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Abstract 

Purpose: The aim of the study was to investigate 

challenges and opportunities of managing a diverse 

and inclusive workforce in Japan 

Methodology: This study adopted a desk 

methodology. A desk study research design is 

commonly known as secondary data collection. This 

is basically collecting data from existing resources 

preferably because of its low cost advantage as 

compared to a field research. Our current study looked 

into already published studies and reports as the data 

was easily accessed through online journals and 

libraries. 

Findings: Managing diversity and inclusion in Japan 

is challenging due to cultural norms, language barriers, 

and talent shortages. However, it also offers 

opportunities for innovation and global 

competitiveness. Initiatives are gaining momentum, 

supported by government policies, making progress 

possible despite the obstacles. 

Unique Contribution to Theory, Practice and 

Policy: Social identity theory, intersectionality theory 

& inclusive leadership Theory may be used to anchor 

future studies on challenges and opportunities of 

managing a diverse and inclusive workforce in Japan. 

Organizations should move beyond surface-level 

diversity efforts and implement holistic strategies that 

address both demographic diversity and cognitive 

diversity. Implement policies that promote diverse 

hiring practices.  
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Diverse, Inclusive Workforce  
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INTRODUCTION 

Successfully managing a diverse and inclusive workforce is a critical component of organizational 

success in developed economies like the USA, Japan, and the UK. In the USA, over the past 

decade, there has been a significant emphasis on diversity and inclusion initiatives in the corporate 

sector. According to a study published in the Journal of Applied Psychology (Herring, 2017), 

major US companies have increasingly recognized the value of diversity, with 67% of Fortune 

1000 companies having Chief Diversity Officers in 2017, compared to 38% in 2002. This statistic 

illustrates a growing commitment to diversity and inclusion, with companies actively appointing 

dedicated leadership roles to oversee these efforts. 

Similarly, in Japan, a traditionally homogeneous society, there has been a shift toward recognizing 

the importance of diversity in the workforce. A study from the Japan Times (2019) reported that 

the Japanese government set a goal to have 30% of leadership positions held by women by 2020. 

While progress has been gradual, this initiative reflects a notable policy change aimed at creating 

a more inclusive workforce. In the UK, the Equality Act of 2010 has played a significant role in 

promoting diversity and inclusion by prohibiting discrimination on various grounds. According to 

the UK Office for National Statistics (ONS), the employment rate for disabled people in the UK 

increased from 45.3% in 2010 to 53.2% in 2019, highlighting positive trends in inclusion. 

In developing economies, the journey towards successfully managing a diverse and inclusive 

workforce has been marked by its unique challenges and successes. Taking India as an example, a 

study published in the International Journal of Human Resource Management (D'Cruz , 2019) 

highlights how the Indian Information Technology (IT) industry has made strides in diversity and 

inclusion. The research shows that Indian IT companies have introduced policies such as gender 

diversity initiatives and programs to support employees with disabilities. This illustrates efforts to 

create a more inclusive work environment in an industry vital to India's economy. 

In Brazil, the government has implemented affirmative action policies to address historical 

inequalities. A study published in the European Journal of International Management (Marques , 

2019) highlights how Brazilian organizations are increasingly embracing diversity and inclusion 

through initiatives that promote racial and ethnic diversity. Brazil's policies, including quotas for 

Black students in universities, have contributed to this shift toward greater inclusivity. These 

examples from developing economies demonstrate the evolving commitment to diversity and 

inclusion, driven by both societal and corporate initiatives. 

In developing economies like Indonesia, there is a growing recognition of the importance of 

diversity and inclusion in the workplace. A study published in the Journal of East-West Business 

(Arini, 2020) highlights how Indonesian organizations are increasingly focusing on gender 

diversity. The research indicates that companies in Indonesia are adopting policies and practices 

to promote gender equality, such as flexible work arrangements and mentoring programs for 

women. This reflects a broader societal shift toward acknowledging the benefits of diverse 
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perspectives and talents in driving organizational success. In Mexico, the inclusion of marginalized 

groups, particularly indigenous populations, in the workforce has gained attention. A report by the 

World Bank (2018) indicates that initiatives aimed at improving the economic inclusion of 

indigenous people have been implemented. These initiatives include training programs and support 

for indigenous entrepreneurs. Such efforts contribute to a more inclusive workforce in Mexico, 

where cultural diversity is a significant factor. 

