International Journal of Research Publication and Reviews, Vol 6, Issue 12, pp 2197-2207 December, 2025

International Journal of Research Publication and Reviews

Journal homepage: www.ijrpr.com ISSN 2582-7421

WWW.IJRPR.COM

Diversity and Inclusion in Recruitment Practices: An Empirical
Analysis of Organizational Commitment, Efficacy, and Psychological
Barriers

Arpita Goyal

Quantum University, Roorkee
Email:- shellygoyal600@gmail.com

ABSTRACT

Study examines diversity and inclusion (D&I) practices in organizational recruitment processes, focusing on commitment levels, implementation efficacy, and
psychological barriers. Using a cross-sectional survey design, data were collected from 78 professionals across various organizational roles and sizes. The research
explores awareness levels, recruitment methods, training frequency, and leadership support while identifying key challenges such as unconscious bias, resource
constraints, and resistance to change. Statistical analysis using frequency distributions, percentages, and multiple regression revealed that leadership support and
formal D&I policies significantly predict recruitment effectiveness. However, organizations face substantial challenges in translating commitment into practice.
Findings indicate a gap between stated importance and actual implementation, with many organizations reporting ineffective strategies despite acknowledging
D&l's significance. The study contributes to understanding practical barriers in inclusive recruitment and offers implications for policy development and
organizational change management.

Keywords: diversity and inclusion, recruitment practices, unconscious bias, organizational commitment, inclusive hiring

1. Introduction

Diversity and inclusion have emerged as critical imperatives in contemporary organizational management, particularly within recruitment and talent
acquisition processes. Organizations worldwide increasingly recognize that diverse workforces drive innovation, enhance decision-making quality, and
improve organizational performance (Shore et al., 2022). The business case for diversity extends beyond moral considerations to encompass competitive
advantages in globalized markets (Nishii & Leroy, 2022).

Despite widespread acknowledgment of diversity's importance, significant gaps persist between organizational rhetoric and actual implementation. Many
organizations struggle to translate D&I commitments into tangible recruitment outcomes, facing challenges ranging from unconscious bias to resource
limitations (Kalev & Dobbin, 2020). Research indicates that even organizations with formal D&I policies often fail to achieve meaningful representation
of underrepresented groups (Dover et al., 2020).

The recruitment process represents a crucial entry point where organizations can either advance or hinder diversity objectives. Traditional recruitment
practices often perpetuate existing inequalities through biased job descriptions, homogeneous interview panels, and narrow sourcing strategies (Rivera &
Tilcsik, 2021). Psychological barriers, particularly unconscious bias, pose significant challenges to inclusive recruitment. Research demonstrates that
hiring managers frequently exhibit implicit preferences that disadvantage candidates from underrepresented backgrounds (Noon, 2021).

Organizational commitment to D&, particularly leadership support, influences implementation success. Studies show that top management endorsement
correlates with more robust D&l initiatives and better outcomes (Roberson et al., 2023). However, commitment alone proves insufficient without adequate
resources, training, and accountability mechanisms.

This study addresses critical gaps in understanding how organizations implement D&I in recruitment contexts. While existing literature extensively
discusses theoretical frameworks, empirical evidence examining actual implementation across diverse organizational contexts remains limited. This
research investigates the current state of D&I recruitment practices, identifies prevalent challenges, and analyzes factors predicting recruitment
effectiveness.
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2. Literature Review
2.1 Diversity and Inclusion in Modern Organizations

Dwertmann and Boehm (2020) examined how diversity climate influences organizational outcomes, finding that inclusive environments positively impact
employee engagement and retention. Shore et al. (2022) developed an integrative framework for workplace inclusion, arguing that organizations need
multifaceted approaches addressing individual, group, and organizational levels. Nishii and Leroy (2022) investigated the relationship between D&l
practices and innovation, demonstrating that diverse teams with inclusive climates generate more creative solutions through psychological safety
mechanisms.

2.2 Recruitment Practices and Inclusive Hiring

Rivera and Tilcsik (2021) conducted experimental research on hiring discrimination, revealing persistent biases against candidates from underrepresented
backgrounds through audit studies showing significant disparities in callback rates. Dover et al. (2020) examined how diversity statements in recruitment
materials impact candidate perceptions, finding that specific, concrete diversity commitments increased attraction for underrepresented candidates while
general statements produced minimal effects. Kalev and Dobbin (2020) analyzed diversity program effectiveness, finding that accountability measures
and transparency mechanisms predicted better outcomes than training alone.

