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An evidence-based approach to Diversity, Equity and Inclusion (DEI).  
We translate the most advanced research into effective and actionable  

tools to create diverse and inclusive organizations.



Inclusionindex: Purpose, Development And Psychometric 
Properties

InclusionIndex: Purpose and development

This index was developed in response to a need to assess Diversity, Equity, & Inclusion (DEI) in 
the workplace in a collaboration among consultants, including Simon Kettleborough (one of the 
current partners with Aephoria), the Department of Occupational Psychology and statisticians at the 
University of Hertfordshire in the UK, and the Graduate School of Business at the University of Cape 
Town. In order to design and implement effective DEI training programs and interventions, a valid 
and reliable assessment of the existing perspectives, experiences, views and feelings of employees/
members about DEI within their organization is essential. The InclusionIndex has been developed as 
an employee and stakeholder survey providing a comprehensive and rich picture of the current DEI 
status of their organization. It reveals how employees and stakeholders evaluate an organization in 
ten key DEI areas; the position of the senior management on DEI issues, involvement of direct line 
managers in DEI, organizational values and norms, practices and policies relating to recruitment, 
development, advancement, and promotion, the sense of being accepted, experiences with bullying 
and harassment, the culture of dialogue about DEI within the organization, and the level of emotional 
well-being experienced by employees. The InclusionIndex survey delivers crucial baseline data in 
these areas enabling the management to address concerns and problems around DEI by taking 
effective actions deriving from a thorough assessment of the current DEI status of their organization. 
The assessment survey was first launched in 2004 and it has continued to be improved through 
ongoing analyses of its psychometric properties during the ensuing years.

Since its original development, the InclusionIndex has been used in the UK, South Africa, Europe, 
and adapted for use in the United States. It has been used in public and private sector organizations 
with a relatively small workforce, as well as in very large and global organizations. The analysis 
and interpretation of both the quantitative and qualitative data gathered captures and represents 
similarities and contrasts across diverse demographic groups, e.g., gender, sexual orientation, 
ethnicity, age, race, level of seniority, job role, department, geographic location. In fact, a system 
of ‘traffic lights,’ to indicate strength (green), caution (amber) or problem area (red) in any of the 
10 specific domains has been developed which can be adapted to the specific DEI targets of an 
organization. Especially in larger organizations, these traffic lights allow for an in-depth analysis 
by comparing and contrasting results across diverse demographic and organizational groups to 
understand how and where to intervene to enable desirable and sustainable organizational shifts 
and changes towards a higher degree of DEI. After the results of the survey are compiled, Fénix will 
conduct focus groups to further explore the experience and perceptions of the participants revealed 
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by the survey to better understand their stories around Diversity, Equity, & Inclusion. Then, based 
on the integrated results of the qualitative and quantitative portions of the audit, Fénix will discuss 
with clients how to set targets appropriate in the client’s context relating to each of the domains 
of the InclusionIndex and advise on suitable and effective measures to realize them, in case the 
InclusionIndex survey reveals a need for change.

InclusionIndex: Ensuring validity—selection and wording of items,  
revision and questionnaire return rate 

As a first step in the development of the instrument and to ensure content validity, the design 
team began with a broad and in-depth analysis of the literature to identify the domains that were 
described empirically and theoretically related to the subject of DEI. Based on this review, the team 
identified eight major DEI domains in public or private organizations; position of senior management 
on DEI, experiences of employees with their direct manager around DEI, values of the organization, 
practices and policies relating to recruitment, retention, promotion and development, sense of  
being accepted, experiences of bullying and harassment, and the culture of dialogue about DEI  
within the organization.

