages from it. 

 

II.LITERATURE REVIEW 

2.1. Diversity and Inclusion Theoretical Frameworks 

Studying ideas about diversity and inclusion is important to 

understand them in the workplace. The theory explains how people 

desire to fit in with others as well as to be different from them. It 

means that leaders ought to make their employees feel valued for 

what they do individually (Babapour Chafi et al., 2021). The Role 

Congruity Theory claims that prejudice happens when the 

stereotypes of a group do not fit the responsibilities of a social role. 

Sometimes, when women try to assume leadership roles, 

stereotypes can cause problems because they do not match the 

expectations of leaders. It explains how biases in the system prevent 

various groups from succeeding in organizations. 

According to Social Identity Theory, people sort themselves and 

others into different social groups which impacts the way they treat 

people from other groups (Wolbring & Lillywhite, 2021). This 

theory highlights how inclusion and exclusion work in the 

workplace and why including and supporting different groups is 

vital. 

2.2. Impact of Organizational Practices on Inclusion 

D&I practice vary from one organization to another and their 

effectiveness is not the same. Organizations that focus on 

inclusivity have strategies in place for hiring, keeping and training 

diverse people. As an instance, organisations can guarantee that 

their recruitment is unbiased, start a mentor program and train 

employees to respect diversity. 

Still, these practices can only be successful when leadership is truly 
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committed and D&I become part of the organization’s regular 

activities. It has been found by previous studies that shallow D&I 

programs may lead employees to feel uninterested, suspicious and 

less committed (Onyeador et al., 2021). Hence, organizations have 

to go above just obeying the rules and include D&I in their main 

values and work practices. Also, evaluating and measuring D&I 

efforts is necessary to know their influence and keep improving 

them. Those companies that have clear goals and accountability 

systems usually know which areas are improving and which need 

attention. 

2.3. Diversity and Inclusion Initiatives Implementation 

Challenges 

 

Figure 1: Common D&I Implementation Challenges 

While D&I is recognized as very important, many organizations 

face major challenges in putting effective initiatives in place. 

Unconscious biases are one major challenge, because they can 

impact decision making processes and perpetuate systemic 

inequalities. This may show up in hiring, in performance 

evaluations and in promotion opportunities (Chaudhry et al., 2021). 

A huge barrier is resistance to change. Employees and leaders may 

not want to change long standing norms and practices, especially if 

they feel that the D&I initiatives will be a threat to their status or 

will add to their burdens. It can make D&I programs less effective 

and slow down organizational progress. Also, the absence of 

diversity in leadership positions hampers the progress of D&I 

objectives (Liu & Panagiotakos, 2022). Leadership may not fully 

grasp and respond to the specific challenges of underrepresented 

employees when there is no representation of these groups in 

leadership. This leads to policies and practices that may not connect 

with or support a diverse workforce. 

 

2.4. Diversity and Inclusion Opportunities for Advancement 

 

Figure 2: Opportunities of Diversity and Inclusion 

Even though it is not easy, there are many ways that organizations 

can improve their D&I efforts. Inclusive leadership is critical and 

leaders are key drivers of organizational culture and change. 

Behaviors like empathy, openness and a commitment to equity can 

make leaders more inclusive in their behaviors which can create a 

more inclusive environment. 

Opportunities are also large to leverage technology. For example, 

data analytics can be used to find hiring, compensation and 

promotion disparities and organizations can use targeted 

interventions to correct these. Also, virtual platforms can serve as a 

means of inclusive communication and collaboration for 

geographically dispersed teams (Tursunbayeva et al., 2022). 

Additionally, organizations can also gain by being involved in 

partnerships and collaborations that support diversity and inclusion. 

Industry wide initiatives and sharing best practices allow 

organizations to learn from each other and together progress in the 

area of D&I objectives. 

2.5. The Role of Organizational Culture in Sustaining Inclusion 

Diversity and inclusion efforts rely on the culture within the 

organisation. If people are respected and their differences are 

valued, they usually feel comfortable bringing their true selves to 

their jobs which increases their involvement and output. For this 

culture to flourish, organisations should ensure that employees do 

not fear saying anything, since being psychological safe is key for 

sharing ideas and concerns (Budhwar et al., 2022). 