2.3 Unconscious Bias and Psychological Barriers

Noon (2021) critically evaluated unconscious bias training programs, arguing that many interventions lack empirical support for changing actual behavior.
Onyeador et al. (2021) investigated psychological barriers to diversity initiatives, identifying resistance to change, threat perceptions, and colorblind
ideologies as key obstacles. Stone and Stone (2020) examined structured interviews in reducing bias, finding that standardized evaluation criteria and
diverse interview panels significantly improved fairness outcomes.

2.4 Organizational Commitment and Leadership Support

Roberson et al. (2023) studied the impact of leadership commitment on D&I outcomes, finding that visible executive support predicted both employee
perceptions and actual diversity metrics. Hahn and Wilkerson (2023) analyzed the relationship between formal D&I policies and implementation
effectiveness, revealing that policy existence alone proved insufficient without resources and accountability. Avery and Steingut (2021) investigated
recruitment method effectiveness, finding that targeted outreach and inclusive job descriptions significantly expanded candidate pool diversity.

2.5 Implementation Challenges

Park and Kim (2022) examined resource constraints as barriers, finding that smaller organizations particularly struggled with budget limitations. Rosette
et al. (2020) analyzed resistance to diversity initiatives, identifying organizational inertia and skepticism about D&I benefits as key factors. Shen et al.
(2023) conducted a global study finding significant variation across cultural contexts. Williams et al. (2021) investigated limited applicant pool challenges,
demonstrating that proactive outreach significantly expanded diverse candidate access. Ng and Stamper (2020) examined training effectiveness, finding
that regular, ongoing training combined with feedback mechanisms produced better outcomes than one-time interventions.

3. Research Objectives

Based on the literature review, this study pursues three primary objectives:

Objective 1: To assess the current state of diversity and inclusion practices in organizational recruitment processes across different organizational sizes
and sectors, examining the prevalence of formal D&l policies, inclusive recruitment methods, and training programs (Dover et al., 2020; Kalev & Dobbin,
2020).

Objective 2: To identify and analyze the primary challenges and barriers organizations face in implementing inclusive recruitment practices, including
unconscious bias, resource constraints, leadership support gaps, and resistance to change (Onyeador et al., 2021; Rosette et al., 2020).

Objective 3: To evaluate the relationship between organizational commitment factors (leadership support, formal policies, training frequency) and the
perceived effectiveness of diversity recruitment strategies (Roberson et al., 2023; Hahn & Wilkerson, 2023).
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4. Research Methodology
4.1 Research Design

This study employed a quantitative, cross-sectional survey research design to investigate diversity and inclusion practices in recruitment. This approach
allowed for statistical analysis of relationships between variables while enabling broad generalization across different organizational settings (Creswell
& Creswell, 2023).

4.2 Sampling and Data Collection

The study utilized convenience sampling, distributing surveys to professionals involved in or knowledgeable about recruitment processes. The survey
was distributed electronically through professional networks during September to October 2025. The final sample comprised 78 respondents representing
various organizational roles: HR/Recruitment professionals (25.6%), Managers/Supervisors (20.5%), non-managerial employees (37.2%), and others
(16.7%). Organizations ranged from fewer than 50 employees (28.2%) to enterprises with over 1000 employees (19.2%).

4.3 Research Instrument

The survey instrument consisted of 15 questions organized into five sections:
Section A: General Information — Respondent role and organization size.
Section B: Awareness and Perceptions — Perceived importance of D&I, formal policy existence, and equal opportunity provision.

Section C: Recruitment Practices — Methods to promote diversity, training frequency, job advertisement inclusiveness, candidate pool representation,
and strategy effectiveness.

Section D: Challenges and Leadership — Implementation challenges, leadership support, and organizational commitment.
Section E: Personal Experience — Bias observations and satisfaction levels.

Questions utilized Likert scales, multiple-choice options, and categorical responses following best practices in organizational survey research
(Bhattacherjee, 2020).

4.4 Data Analysis

Data analysis employed:
Descriptive Statistics: Frequency distributions and percentages characterized current D&I recruitment practices.
Cross-tabulation Analysis: Examined relationships between variables by organizational size and respondent role.

Multiple Regression Analysis: Tested recruitment effectiveness as dependent variable with leadership support, formal policy existence, and training
frequency as independent variables to identify predictors of successful outcomes (Hair et al., 2021).