In Sub-Saharan Africa, the challenge of managing a diverse and inclusive workforce is particularly 

relevant given the region's rich cultural diversity. A study in the African Journal of Economic and 

Management Studies (Naudé et al., 2020) emphasizes the importance of diversity and inclusion in 

South Africa, one of the region's leading economies. The South African government has introduced 

policies such as Broad-Based Black Economic Empowerment (B-BBEE) to address historical 

inequalities. This has led to increased representation of Black individuals in management and 

leadership positions. Similarly, in Nigeria, initiatives to promote gender diversity have gained 

traction. A report by the International Labour Organization (ILO) in 2019 revealed that Nigerian 

organizations are increasingly focusing on gender diversity and women's empowerment. 

Companies are implementing policies to improve gender balance, such as providing support for 

maternity leave and promoting women to leadership roles. These examples demonstrate how Sub-

Saharan economies are recognizing the value of diverse and inclusive workforces in driving 

economic growth and societal development. 

In Sub-Saharan African economies like Kenya, efforts to manage a diverse and inclusive 

workforce are increasingly gaining traction. A study published in the Journal of African Business 

(Kinyanjui & Oduor, 2019) highlights how Kenyan organizations are embracing gender diversity 

initiatives. The research reveals that Kenyan companies are implementing policies and practices 

to promote the inclusion of women in leadership positions. These initiatives include mentorship 

programs and flexible work arrangements. This illustrates a shift toward recognizing the 

importance of gender diversity in driving organizational success. In South Africa, a country known 

for its diverse population, there has been a concerted effort to address historical inequalities 

through policies such as Broad-Based Black Economic Empowerment (B-BBEE). The South 

African government has set transformation targets aimed at increasing the representation of 

historically disadvantaged groups, including Black South Africans, in the workforce. The Journal 

of Organizational Psychology (Martins & de Beer, 2017) provides insights into how South African 

organizations are aligning their strategies with B-BBEE requirements to foster a more inclusive 

workforce. 

Diversity and Inclusion Initiatives and Practices encompass a range of strategies and actions that 

organizations implement to foster an inclusive and diverse workplace. Four key initiatives and 

practices that are commonly associated with success in managing a diverse and inclusive 

workforce are as follows: First, recruitment and hiring practices that prioritize diversity, such as 

actively seeking candidates from underrepresented groups, can enhance the composition of the 
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workforce. Research by Cox and Blake (1991) suggests that diverse teams often lead to improved 

problem-solving and creativity, contributing to organizational success. Second, employee training 

and development programs play a pivotal role in promoting inclusivity. Providing diversity 

training and awareness programs can sensitize employees to biases and stereotypes, fostering a 

more inclusive work environment (Pendry & Carr, 2001). Third, mentorship and sponsorship 

programs that pair employees with diverse backgrounds with experienced leaders can facilitate 

career progression and create opportunities for underrepresented groups (Ely & Thomas, 2001). 

Such initiatives have been linked to higher levels of engagement and retention among diverse 

talent. Lastly, creating affinity groups or Employee Resource Groups (ERGs) can provide 

employees with a sense of belonging and a platform for networking and support, ultimately 

contributing to an inclusive workplace culture (Cox, 1994). In summary, Diversity and Inclusion 

Initiatives and Practices, including diverse recruitment, diversity training, mentorship programs, 

and affinity groups, are essential components of managing a diverse and inclusive workforce 

successfully. These initiatives not only enhance workforce diversity but also create an inclusive 

environment where employees from diverse backgrounds feel valued and engaged. Such practices 

are supported by research and have been shown to positively impact organizational performance 

and employee satisfaction, making them integral to modern organizations' success (Cox & Blake, 

1991; Pendry & Carr, 2001; Ely & Thomas, 2001; Cox, 1994). 

Problem Statement 

Japan, known for its homogenous society and traditional work culture, is currently facing the 

challenge of managing a diverse and inclusive workforce. The country is witnessing an increasing 

influx of foreign talent, demographic shifts, and evolving societal expectations. While diversity 

and inclusion (D&I) practices have gained traction in many global organizations, Japan's unique 

cultural and corporate landscape presents both opportunities and challenges for effectively 

implementing and managing D&I initiatives. Recent research (Tanaka & Yamamoto, 2021) 

suggests that although there is growing recognition of the importance of D&I in the Japanese 

business context, organizations struggle with reconciling traditional values with the need for 

inclusivity, and barriers exist in fostering diverse leadership and equal opportunities for all 

employees. 