In addition, telling stories and having open discussions can help 

employees relate to each other. Talking about personal experiences, 

people can help others understand different views and make the 

environment more open to everyone. Various events, 

communications and recognition schemes are useful for supporting 

inclusive values and actions by valuing diversity. Making 

employees realize that diversity is important and is a key part of the 

company’s identity (Frenk et al., 2022). 
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Although achieving diversity and inclusion at work is not easy and 

involves many steps, it brings many benefits to the organization and 

its staff. When organizations understand the theory, use the best 

practices, meet challenges, make use of opportunities and create an 

inclusive environment, everyone in the organization can do their 

best. 

III.METHODOLOGY 

The empirical research is a secondary qualitative data collection 

method used to understand the challenges and opportunities of 

diversity and inclusion (D&I) practices in the workplace.  

Using secondary data is appropriate to the research aim of creating 

nuanced, evidence based insights into D&I frameworks, based on 

an existing and context rich dataset. According to the same 

approach, the primary data source is the “Diversity, Equity and 

Inclusion Measures Dataset” obtained from Kaggle (Kaggle, 2022). 

It consists of simulated records of 10,000 employees of a 

hypothetical company which include sensitive demographic 

variables (gender, ethnicity, LGBTQ identity) as well as perceived 

scores of inclusivity, fairness, equity, representation and 

psychological safety.  

The structure of the dataset was designed to reflect the structure of 

real world DEI assessments and thus is well suited for in depth 

qualitative and interpretative analysis. Although numerical scores 

are imbedded in the data, our approach focuses on qualitative 

meaning and pattern interpretation rather than inferential statistical 

testing. 

The data was organized and filtered to ensure rigor in analysis by 

key diversity dimensions (gender identity, ethnic group and sexual 

orientation). Employee perceptions were studied across constructs 

like ‘Fairness of Promotion’ (Fₚ), ‘Feeling of Inclusion’ (Iᵢ) and 

‘Voice at Work’ (Vₐ). We treated composite perception scores 

mathematically as the mean function. 

X’ = 1/n ∑n
i=1xi 

𝑥𝑖 is individual employee responses on a Likert scale (e.g., 1 to 5), 

whereas 𝑛 represents the number of respondents in each subgroup. 

Qualitative analysis of these scores provided information about 

disparities in experiences and patterns of systemic exclusion or 

inclusion across identity groups. 

Response patterns were qualitatively themed coded across four core 

dimensions: Representation, Inclusion Experience, Equity 

Perception and Advancement Accessibility. The ratings for each 

theme were examined across identity subgroups to determine 

whether specific communities tend to rate lower or higher on 

specific DEI dimensions. By conducting this thematic comparison, 

it was possible to identify recurring challenges (e.g., 

underrepresentation in leadership or perceived bias in promotions) 

and emerging opportunities (e.g., safe workplace reporting or 

inclusive team interactions). 

We also used cross-tab analysis to trace relational insights such as 

plotting perceived fairness (Fₚ) against representation score (Rₚ) 

by ethnicity which helps to interpret how structural diversity aligns 

(or misaligns) with equity perceptions. This methodologically 

grounded, data informed qualitative analysis ultimately supports a 

nuanced understanding of organisational DEI realities and in so 

doing, uncovers microlevel tensions as well as macrolevel trends in 

dynamics of workplace inclusion. 

IV.ANALYSIS AND INTERPRETATION 

This section analyzes the diversity, equity and inclusion measures 

dataset from Kaggle and provides an analysis of patterns, disparities 

and insights into diversity and inclusion (D&I) in the workplace. 

The methodology is consistent with the previously outlined, in 

terms of secondary qualitative data interpretation and thematic 

exploration. 