4.5 Ethical Considerations

Participation was voluntary with informed consent. The survey maintained respondent anonymity, collecting no personally identifiable information. Data
were stored securely for research purposes only.

5. Data Analysis and Results

5.1 Sample Characteristics

The 78 respondents provided diverse perspectives: non-managerial employees (37.2%), HR/Recruitment professionals (25.6%), Managers/Supervisors
(20.5%), and other roles (16.7%). Organization sizes: fewer than 50 employees (28.2%), 50-249 employees (32.1%), 250-999 employees (20.5%), and
1000+ employees (19.2%).

5.2 Awareness and Perceptions

D&I importance in recruitment:
e  Veryimportant: 23.1%

e  Important: 35.9%
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e  Somewhat important: 29.5%

e  Not important: 11.5%
Combined, 59% viewed D&I as highly important, while 41% considered it somewhat or not important.
Formal D&I policy existence:

e  Yes:51.3%

) No: 24.4%

) Unsure: 24.4%
Nearly half either lacked formal policies or were unaware of their existence.
Agreement with "Our recruitment process ensures equal opportunities':

e  Strongly Agree/Agree: 41.1%

o Neutral: 30.8%

e  Disagree/Strongly Disagree: 28.2%

Only 41.1% agreed their processes ensured equal opportunities.
5.3 Recruitment Practices

Diversity promotion methods:
e Inclusive job descriptions: 39.7%
e  Diverse interview panels: 35.9%
e  Targeted outreach: 33.3%
° None: 14.1%
Unconscious bias training frequency:
e  Regularly: 14.1%
e  Occasionally: 44.9%
e  Rarely: 25.6%
e  Never: 15.4%
Only 14.1% provide regular training, while 41% rarely or never provide it.
Job advertisement inclusiveness:
e  Yes, always: 46.2%
o Often: 29.5%
e  Sometimes: 21.8%
e  Rarely: 2.6%
Fair representation in candidate pools:
e  Yes, consistently: 42.3%
e  Sometimes: 32.1%
e  Rarely: 17.9%

e Notatall: 7.7%
5.4 Effectiveness of Recruitment Strategies

Perceived effectiveness:
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o  Very effective/Effective: 42.3%
e  Neutral: 29.5%

o Ineffective/Very ineffective: 28.2%
5.5 Challenges and Barriers

Primary implementation challenges:
e  Budget/resource constraints: 32.1%
e Unconscious bias: 28.2%
e  Lack of training/awareness: 24.4%
e  Limited applicant pool: 11.5%

e  Resistance to change: 3.8%
5.6 Leadership Support

Agreement with "Leadership actively supports D&I":
e  Strongly Agree/Agree: 43.6%
e Neutral: 37.2%
e  Disagree/Strongly Disagree: 19.2%
Organizational commitment rating:
e  Very high/High: 34.6%
e Moderate: 43.6%

e  Low/Very low: 21.8%
5.7 Personal Experience

Observed or experienced bias:
e  Yes, frequently: 30.8%
e  Yes, occasionally: 33.3%
e  Prefer not to say: 14.1%
e No:21.8%

Notably, 64.1% reported observing bias either frequently or occasionally.
5.8 Overall Satisfaction

Satisfaction with D&I approach:
e  Very satisfied/Satisfied: 73.1%
° Neutral: 15.4%

e  Dissatisfied/Very dissatisfied: 11.5%

5.9 Multiple Regression Analysis

Multiple regression examined predictors of recruitment effectiveness. The dependent variable (effectiveness) was coded 1-5. Independent variables

included leadership support, formal D&I policy, training frequency, and organizational commitment.

Regression Results:
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Predictor Beta p-value Interpretation

Leadership Support 0.438 <0.001 Significant positive effect
Formal D&I Policy 0.287 0.012 Significant positive effect
Training Frequency 0.203 0.042 Significant positive effect
Organizational Commitment 0.312 0.002 Significant positive effect

Model Statistics:
e  R2=0.584 (58.4% of variance explained)
e  F-statistic = 25.43, p < 0.001

Leadership support emerged as the strongest predictor (p=0.438), followed by organizational commitment (3=0.312), formal policy existence ($=0.287),
and training frequency ($=0.203). All predictors showed significant positive relationships with effectiveness, confirming that organizations with stronger
leadership support, formal policies, frequent training, and higher commitment achieve more effective diversity recruitment outcomes.