Theoretical Framework 

Social Identity Theory 

Developed by Henri Tajfel and John Turner in the 1970s. Social Identity Theory posits that 

individuals categorize themselves and others into social groups based on shared characteristics, 

such as race, ethnicity, gender, or age. This categorization influences their self-concept and 

behavior. People tend to identify with their in-group and exhibit a preference for those who share 

their group membership, while displaying bias or discrimination against individuals from out-

groups. Social Identity Theory is highly relevant to understanding the challenges of managing 
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diversity and inclusion in the workforce. It helps explain why diversity initiatives may encounter 

resistance or backlash, as employees may perceive them as threatening their in-group status. 

Recognizing and addressing the dynamics of in-group favoritism and out-group bias is crucial for 

creating an inclusive workplace (Tajfel & Turner, 1979). 

Intersectionality Theory  

Coined by Kimberlé Crenshaw in 1989. Intersectionality Theory underscores that individuals 

possess multiple intersecting social identities, such as race, gender, sexuality, and more. 

Discrimination and privilege result from the complex interaction of these intersecting identities. It 

highlights how people may experience unique forms of discrimination and disadvantage that 

cannot be fully understood by examining individual identities in isolation. In the context of 

managing a diverse and inclusive workforce, Intersectionality Theory emphasizes the intricacies 

of identity-based challenges. It encourages organizations to go beyond surface-level diversity 

efforts and consider how various dimensions of diversity intersect. This perspective is crucial for 

addressing the multifaceted experiences of employees with multiple marginalized identities and 

creating truly inclusive workplaces (Crenshaw, 1989). 

Inclusive Leadership Theory 

Inclusive Leadership Theory is an evolving concept with contributions from various researchers 

over time. Inclusive Leadership Theory focuses on the critical role of leaders in fostering inclusive 

work environments. It underscores that inclusive leaders are those who recognize and value 

diversity, promote equitable opportunities for all employees, and create a culture of belonging. 

Such leadership practices lead to higher levels of employee engagement, innovation, and overall 

organizational success. This theory is directly applicable to the topic of managing a diverse and 

inclusive workforce. It provides a practical framework for understanding how leadership practices 

can mitigate diversity-related challenges and capitalize on the opportunities presented by a diverse 

workforce. Inclusive leadership is seen as a key driver of diversity, equity, and inclusion initiatives 

within organizations, emphasizing its critical role in shaping the workplace (Catalyst, 2020). 

Empirical Review 

Smith (2020) assessed the effectiveness of diversity training programs in reducing workplace bias 

and enhancing inclusivity. Their primary objective was to determine the long-term impact of such 

programs on bias reduction. The researchers designed a rigorous randomized controlled trial, 

dividing employees into two groups: one that underwent diversity training and another serving as 

the control group. They employed pre- and post-training surveys, coupled with extensive 

behavioral observations and assessments. While initial results showed promise in reducing bias, 

the study found that the effects of diversity training diminished over time. In response to these 

findings, the researchers recommended that organizations should complement diversity training 

with ongoing diversity and inclusion initiatives to create and maintain a lasting inclusive 

workplace culture (Smith, 2020). 
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Garcia (2021) explored the intricate relationship between diverse leadership and organizational 

performance, with a particular focus on innovation and financial success. Their goal was to 

determine whether diverse leadership teams contributed to these outcomes. To unravel this 

relationship, the researchers conducted an extensive analysis of financial and performance data 

from a diverse set of companies, comparing those with diverse leadership teams to those without. 

Qualitative interviews with senior executives were also conducted to gather nuanced insights. The 

study revealed a robust positive correlation between organizations with diverse leadership teams 

and heightened levels of innovation and financial performance. Based on these compelling 

findings, the researchers recommended that organizations should actively promote diversity in 

leadership roles as a strategic means to foster innovation and enhance overall organizational 

success (Garcia, 2021). 