4.1. Demographic Distribution and Representation. 

It contains 10,000 employees with different demographic attributes 

recorded. Here is the distribution across key demographics: 

● Gender: Male (59%), Female (34%), Other (7%) 

● Sexual Orientation: Heterosexual (84%), Prefer not to say 

(10%), Other (6%) 

● LGBTQ+ Identification: Yes (12%), No (82%), Other 

(6%) 

● Indigenous Status: Yes (5%), No (94%), Other (1%) 

● Ethnicity: White (71%), Asian (17%), Other (12%) 

Table 1: Demographic Distribution 

Demographic 

Attribute 
Categories Percentage 

Gender Male 59% 

 Female 34% 

 Other 7% 

Sexual Orientation Heterosexual 84% 

 
Prefer not to 

say 
10% 

 Other 6% 

LGBTQ+ 

Identification 
Yes 12% 

 No 82% 

 Other 6% 

Indigenous Status Yes 5% 

 No 94% 

 Other 1% 

Ethnicity White 71% 

 Asian 17% 

 Other 12% 
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 (Source: Created by the Author) 

4.2. Managerial Representation 

Analysis of managers shows that representation across different 

demographic groups is disparate. 10% of the workforce is 

managerial and this is unevenly distributed across demographic 

lines. 

Table 2: Managerial Representation by Demographic Group 

Demographic Group Managerial Representation (%) 

Male 12% 

Female 8% 

Other Gender Identities 5% 

LGBTQ+ 6% 

Non-LGBTQ+ 11% 

Indigenous 4% 

Non-Indigenous 10% 

White Ethnicity 11% 

Asian Ethnicity 9% 

Other Ethnicities 7% 

           (Source: Author’s compilation) 

These disparities are consistent with the principles of Role 

Congruity Theory which states that perceived incongruity between 

group stereotypes and leadership roles can impede advancement 

and with systemic barriers to the career development of 

underrepresented groups. 

4.3. Across Demographics Inclusion Perception 

Employee perceptions of inclusion were measured through survey 

responses regarding feelings of belonging, fairness and voice in the 

organization. Scores of average inclusion were calculated for each 

demographic group. 

Table 3: Average Inclusion Scores by Demographic Group 

(Source: Author’s compilation) 

LGBTQ+, Indigenous and other minority groups had lower 

inclusion scores which could indicate where the organization needs 

to work harder on inclusion. Results echo the Optimal 

Distinctiveness Theory which posits that inclusion is achieved 

through a tension between belongingness and distinctiveness. 

4.4. Intersectional Analysis 

Taking an intersectional perspective, I explored how the multiple 

identities shape experiences of inclusion. For example, LGBTQ+ 

people who are also Indigenous had the lowest average inclusion 

scores. 

Table 4: Intersectional Inclusion Scores 

Intersectional Group 
Average Inclusion 

 Score (1-5) 

LGBTQ+ & Indigenous 3.2 

LGBTQ+ & Non-Indigenous 3.7 

Non-LGBTQ+ & Indigenous 3.5 

Non-LGBTQ+ & Non-Indigenous 4.1 

            (Source: Author’s compilation) 

This analysis also demonstrates the added layers of challenges that 

individuals with multiple marginalized identities face and the need 

to incorporate intersectionality into D&I initiatives. Analysis of the 

dataset also indicates a stark difference of promotion fairness 

scores, especially when it comes to employees with different gender 

identity and ethnicity. Employees who identified outside the binary 

(e.g., non-binary or transgender) rated their perception of fair 

promotion at an average of 3.1, compared to 4.0 for males and 3.7 

for females. Employees from other ethnic backgrounds (e.g., 

Middle Eastern, African Caribbean, Indigenous Latin American) 

also rated significantly lower in ‘Voice at Work’ and ‘Psychological 

Safety’, suggesting systemic barriers to participation and open 

communication (Shore & Chung, 2022). 

This is in keeping with Social Identity Theory which states that 

individuals’ experience in organizational settings is influenced by 

perceived group membership. Minority social groups are often 

subtly excluded or tokenised leading to low involvement and 

morale. Besides, the division wise analysis of inclusion experience 

revealed that employees in Sales and Operations divisions had 

significantly lower inclusion scores (average of 3.5) as compared to 

IT and HR (average of 4.1). It could mean that some functional 

areas have less strong inclusion cultures or no formal structures to 

sustain diversity efforts. This also shows the uneven 

implementation of D&I strategies between departments. 

A gendered analysis of managerial support perception finally 

revealed that female employees and LGBTQ+ individuals had 
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lower confidence in managerial support when raising inclusion 

related concerns. This underscores the requirement for 

transformational leadership in which managers take an active role 

in the challenging of bias and the modeling of inclusive behavior. 

4.5. Thematic Insights from Qualitative Responses 

Recurring themes in qualitative analysis of open-ended survey 

responses were: 

 Fairness and Transparency in Promotion Processes: 

Employees from minority groups perceived bias in 

promotions. 

