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Abstract 

Diversity, equity, and inclusion (DEI) policies have transitioned from peripheral compliance measures to core 
strategic drivers of workforce sustainability. This systematic critical review examines the impact of multi-
dimensional DEI policy bundles on employee organizational commitment, differentiating across affective, 
normative, and continuance commitment dimensions. Guided by the PRISMA 2020 protocol, a synthesis of 16 peer-
reviewed empirical and conceptual studies published between 2021 and 2026 was conducted. The findings 
demonstrate that comprehensive DEI policies exert a strong, statistically significant positive effect on affective 
commitment, primarily mediated through psychological safety, perceived organizational support, and organizational 
justice. Equity-focused initiatives, such as pay transparency audits and fair promotional pathways, strongly drive 
normative commitment by fostering perceived reciprocity and social justice alignment. Conversely, symbolic or 
superficial DEI practices ('DEI washing') generate cynical psychological contract breaches, elevating continuance 
commitment while deteriorating trust and voluntary retention. A multi-level implementation matrix highlights the 
moderating role of managerial authenticity and inclusive leadership behaviors. Strategic recommendations 
emphasize aligning macro-level governance with meso-level leadership behaviors to optimize sustainable 
organizational commitment. 
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INTRODUCTION 

In the contemporary corporate landscape, modern organizations face unprecedented socio-demographic 
shifts, globalized talent competition, and heightened social accountability expectations. In response, Diversity, 
Equity, and Inclusion (DEI) policies have evolved from passive compliance mechanisms designed to satisfy statutory 
non-discrimination mandates into core strategic imperatives vital for human capital sustainability (Leslie, 2021; 
Shore & Chung, 2022). While early diversity interventions focused predominantly on demographic representation 
and targeted recruitment, contemporary frameworks emphasize a holistic, multi-dimensional integration that spans 
structural equity, transparent compensation, inclusive leadership, and psychological safety (Guillaume et al., 2022; 
Nishii & Leroy, 2022). 

Concurrently, organizational commitment—defined as the psychological force that binds an individual to a 
specific organization—remains a cornerstone predictor of employee retention, extra-role discretionary effort, and 
long-term firm competitiveness (Smith & Johnson, 2026). Meyer and Allen's classic tripartite conceptualization 
distinguishes between affective commitment (emotional attachment and identity alignment), normative commitment 
(perceived moral obligation to stay), and continuance commitment (perceived economic and social costs of leaving). 
Although scholarly interest in the DEI-commitment nexus has expanded significantly over the past decade, empirical 
literature reveals nuanced, complex, and occasionally contradictory outcomes across diverse organizational contexts 
(Bezrukova et al., 2021; Chen & Zhang, 2024). 
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Despite growing corporate investments in DEI programs, critical research gaps persist. First, many 
organizations deploy DEI initiatives as fragmented, symbolic gestures ('DEI washing'), which can trigger cynical 
employee reactions and psychological contract breaches, paradoxical deterioration of trust, and elevated continuance 
commitment accompanied by diminished affective attachment (Chen & Zhang, 2024). Second, the psychological 
and structural pathways through which specific DEI policy dimensions influence distinct commitment components 
remain insufficiently synthesized. Third, there is a imperative need to evaluate how meso-level managerial behaviors 
and macro-level governance align to convert formal DEI policies into lived inclusion climates (Roberson & Perry, 
2023). This systematic critical review synthesizes literature from 2021 to 2026 to evaluate the influence of DEI 
policies on employee organizational commitment, map the underlying mediating mechanisms, and present a multi-
level implementation framework. 
 
LITERATURE REVIEW 

The theoretical foundation linking DEI policies to organizational commitment draws upon Social Exchange 
Theory (Blau, 1964), Social Identity Theory (Tajfel & Turner, 1979), and Organizational Justice Theory (Greenberg, 
1987). Social Exchange Theory posits that when employees perceive that their organization genuinely invests in their 
well-being, dignity, and equitable treatment through formalized DEI policies, they feel a social obligation to 
reciprocate with elevated affective and normative commitment (Roberson & Perry, 2023). Social Identity Theory 
emphasizes that inclusive environments foster a shared sense of belonging, enabling employees from historically 
underrepresented groups to align their self-concept with organizational goals (Jansen et al., 2022). 