Items were crafted to cover relevant DEI characteristics for each domain. Further, the language used 
in the items was examined for face validity to make certain that participants in the survey understood 

 © 2021 Fénix Leadership & Development, LLC. All rights reserved.  3

PURPOSE,  DEVELOPMENT AND PSYCHOMETRIC PROPERTIES



the items and could answer them easily. This was achieved through two different types of analysis. 
First, a Q-sorting of the items was conducted to identify for each domain those that best represented 
the range of views amongst employees and other stakeholders. Second, a careful analysis of 
the frequencies of non-responses per item was conducted to reveal those with an unusual high 
percentage of ‘don’t know’ answers indicating that those items were difficult or ambiguous in their 
wording and should therefore be revised or replaced. This analysis was repeated several times. In the 
4th revision of the InclusionIndex which was based on a sample of more than 8000 participants of a 
banking organization, the percentage of don’t know answers per item was for most of them between 
1% - 5%, only suggesting that they are well worded and easy to answer. Similarly, the item completion 
rate per participant was very high as 53% answered all the questions without a single ‘don’t know’ 
answer. Excluding participants with incomplete questionnaires produced a questionnaire return rate 
of 96% suggesting that the InclusionIndex is a well-accepted survey amongst employees. The average 
time to complete it is around 20 minutes.

InclusionIndex: Scoring, computation of scales, psychometric evaluation  
and reliability

Each item statement is answered on an agreement rating scale with five categories (strongly disagree 
to strongly agree). The completed ratings scales of each of the ten domains are totaled up to a 
sumscore which is then converted into a percentage score. Thus, ten scales are computed generating 
a DEI percentage profile of an organization. The ten scales can further be condensed into an overall 
percentage score representing an organization’s overall DEI status across the ten domains.

In order to justify the computation of sumscores, principal component analyses (PCA) were 
conducted for each domain scale of the InclusionIndex. A PCA is a mathematical scaling model 
enabling an evaluation of whether a set of items is unidimensional in the sense that they are all 
related to only one underlying dimension referred to as a ‘factor’. A factor is a scale representing 
in essence the content of what is suggested by the label of a set of items. The strength of the 
connection between an item and its underlying dimension is indicated by a ‘factor loading’, and 
loadings in excess of .50 or higher are desirable. The results of the PCAs for the 4th revision revealed 
that almost all items had factor loading well in excess of .50 and that each principal component 
(factor) representing a specific domain accounted for a large portion of the total variance of its 
respective set of items ranging from 49% to 68%. This provided clear evidence that each of the 
original eight set of items are largely unidimensional and hence quantifiable in terms a sumscore.

The items for each domain scale were also investigated for their internal consistency. This analysis 
concerns the question whether the respondents had answered the items in a coherent fashion 
without clear contractions such as strongly endorsing one item statement and yet rejecting another 
one with a similar content. The degree of internal consistency is indicated by a coefficient referred 
to as Cronbach’s alpha ranging from 0 to 1 and values above .75 or higher are desirable. Cronbach’s 
alpha is a widely used index for the reliability of a scale. The 4th revision of the InclusionIndex 
produced the following results:
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The reliability of the eight scales proved to be in the range of very good to excellent. With reliabilities 
at this level, the results of an InclusionIndex survey represent an accurate picture of the present DEI 
status of an organization. This ensures that the management can confidently invest in appropriate 
efforts such as training, coaching or targeted communications in order to overcome problems 
and promote change within the organization towards a higher degree of DEI. Furthermore, when 
a decision is taken to implement a DEI program, the reliability of the scales becomes particularly 
important as it allows an accurate evaluation of whether any intervention has been successful. This 
is done by repeating the InclusionIndex survey at the end of an intervention and comparing those 
results against the ones that were obtained at the outset (baseline data).

A ninth factor is included in the survey, Organizational Belonging, as an additional measure. This 
factor with six items assesses how strongly an employee identifies with her organization as a valued 
member and enjoys working for it. The Organizational Belonging scale has excellent psychometric 
properties. A PCA revealed just one common factor explaining 66% of the total variance of the items 
and the factor loadings of all items were in excess of .70. The reliability of the scale in terms of its 
internal consistency was Cronbach’s α = .90; an excellent result.

Organizational Belonging can be regarded as on outcome measure. It is therefore especially useful 
when a pre-test and post-test are conducted before and then after organizational interventions as it 
would allow an evaluation of whether improvement in DEI would also result in employees reporting a 
higher degree of identifying and feeling connected with their organization. If so, this would confirm 
a positive ripple effect of a DEI intervention in the broader culture and climate of an organization as 
well as staff morale.