 There are fewer diverse people in senior positions: A lot 

of people noticed that diverse groups were not well 

represented in top positions. 

 Ideas for Policies that Include Everyone: Some ideas to 

support an inclusive culture are mentorship programs and 

training in diversity. 

The books’ themes are consistent with ILT which encourages 

leaders to use behaviors that promote equality and inclusion. 

4.6. Impact on the Practices of Organizations 

This means that having diversity in the organization is important, 

but attention should also be given to some areas that lack inclusion. 

The following approaches may be considered by organizations to 

deal with these issues: 

 Training people to be aware of their biases: Training 

people in the organization on unconscious biases can help 

reduce their negative impact on decisions. 

 Mentorship programs: Combine employees from 

different groups to help those who are underrepresented in 

their careers (Lee et al., 2021). 

 Reviewing the criteria for promotion: This may ensure 

that promotion decisions are fair and clear which can make 

employees feel more trusted and equal. 

These strategies are supported by the Equity, Diversity and 

Inclusion Framework which works to make all workplaces 

inclusive. 

V.DISCUSSION 

The research findings give a clear picture of workplace diversity 

and inclusion (D&I) and how they should be handled. This 

approach is very different from simple diversity checks and it 

focuses on what people face as members of multiple identity groups 

which is then used to guide positive changes. The insights are not 

just academic interest but provide a roadmap for those really 

interested in changing corporate culture as organizational leaders, 

HR practitioners and policymakers. 

The research not only shows that there is diversity within the 

organization, but also shows that there is unevenness in the 

inclusion experiences. This is a fundamental dissonance between 

D&I intentions and real workplace experiences. Take for example, 

a large variance in inclusion scores amongst LGBTQ+ employees, 

Indigenous employees and employees in non-technical divisions 

such as Sales and Operations which indicates systemic issues 

beyond generic training sessions (Mulato, 2021). Therefore, the 

paper invites readers and particularly those in leadership and change 

management roles, to reconsider the equity of current structures and 

policies in their institutions. 

Additionally, the framework introduced in this research is 

replicable, where this research uses real world simulation data and 

methodically analyzes the data through quantitative and 

intersectional qualitative lenses. This gives practical utility to 

readers who might want to benchmark or audit their own 

institutions using similar measures. It facilitates a move away from 

tokenistic representation to truly inclusive practices where all 

employees irrespective of background feel like they are valued and 

heard. Key theories of Social Identity Theory, Optimal 

Distinctiveness Theory and Inclusive Leadership models are 

incorporated in order to improve the interpretive value of the 

findings (Steffens et al., 2021). These are theoretical frameworks 

that translate raw data into actionable understanding and give 

readers a conceptual toolkit to make change. 

In sum, this research goes beyond its original aim of identifying 

challenges and opportunities in workplace D&I practices and 

promises to have transformative real world application. It shines a 

light on often missed gaps in inclusion, especially for intersectional 

minority groups and equips readers to reimagine and rebuild their 

workplace cultures more equally and intentionally. This paper 

provides strategic insights, real time application and informs the 

process of developing organizations in an informed and inclusive 

way. 

VI.CONCLUSION 

In this research I critically explored the diverse terrain of workplace 

diversity and inclusion, highlighting the gaps in experience across 

gender, ethnicity, sexual orientation and managerial hierarchy. Data 

driven findings show that organizations look diverse on the surface 

but inclusion is highly uneven and disproportionately affects 

underrepresented and intersectional groups. This research affirms 

the need to go beyond symbolism to actionable equity. Longitudinal 

impacts of D&I interventions should be explored further, employee 

narratives should be integrated in the study to gain deeper 

contextual insights and the scope should be expanded to include 

neurodiversity and disability inclusion. In addition, cross cultural 

comparisons may provide a global perspective of inclusion 

frameworks. Organizations must stop being reactive and start 

becoming proactive, shifting from compliance to cultural 

transformation, with inclusion embedded in decision making, 

leadership behavior and dayto day practices. In addition to offering 

a diagnostic lens, this work offers a strategic foundation for the 

creation of workplaces that are diverse, but also truly inclusive, 

equitable and sustainable. 
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