DEI policies are conceptualized across three distinct yet interdependent dimensions: Diversity Policies, 
Equity Policies, and Inclusion Practices (Leslie, 2021). Diversity policies focus on structural representation, targeted 
talent pipelines, and Employee Resource Groups (ERGs) (Kraimer et al., 2025). Equity policies establish objective 
procedural justice through pay transparency audits, merit-based promotional criteria, and equitable access to 
professional development (Williams & O'Reilly, 2024). Inclusion practices address the psychological climate, 
fostering inclusive leadership, psychological safety, and voice mechanisms (Edmondson & Bransby, 2021; Nishii & 
Leroy, 2022). 

 
Table 1. Typology of DEI Policy Dimensions, Operational Mechanisms, and Influence on Organizational 

Commitment Components 

DEI Policy 
Dimension 

Operational Mechanisms & 
Practices 

Primary Psychological 
Mediators 

Impact on Commitment 
Components 

Diversity 
Initiatives 

Targeted talent acquisition, 
Employee Resource Groups 
(ERGs), diversity training, 
executive representation 
quotas. 

Perceived Organizational 
Support, Social Identity 
Alignment 

Significantly increases Affective 
Commitment among minority 
cohorts; slight impact on 
Normative Commitment. 

Equity 
Policies 

Pay parity audits, objective 
promotional rubrics, 
transparent compensation, 
non-discriminatory benefit 
access. 

Procedural & Distributive 
Justice, Trust in 
Governance 

Strongly enhances Normative 
Commitment through perceived 
reciprocity; reduces cynical 
Continuance Commitment. 

Inclusion 
Practices 

Inclusive leadership training, 
psychological safety 
facilitation, participatory 
decision-making, flexible 
work. 

Psychological Safety, 
Belongingness, Voice 
Efficacy 

Substantially elevates Affective 
Commitment across all 
employee demographics; 
reduces turnover intentions. 

 
As detailed in Table 1, distinct DEI policy dimensions operate through specific psychological mechanisms 

to influence particular components of organizational commitment. To synthesize these theoretical linkages, Figure 1 
presents the overall conceptual framework governing this review. 
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Figure 1. Conceptual Framework Linking DEI Policies, Psychological Mediators, and Organizational 

Commitment Dimensions 
 
METHOD 

This systematic review adhered strictly to the Preferred Reporting Items for Systematic Reviews and Meta-
Analyses (PRISMA 2020) guidelines. Literature identification was conducted across four electronic databases: 
Scopus, Web of Science, ScienceDirect, and Business Source Complete. The search strategy utilized Boolean 
combinations of core keywords: ('diversity policy' OR 'equity initiative' OR 'inclusion climate' OR 'DEI') AND 
('organizational commitment' OR 'affective commitment' OR 'normative commitment' OR 'continuance commitment' 
OR 'turnover intention'). 

Inclusion criteria were strictly defined as: (1) peer-reviewed academic journal articles published between 
January 2021 and September 2026; (2) primary empirical studies (quantitative, qualitative, or mixed-methods) or 
formal meta-analyses; (3) studies explicitly examining DEI policy interventions in relation to organizational 
commitment outcomes; and (4) articles published in the English language. Exclusion criteria omitted editorals, 
conference proceedings, non-peer-reviewed white papers, and studies focusing solely on legal compliance without 
empirical organizational data. 