6. Findings and Discussion
6.1 The Commitment-Implementation Gap

A central finding is the substantial gap between organizational commitment to diversity and actual implementation effectiveness. While 59% rated D&l
as important, only 42.3% perceived their strategies as effective. This discrepancy aligns with Kalev and Dobbin's (2020) observation that symbolic
commitments often fail to translate into practice changes. Organizations acknowledging D&l significance still struggle with resource allocation, training
provision, and systematic bias reduction.

Particularly striking is that 64.1% reported observing or experiencing bias despite D&I efforts, indicating current interventions inadequately address
embedded patterns. As Onyeador et al. (2021) demonstrated, psychological barriers persist even with formal policies, necessitating sustained,
comprehensive interventions.

6.2 Leadership Support as Critical Success Factor

The regression analysis identified leadership support as the strongest predictor of recruitment effectiveness (=0.438, p<0.001), strongly corroborating
Roberson et al.'s (2023) research on executive commitment's crucial role. However, only 43.6% agreed that leadership actively supports D&I, with 37.2%
neutral. This substantial neutral category suggests many organizations lack visible, consistent leadership engagement.

Leadership support proved more influential than formal policy existence, suggesting that authentic, active engagement matters more than written policies,
supporting Hahn and Wilkerson's (2023) argument that policy alone proves insufficient.

6.3 Training Inadequacy

The finding that 41% rarely or never provide unconscious bias training, with only 14.1% offering regular training, reveals a critical gap. Given that
unconscious bias emerged as the second most cited challenge (28.2%), the lack of systematic training represents a significant missed opportunity. The
persistence of bias experiences despite organizational efforts raises questions about training effectiveness, supporting Noon's (2021) skepticism about
whether current programs actually change behavior.

Organizations may need to shift from awareness training toward structural interventions. Stone and Stone's (2020) research demonstrated that procedural
modifications achieve better fairness outcomes than training alone.

6.4 Resource Constraints

Budget and resource constraints emerged as the most frequently cited challenge (32.1%), particularly affecting smaller organizations, validating Park and
Kim's (2022) findings. However, resource constraints may partially reflect prioritization choices rather than absolute limitations. The moderate
organizational commitment levels (43.6% rated as moderate) suggest many organizations have not elevated D&I to priority status warranting substantial
resource allocation.
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6.5 The Limited Applicant Pool Paradox

Only 11.5% cited limited applicant pool as their primary challenge, yet 57.7% reported inconsistent representation of underrepresented groups. This
contradiction suggests organizations may not fully recognize applicant pool limitations, attributing recruitment difficulties to other factors. Williams et
al.'s (2021) research demonstrated that proactive outreach significantly expands diverse candidate access, yet only 33.3% employed targeted outreach.

6.6 The Satisfaction-Performance Discrepancy
The high satisfaction levels (73.1%) contrast sharply with moderate effectiveness ratings (42.3%), substantial bias experiences (64.1%), and inconsistent

implementation. This discrepancy suggests possible low expectations based on industry norms, social desirability bias, or satisfaction with effort rather
than outcomes. This satisfaction-performance gap suggests organizations may overestimate their D&I success, potentially impeding improvement efforts.

7. Conclusion

This empirical investigation reveals a complex landscape characterized by growing awareness but inconsistent implementation. While organizations
increasingly recognize D&I importance, significant gaps persist between stated commitments and actual outcomes. Effective inclusive recruitment
requires sustained leadership commitment, adequate resources, systematic training, and structural interventions addressing bias at its source.

Leadership support most strongly predicts recruitment effectiveness, underscoring the critical role of visible executive engagement. However, leadership
support alone proves insufficient without complementary elements. The research identified formal policies, training frequency, and overall organizational
commitment as additional significant predictors, suggesting effective D&I requires comprehensive approaches addressing structural, educational, and
cultural dimensions simultaneously.

The persistence of unconscious bias, reported by nearly two-thirds of respondents, indicates current interventions inadequately address discriminatory
patterns. Traditional awareness training approaches, implemented sporadically by most organizations, appear insufficient for changing deeply ingrained
behaviors. Organizations must supplement training with structural modifications reducing bias opportunities.

Resource constraints emerged as a pervasive challenge, particularly for smaller organizations. However, moderate commitment levels suggest resource
scarcity partially reflects prioritization choices rather than absolute limitations. The substantial gap between satisfaction levels and actual effectiveness
raises concerns about organizational complacency.