The InclusionIndex can be further complemented through an assessment of the mood of the 
workforce in the past six months. A specific Emotional Well-Being scale has been developed for that 
aim comprising 7 distinct positive (e.g. cheerful, satisfied) and 7 negative (e.g. frustrated, anxious) 
emotions. Answering these 14 items is easy as it just requires an indication of how frequent a specific 
emotion was experienced at work. A PCA confirmed that each set of items was unidimensional 
representing an underlying common factor of positive and negative emotions respectively. Both 
scales are highly reliable as the values for their internal consistency reached .90 (positive emotions 
scale Cronbach’s α = .91; negative emotions scale Cronbach’s α= .89). As one would expect, the 
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InclusionIndex Domain Cronbach’s alpha

position of senior management on D&I .81

experience with line management .88.

values of the organization .86

recruitment .83

retention, promotion and development .80

sense of being accepted .79

experiences of bullying and harassment .88

culture of D&I dialogue within the organization .86
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KEY DEI 
FACTORS

The assessment 
measures 
existing values, 
perspectives, 
experiences, 
and feelings of 
participants, in 
the following key 
areas:

 •  SENIOR LEADERSHIP—the extent to which  
senior leaders value Inclusion and behave in an 
inclusive way

 •  IMMEDIATE MANAGERS—as above for immediate 
manager

 •  VALUES—the values and ethics of the organization. 
Perceptions and experiences of work/life and 
flexible working arrangements are also considered 

 •  RECRUITMENT—the extent to which the 
recruitment process is perceived to be inclusive and 
free from bias

 •  PROMOTION, ADVANCEMENT AND 
DEVELOPMENT—the extent to which the 
promotion, advancement and development 
processes are perceived to be inclusive and free 
from bias

 

•  SENSE OF BEING ACCEPTED—how much 
participants feel that they are accepted in the 
organization

 •  BULLYING AND HARASSMENT—the extent to 
which individuals from different demographic 
groups experience bullying and harassment

 •  DIALOGUE—The quality and reach of the 
communication about Diversity and Inclusion,  
as well as the level of employee understanding 
about it

 •  ORGANIZATIONAL BELONGING—the level of 
loyalty and commitment felt by participants for the 
organization

 •  POSITIVE AND NEGATIVE EMOTIONAL 
WELLBEING—these measures highlight the levels 
of morale and/or distress felt by participants across 
the organization over the last 6 months

SENIOR 
LEADERS

IMMEDIATE 
MANAGERS

VALUES

RECRUITMENT 

PROMOTIONSENSE 
OF BEING 
ACCEPTED

BULLYING  
AND HARASS-

MENT

 DIALOGUE

ORGANIZA-
TIONAL  

BELONGING

EMPLOYEE  
WELLBEING



correlation between the frequency of negative and positive emotions was substantial (r = -.57) yet 
not too high to render one of the scales superfluous. This allows us to analyze whether the frequency 
of positive and negative emotions is roughly balanced within the workforce or whether one type 
of emotion outweighs the other. The desirable outcome would be a predominance of positive over 
negative emotions.

If the organization wishes to assess and probe additional factors of interest or concern related to DEI 
in their organization, those can be designed and included in the administration of the survey.

InclusionIndex: four levels of analysis

The InclusionIndex survey can be analyzed at four levels. First, at the level of the InclusionIndex 
overall score. This is a useful type of analysis for larger organizations to gain an overview of their 
DEI status by comparing results across relevant groups in terms of demographic data (gender, race, 
age groups, etc.), occupational position (manager, engineer, worker, etc.), type of employment 
(full-time, part-time), department or company location. Such an analysis allows the client to quickly 
identify whether the DEI status is overall at the expected level and, more importantly, how varied the 
DEI views are between important groups of employees within the organization. Groups that score 
relatively low compared to the overall InclusionIndex score of the organization would be noted for 
further analysis.