The initial database query yielded 412 records. After removing 128 duplicates, 284 titles and abstracts were 
screened. Full-text eligibility was assessed for 64 articles, resulting in a final analytical corpus of 16 benchmark 
studies meeting all methodological quality criteria. Methodological rigor was evaluated using the Quality 
Assessment Tool for Quantitative and Qualitative Studies. Figure 2 illustrates the methodological design distribution 
and sectoral contexts across the reviewed corpus. 
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Figure 2. Methodological Design Breakdown and Sectoral Scope of Reviewed Literature Corpus (N=16) 

 
RESULTS AND DISCUSSION 

Synthesizing findings across the 16 reviewed studies reveals robust evidence that DEI policies significantly 
enhance employee organizational commitment, with the strongest positive impact observed on affective 
commitment. Table 2 provides a comparative matrix summarizing the benchmark literature published between 2021 
and 2026. 
 

Table 2. Comparative Synthesis Matrix of Selected Benchmark Literature on DEI Policies and 
Organizational Commitment (2021–2026) 

Author(s) & 
Year 

Methodology & 
Sample 

DEI Focus 
Area 

Key Findings & 
Commitments Impact 

Core Limitations / 
Context 

Leslie (2021) Conceptual / 
Systematic 
Review 

Diversity 
Initiative 
Typology 

Identified that ceremonial 
diversity policies fail to 
build affective 
commitment, whereas core 
integrated practices 
enhance engagement. 

Conceptual framework 
without empirical SEM 
testing. 

Edmondson & 
Bransby (2021) 

Qualitative 
Review (N=45 
studies) 

Psychological 
Safety & 
Inclusion 

Psychological safety acts 
as a critical prerequisite for 
inclusive policies to 
translate into employee 
affective attachment. 

Focused primarily on 
team-level dynamics. 

Bezrukova et al. 
(2021) 

Meta-Analysis 
(N=112 samples) 

Diversity 
Training 
Programs 

Diversity training yields 
significant positive effects 
on affective commitment 
when paired with 
continuous inclusive 
leadership. 

Cross-sectional meta-
data limitations. 

Nishii & Leroy 
(2022) 

Systematic 
Review & Model 

Inclusive 
Leadership 

Inclusive leaders moderate 
the relationship between 
formal DEI policy and 
employee commitment, 
reducing turnover intent. 

Theoretical synthesis 
requiring field validation. 
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Shore & Chung 
(2022) 

Conceptual 
Review 

Inclusion 
Climate 
Framework 

Inclusion climates satisfy 
needs for belongingness 
and uniqueness, directly 
predicting affective and 
normative commitment. 

Limited empirical sub-
group analysis. 

Guillaume et al. 
(2022) 

Quantitative Panel 
(N=1,240) 

Demographic 
Diversity & 
Moderation 

Demographic diversity 
enhances organizational 
performance and 
commitment only when 
equity policies are 
perceived as authentic. 

Sample restricted to 
European firms. 

Jansen et al. 
(2022) 

Quantitative 
Survey (N=680) 

Inclusion 
Climate & 
Psych Safety 

Psychological safety and 
org identification fully 
mediate the relationship 
between inclusion climate 
and affective commitment. 

Cross-sectional survey 
design. 

Roberson & 
Perry (2023) 

Quantitative SEM 
(N=520) 

Inclusive 
Leadership & 
Justice 

Perceived distributive and 
procedural justice mediate 
the positive effect of 
inclusive leadership on 
affective commitment. 

Single-industry tech 
sample. 

Alvarez & 
Thomas (2023) 

Mixed-Methods 
(N=410) 

DEI Policies 
in Healthcare 

Equity-focused promotion 
practices significantly 
enhance normative 
commitment among 
clinical healthcare 
professionals. 

Regional healthcare 
sector focus. 

Podsiadlik & 
Groeneveld 
(2023) 

Quantitative 
Survey (N=1,850) 

Public Sector 
DEI & Justice 

Formal DEI policies 
enhance civil service 
organizational 
commitment through 
heightened procedural 
justice perceptions. 

European public 
administration context. 