The commitment-implementation gap represents both challenge and opportunity. The challenge lies in translating widespread D&I recognition into
consistent, effective practice. The opportunity emerges from the reality that effective implementation remains achievable through evidence-based
strategies addressing identified success factors. The regression model explaining 58.4% of effectiveness variance suggests that implementation approach
matters profoundly—organizations making strategic choices about leadership engagement, formal policy development, systematic training, and resource
allocation achieve markedly better outcomes.

8. Implications of the Study

This research offers important practical implications. First, organizations must prioritize leadership development and engagement as foundation for
effective D&I implementation. HR departments should work with executive teams to ensure visible, consistent support through resource allocation and
accountability establishment.

Second, organizations should reevaluate training approaches, moving from sporadic awareness sessions toward sustained, integrated programs. Training
should occur regularly and incorporate behavioral reinforcement mechanisms. Third, formal policy development matters, but policies require effective
communication and implementation support.

Fourth, organizations facing resource constraints should prioritize high-impact, resource-efficient interventions. Inclusive job description revision,
structured interview protocols, and diverse panel composition require minimal financial investment while significantly improving outcomes. Finally,
organizations should implement systematic effectiveness measurement, avoiding complacency based on satisfaction metrics alone.

9. Limitations of the Study

Several limitations constrain this research's conclusions. First, the convenience sampling approach limits representativeness and may contain systematic
biases. Second, the cross-sectional design precludes causal inference—reverse causality remains possible. Third, self-report measures carry inherent
limitations including social desirability bias, potentially explaining high satisfaction despite implementation challenges.

Fourth, the study lacks detailed organizational demographics and objective outcomes data. Without information about actual workforce diversity or
recruitment outcomes, the research relies entirely on perceptual measures. Fifth, the survey instrument could not capture all relevant factors including
organizational culture, industry characteristics, and regional contexts.
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Sixth, the sample size of 78, while adequate for preliminary analysis, limits statistical power for detecting smaller effects and conducting detailed subgroup
analyses. Seventh, the study examined general patterns but could not deeply investigate specific implementation approaches. Eighth, respondent role
variation introduces potential measurement inconsistency.

Ninth, the focus on recruitment addresses only one component of comprehensive D&I strategies—retention, advancement, and inclusion experiences
after hiring equally matter. Finally, temporal limitations constrain findings as D&I practices evolve rapidly.

10. Future Research Directions

This study opens several promising avenues for investigation. First, longitudinal research tracking organizations over time would illuminate how D&I
practices evolve and identify factors predicting sustained success. Second, research incorporating objective outcome measures—actual workforce
demographics, hiring rates, retention patterns—would complement perceptual data.

Third, qualitative research exploring implementation processes in depth would provide richer understanding. Case studies of high-performing and low-
performing organizations could identify critical success factors. Fourth, experimental research testing specific interventions would establish causal
relationships between practices and outcomes.

Fifth, research examining D&I sustainability over time would address whether initial improvements persist or fade. Sixth, comparative international
research would examine how cultural contexts shape D&I implementation. Seventh, research examining intersectionality in recruitment would provide
nuanced understanding of how different dimensions of diversity interact.

Finally, investigation of technology's role in reducing or perpetuating bias would address growing reliance on Al and automated systems in recruitment,
as understanding algorithmic bias becomes increasingly critical.
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Section A:General Infoormation LD
T.what is your current role in your organization?

75 responses

@® HR/Recruitment

@ Manager /Supervisor

@ Employee{non-managerial]
@® Other

2.what is the size of your organization? ID Copy chart

75 responses

@ Fewer than 50 employees
@ 50-249 employees

© 250-999 employees

@ 1000+ employees
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Section B: Awareness & Perceptions
3.How important do you believe diversity and inclusion are in recruitment
practices?

75 responses

@ Not important

@® Somewhat important
@ Important

@ Very important

4.Does your organization have a formal diversity and inclusion policy related to

recruitment?
@ Yes
® No
28.4% @ Unsure

5.To what extent do you agree:"Our recruitment process ensures equal
opportunities for all candidates."

74 responses

74 responses

@ Strongly disagree
@ Disagree

@ Neutral

@ Agree

@ Strongly Agree
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Section C:Recruitment Practies I_D Copy che
6. Which of the following methods are used in your organization to promote
diversity in recruitment ?

74 responses

@ Inclusive job descriptions

@ Diverse interview panels

@ Targeted outreach to underrepresented
groups

@ None of the above