The second level of analysis concerns each of the ten domain scales of the InclusionIndex. These 
outcomes provide a comprehension picture of the DEI status of an organization in terms of a profile 
across the ten InclusionIndex scales. Breakdown analyses involving relevant groups or organizational 
units are conducted similarly to those at level 1. As the scores of each of the domain scales are 
interpreted in terms of a traffic light indicating strength (green), caution (amber) or problem area 
(red), this is the most important stage of the analysis. Its outcome will not only identify specific 
groups in need of some kind of DEI intervention, but also the specific domains or problem areas 
at which such interventions should be targeted. This degree of focus allows interventions to be 
designed suitably and specifically for resolving problems in those domains flagged as red or amber.  
It is here where the InclusionIndex survey is most valuable as an assessment tool.

The third level of analysis involves the items of the domain scales and is typically undertaken 
for those domains that were flagged as amber or red in stage 2 of the analysis. By analyzing the 
frequencies of answers (among the choices along the spectrum from ’strongly disagree’ to ’strongly 
agree’) of the individual items pertaining to a specific domain and comparing them among relevant 
groups, the analysis is taken to a very fine-grained level of detail, making it possible to design an 
intervention addressing those issues and groups with the high risk scores.
 
The fourth level of analysis concerns the qualitative data collected through the InclusionIndex 
survey as well as the focus groups. After completing the survey questions employees are given the 
opportunity to add comments about their views and experiences relating to DEI in their organization. 
These comments produce valuable textual data which are analyzed by way of a qualitative content 
analysis. Through a process of coding, these comments can be condensed into common themes 
complementing the quantitative survey results as they allow to develop a deeper understanding of 
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the causes of concerns employees may have. Equally, common themes can also provide insight into 
the reasons why employees enjoy working for an organization as a valued member. The qualitative 
data collected through focus groups will be analyzed in a similar manner.

InclusionIndex: Security and Privacy

The raw data collected about individuals through the InclusionIndex process is held confidential 
and remains anonymous. Data is stored on an encrypted database (RSA encryption), with a secure 
firewall and the data sit on a virtual private cloud. We abide by the GDPR regulations in managing 
information.

Summary

In conclusion, the InclusionIndex is a specialist organizational survey tool with strong psychometric 
properties which reveals organizational patterns of perceptions, values, norms and practices in order 
to better understand the strengths, challenges and stories related to Diversity, Equity, & Inclusion 
in an organization. Since 2004, It has been successfully employed in small to very large global 
organizations in different sectors to engage leadership and all stakeholders in a dialogue about the 
relevance of promoting and realizing higher levels of DEI within their organization. Significantly, it 
serves as a baseline audit for organizations to consider, design and implement interventions and 
actions to catalyze organizational shifts in culture and transformation of practices.
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Fénix Leadership & Development’s Approach and Process

Fénix Leadership & Development approaches the InclusionIndex and undertakes the consulting 
process and coaching work surrounding the administration of the survey with respect for the 
integrity of our clients. From the beginning of our professional engagement, we partner with you to 
build awareness, commitment, and capacity among your leadership and throughout the organization. 
We tailor the InclusionIndex to meet your needs. We support you in interpreting and understanding 
the results of the InclusionIndex. Then, we collaborate with you to design a strategic map of 
interventions in order to catalyze learning and shift the organizational culture and practices to help 
you realize your DEI goals, offering some of the services listed below:

• Individual and Team Coaching

• Customized Workshops

• Design of a Leadership Development program

•  Thought leadership “huddles” – one-off or recurring conversations with an  
executive or an executive team

• Retreats for a group of stakeholders

• Review and recalibration of existing policies and programs, as needed.

Leading inclusively is both an outcome and a process. Throughout the process of your DEI initiative, 
we maintain a vigilant presence with you to influence and shape the culture and behavior you seek, 
finding ways to amplify constructive behavior and to avoid resistance. It is our goal to support you to 
lead inclusively in a complex world.

References: There are two reports of the analyses of the psychometric properties and one published study about 
the InclusionIndex (Daya, P. (2014), “Diversity and inclusion in an emerging market context,” Equality, Diversity 
and Inclusion: An International Journal, Vol. 33, No. 3, pp. 293-308).

Let’s have a 
conversation
Sandra M. Martínez, Ph.D., President

CALL  301-221-2927

EMAIL  info@fenixleadershipconsulting.com
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