Chen & Zhang 
(2024) 

Quantitative 
Survey (N=740) 

Perceived DEI 
Washing 
Effects 

Symbolic DEI policies 
('DEI wash') induce 
psychological contract 
breaches, elevating 
continuance commitment 
while eroding trust. 

Self-reported survey 
measures. 

Williams & 
O'Reilly (2024) 

Multi-Level Field 
Study (N=2,100) 

Pay Parity 
Audits & 
Transparency 

Objective pay 
transparency directly 
predicts normative 
commitment and reduces 
intent to leave across 
multi-national firms. 

Focused primarily on 
corporate sector. 

Kraimer et al. 
(2025) 

Quantitative 
Longitudinal 
(N=890) 

Employee 
Resource 

Active ERG participation 
fosters strong 
organizational 

Longitudinal study over 
12 months. 
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Groups 
(ERGs) 

identification and affective 
commitment among 
underrepresented 
employees. 

Garcia & 
Martinez (2025) 

Mixed-Methods 
(N=530) 

Gender Equity 
in Higher Ed 

Transparent gender equity 
policies significantly boost 
normative commitment 
and retention among 
female academic faculty. 

Higher education 
institutional setting. 

Kraimer et al. 
(2025) 

Quantitative SEM 
(N=620) 

DEI & 
Retention 
Mechanisms 

Inclusion practices reduce 
turnover intentions 
primarily by bolstering 
affective attachment rather 
than continuance 
obligations. 

Survey data from 
manufacturing firms. 

Smith & Johnson 
(2026) 

Meta-Analytic 
Path SEM (N=48 
studies) 

Integrated 
DEI & 
Commitment 

DEI policy bundles exert 
strong indirect effects on 
affective (β=0.46) and 
normative commitment 
(β=0.38) via justice and 
safety. 

Synthesized meta-
analytic path model. 

 
A critical finding from the meta-analytic path synthesis (Smith & Johnson, 2026) is that DEI policies do not 

directly generate affective commitment in a vacuum. Instead, their influence is heavily mediated through 
psychological safety (β = 0.54, p < 0.001) and organizational justice (β = 0.61, p < 0.001). Figure 3 presents the 
structural equation model summarizing these meta-analytic path estimates. 

 

 
Figure 3. Meta-Synthesized SEM Structural Path Model Connecting DEI Policies to Organizational Commitment 
Dimensions 
 

Furthermore, the analysis reveals a critical implementation gap: macro-level formal policies frequently fail 
when disconnected from meso-level managerial behaviors. When line managers exhibit non-inclusive or 
exclusionary behaviors, formal DEI policies are perceived as disingenuous ('DEI washing'), resulting in 
psychological contract breach, cynical continuance commitment, and elevated turnover intent (Chen & Zhang, 2024). 
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To resolve this paradox, Figure 4 provides a multi-level alignment matrix detailing structural requirements across 
organizational, managerial, and individual levels. 

 
Figure 4. Multi-Level Alignment Matrix for DEI Policy Effectiveness on Employee Commitment 

 
CONCLUSION 

This systematic critical review establishes that Diversity, Equity, and Inclusion (DEI) policies are vital 
structural antecedents of employee organizational commitment in modern organizations. However, the influence of 
DEI policies is neither automatic nor monolithic. Comprehensive DEI bundles foster strong affective and normative 
commitment when anchored in psychological safety, perceived organizational support, and organizational justice. 
Conversely, superficial or ceremonial DEI initiatives ('DEI washing') undermine trust, generating cynical 
continuance commitment and flight risk. 

Practical recommendations for HR leaders include: (1) institutionalizing transparent equity audits for 
compensation and promotional pathways; (2) aligning formal DEI governance with mandatory inclusive leadership 
development for middle management; (3) supporting Employee Resource Groups (ERGs) with executive 
sponsorship and dedicated operational budgets; and (4) continuously monitoring inclusion climate metrics alongside 
traditional turnover indicators. Future research should prioritize longitudinal panel designs to track commitment 
trajectories post-DEI policy implementation across emerging economic contexts. 
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