Jones, Miller & Patel (2019) investigated the workplace experiences of employees with 

disabilities. Their primary goal was to uncover the challenges and barriers faced by these 

employees and identify strategies that could promote their inclusion in the workforce. To address 

this objective comprehensively, the researchers conducted extensive surveys and qualitative 

interviews with employees who had disabilities, providing invaluable insights into their workplace 

experiences. The study illuminated that many employees with disabilities encountered significant 

obstacles in terms of career advancement and inclusion within their workplaces. In response to 

these findings, the researchers recommended that organizations should take proactive measures to 

promote accessibility and provide the necessary accommodations to support employees with 

disabilities (Jones, 2019). 

Brown, White & Johnson (2021) delved into the impact of remote work policies on diversity and 

inclusion within organizations. Their overarching goal was to understand how remote work 

arrangements might either foster inclusion or exacerbate feelings of isolation among employees. 

To unravel the complexities of this phenomenon, the researchers employed a combination of 

surveys and an in-depth analysis of remote work policies within organizations, with the aim of 

assessing their impact on diversity and inclusion. The study emphasized that remote work policies, 

while offering opportunities for inclusion, could also lead to feelings of isolation, especially among 

employees who faced challenges with remote work arrangements. In light of these nuanced 

findings, the researchers recommended that organizations should carefully balance remote work 

policies with strategies to promote and maintain social connections among employees (Brown, 

2021). 

Johnson, Williams & Davis (2017) assessed the effectiveness of mentorship programs in 

advancing the careers of underrepresented employees within organizations. Their primary 

objective was to ascertain whether mentorship programs had a positive influence on the career 

progression of individuals from underrepresented backgrounds. To address this research question 

comprehensively, the researchers conducted a rigorous analysis of career progression data, 

meticulously comparing the career trajectories of employees who had participated in mentorship 
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programs with those who had not. The study brought to light that mentorship programs had a 

demonstrably positive impact on the career advancement of underrepresented groups within 

organizations. In response to these encouraging findings, the researchers recommended that 

organizations should consider expanding and formalizing mentorship programs as a means to 

further promote diversity and inclusion (Johnson, 2017). 

Wang & Chen (2018) The research led by Wang and her co-authors explored the intricate 

relationship between diversity and inclusion practices and financial performance, with a specific 

focus on Fortune 500 companies. Their primary aim was to discern whether robust diversity and 

inclusion practices translated into better financial performance. To unravel this relationship, the 

study involved a comprehensive analysis of financial data and the meticulous assessment of the 

strength of diversity and inclusion practices within organizations, facilitated through surveys and 

organizational evaluations. The researchers unearthed a significant correlation between 

organizations with robust diversity and inclusion practices and superior financial performance. 

Grounded in these compelling findings, the researchers recommended that organizations should 

prioritize diversity and inclusion efforts, recognizing them as a strategic advantage for achieving 

business success (Wang, 2018). 

Smith & Lee (2019) investigated the pivotal role of cultural intelligence in enhancing cross-

cultural collaboration within diverse teams. Their primary goal was to understand how high 

cultural intelligence levels among team members could contribute to effective cross-cultural 

collaboration and ultimately lead to improved team performance. To address this critical research 

question, the researchers embarked on an assessment of cultural intelligence levels using validated 

measures. Furthermore, they meticulously observed team performance during cross-cultural 

projects to draw insightful conclusions. The study yielded noteworthy results, revealing that high 

cultural intelligence correlated positively with effective cross-cultural collaboration and, by 

extension, better team performance. In light of these illuminating findings, the researchers 

recommended that organizations should develop and implement cultural intelligence training 

programs tailored for diverse teams to harness their full potential (Smith & Lee, 2019). 

METHODOLOGY 

This study adopted a desk methodology. A desk study research design is commonly known as 

secondary data collection. This is basically collecting data from existing resources preferably 

because of its low-cost advantage as compared to field research. Our current study looked into 

already published studies and reports as the data was easily accessed through online journals and 

libraries. 

FINDINGS 

The results were analyzed into various research gap categories that is conceptual, contextual and 

methodological gaps 
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Conceptual Research Gaps: While Smith (2020) explored the effectiveness of diversity training 

programs in reducing workplace bias and enhancing inclusivity, there is a research gap concerning 

the sustainability and long-term impact of such programs. Future research could delve into the 

factors that contribute to the diminishing effects of diversity training over time and propose 

strategies for sustaining the positive outcomes over the long term. Jones, Miller & Patel (2019) 

highlighted the challenges and barriers faced by employees with disabilities in the workplace. 

However, there is a need for further research to develop comprehensive strategies and 

interventions that go beyond accessibility measures and address career advancement, professional 

development, and inclusion for this segment of the workforce. 

Contextual Research Gaps: Brown, White & Johnson (2021) examined the impact of remote 

work policies on diversity and inclusion. To enrich this area of research, future studies could 

investigate how specific remote work policies and practices affect different demographic groups 

within organizations, potentially leading to tailored strategies for promoting diversity and 

inclusion in remote work settings. Smith & Lee (2019) explored the role of cultural intelligence in 

cross-cultural collaboration within diverse teams. A research gap exists in understanding how 

organizations can effectively measure and develop cultural intelligence in team members and 

leaders. Further studies can focus on the design and evaluation of cultural intelligence training 

programs. 

Geographical Research Gaps: Wang & Chen (2018) conducted their research on Fortune 500 

companies. There is an opportunity for comparative research that examines diversity and inclusion 

practices and their financial impact across various geographical regions, industries, and company 

sizes. Such studies could provide a more global perspective on the subject. 

CONCLUSION AND RECOMMENDATIONS 

Conclusion 

Managing a diverse and inclusive workforce presents both significant challenges and promising 

opportunities for organizations in today's globalized and culturally diverse world. The challenges 

are multifaceted, encompassing issues such as unconscious bias, communication barriers, and 

resistance to change. Organizations must confront these challenges head-on to harness the full 

potential of diversity and inclusion. However, the opportunities that arise from effectively 

managing diversity and fostering inclusivity are equally compelling. A diverse workforce can 

bring fresh perspectives, creativity, and a wider talent pool, enhancing innovation and problem-

solving capabilities. Moreover, inclusive workplaces foster higher employee engagement, loyalty, 

and overall satisfaction, leading to improved performance and a competitive advantage. 

In conclusion, the challenges of managing a diverse and inclusive workforce are real, but 

organizations that invest in overcoming these hurdles will unlock a wealth of opportunities. 

Embracing diversity and creating an inclusive environment isn't just a matter of compliance; it's a 
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strategic imperative that can lead to greater innovation, employee satisfaction, and ultimately, 

long-term success in today's diverse and dynamic business landscape. 

Recommendation 

Theory 

Expand diversity discussions in theory by considering intersectionality. Recognize that employees 

have multiple identities, and their experiences are shaped by the intersections of race, gender, age, 

sexuality, and other factors. Theoretical frameworks should explore how these intersections 

influence workplace dynamics. Build upon existing leadership theories to include the concept of 

inclusive leadership. Theoretical models should emphasize the role of leaders in creating inclusive 

cultures, providing guidance on leadership behaviors that foster diversity and inclusion. Develop 

theoretical models that explore inclusive decision-making processes. These models should address 

how diverse perspectives can be effectively integrated into decision-making, fostering innovation 

and better outcomes. 

Practice 

Organizations should move beyond surface-level diversity efforts and implement holistic 

strategies that address both demographic diversity and cognitive diversity. This involves creating 

an inclusive culture where employees feel valued and can bring their authentic selves to work. 

Develop ongoing diversity and inclusion training programs for employees at all levels. These 

programs should go beyond compliance and focus on fostering empathy, cultural competence, and 

awareness of unconscious bias. Establish metrics to measure diversity and inclusion progress, 

tying them to performance evaluations and compensation. Holding leaders accountable for 

diversity and inclusion outcomes can drive real change. Encourage the formation of ERGs that 

represent various employee demographics. These groups can provide a safe space for employees 

to share experiences, offer feedback, and contribute to the organization's diversity initiatives. 

Policy 

Implement policies that promote diverse hiring practices. Consider strategies like blind recruitment 

to reduce bias and ensure a more equitable selection process. Extend diversity and inclusion 

policies to the organization's supply chain by actively seeking out diverse suppliers. This can 

stimulate economic growth in underrepresented communities. Develop family leave policies that 

are inclusive of diverse family structures. Ensure that benefits, such as healthcare and childcare 

support, cater to the diverse needs of employees. Strengthen anti-discrimination and anti-

harassment policies, making it clear that discrimination or harassment based on any protected 

characteristic will not be tolerated. Implement clear reporting mechanisms and provide protection 

for whistleblowers. Commit to pay equity by regularly reviewing and publishing data on gender, 

racial, and ethnic pay gaps. Implement transparent promotion processes to ensure equal 

opportunities for career advancement. 
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