
Economic Briefing

The Economic Case for
LGBTQ+ Inclusion in Japan



@openforbusinesshq Open for Business

About Open for Business
At Open for Business, we strengthen the
economic case for inclusion and give leaders
the evidence they need to boost business and
economies and advance LGBTQ+ rights. We are
a coalition of global businesses that believe in
the economic case and in a world where
LGBTQ+ people are treated fairly and equally.

Our regional programmes operate in Central
and Eastern Europe, East Africa, and Southeast
and East Asia. All our programmes start with us
conducting research and developing an
economic case for the LGBTQ+ inclusion report,
looking at specific geographic economies. We
work with Programme Advisory Boards made
up of local leaders from business, civil society,
and government to contextualise our evidence
and findings and make them as impactful as
possible. Most importantly, our programmes
convene businesses, civil society, and
government, building bridges with the
economic case and ensuring the data is being
used and operationalised throughout the
regions where we work.

Open for Business advances the economic case
for LGBTQ+ inclusion through strategic

engagement with influential global platforms
and institutions. We present compelling
evidence to decision-makers at organisations
like the World Bank, World Trade Organization,
European Union, World Economic Forum, and
the World Business Council for Sustainable
Development, exploring how LGBTQ+ inclusion
drives economic growth and business success.

Through comprehensive research and strategic
engagement programmes, we connect LGBTQ+
inclusion to fundamental economic drivers,
including innovation capacity, entrepreneurial
dynamism, and social mobility. Our research
serves as a foundation to bring together senior
leaders from business, government, and civil
society, fostering meaningful dialogue and
collaboration that positions inclusion as a
cornerstone of economic prosperity. This
research-driven approach enables us to build a
robust economic case that resonates with global
stakeholders and catalyses positive change.
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Coalition in Action
Open for Business is a coalition of global businesses who believe in a world where LGBTQ+ people
are treated fairly and equally.
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Japan has made significant progress on LGBTQ+ inclusion. Public support for marriage equality is
now a clear majority, nearly 93% of Japan's population live in municipalities that adopt the
partnership system,  and many of Japan’s leading companies have introduced visible and ambitious
inclusion measures. Yet national law and everyday workplace practice have not kept that pace.

1

Same-sex marriage is not recognised, national anti-discrimination protections are absent, and
more than half of workplaces in the Nijiiro 2026 Report declared having no concrete LGBTQ+
measures in place.  The result is a growing gap between Japan’s social and corporate progress, and
the conditions many LGBTQ+ people continue to experience in their daily lives.

2

For Japan, closing that gap is an economic imperative. The country’s population is projected to fall
from roughly 125 million in 2020 to under 87 million by 2070, and the working-age share is
already contracting.  In this environment, Japan cannot afford to lose workers, skills or productivity
through preventable ill-health, discrimination or exclusion. This brief quantifies that cost and sets
out how inclusion can play a pivotal role in protecting Japan’s competitive position.

3

LGBTQ+ exclusion may be costing Japan ¥6.04–16.42 trillion each year.  Open for Business
estimates that LGBTQ+ exclusion costs the Japanese economy approximately 0.87% to 2.38% of
GDP, or US$37.3–101.5 billion.

4

The estimate includes:
¥4.06–12.17 trillion associated with the excess burden of depression, suicide and self-harm,
cardiovascular disease and HIV/AIDS.
¥1.98–4.25 trillion in lost earnings associated with the persistent LGBTQ+ wage gap.

These are not hypothetical future losses. They represent costs that Japan’s economy, employers
and public services are absorbing today.

Executive Summary
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Excess burden of depression, suicide
and self-harm, cardiovascular disease
and HIV/AIDS.

Lost earnings associated with the
persistent LGBTQ+ wage gap.

LGBTQ+ EXCLUSION MAY BE COSTING JAPAN

¥6.04–16.42 
TRILLION JPY / YEAR OR

0.87-2.38% of GDP



What this briefing finds

OR 0 .87% TO 2 .38% OF GDP
PER YEAR

01

¥6.04–16.42tn
Exclusion already carries a cost
Discrimination drives a measurable excess health
burden in depression, suicide and self-harm,
cardiovascular disease and HIV, along with a persistent
wage gap.

02

14th → 55th
TALENT APPEAL  VS 
TALENT READINESS

Inclusion and talent move together
New Open for Business analysis finds that economies
with stronger LGBTQ+ legal inclusion scores are
associated with stronger talent competitiveness. For
Japan, which ranks 14th in the world on talent appeal
but 55th on talent readiness,  inclusion is a practical
decision for making fuller use of the talent already in
the market.

5

03

Higher
L IFE  SATISFACTION WHERE 
LEGAL  INCLUSION IS  STRONGER

Wellbeing is a productivity question
Stronger LGBTQ+ legal inclusion is associated
internationally with higher life satisfaction. Japanese
research also shows that supportive management and
better employee mental health are linked to higher
productivity, lower presenteeism (presenting
themselves at work when ill) and reduced turnover.

For a workforce that is shrinking, protecting the
wellbeing and full participation of every worker is an
economic strategy, not a peripheral concern.

THE ECONOMIC CASE FOR LGBTQ+ INCLUSION IN JAPAN6
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Gon Matsunaka
Board Member of Marriage for All Japan

"Japan doesn't have workers to spare. With the population
shrinking and the workforce already contracting, we can't
afford to leave anyone's talent, health, or full participation
on the table. This report shows what the costs are in real
terms — and it makes clear that LGBTQ+ inclusion isn't a
side issue from Japan's economic future, it's a part of how
we protect and strengthen it."

04

80% vs 55%
TOP-CERTIF IED EMPLOYERS VS
EMPLOYEES WITH NO MEASURES

Leading companies have shown what is
possible, but progress remains uneven. 
Japanese companies have shown that LGBTQ+
inclusion can move at scale, with 80% out of 931
enterprises assessed by the PRIDE Index in 2025
getting the highest certification possible. 

Yet, the next challenge is depth: 55% of employees in a
Japanese self-reported survey responded that their
workplaces have no concrete LGBTQ+ measures in
place.  The next phase of progress must therefore
extend beyond leading employers into traditional
industries, local companies, smaller enterprises and
supply chains.

6

Japan already has many of the foundations for further
progress: strong public support, visible corporate
leadership and growing legal momentum. Converting
that progress into clearer protections and more
consistent workplace practice would reduce avoidable
economic losses, strengthen workforce participation and
help Japan remain competitive as its population
contracts. For Japan, LGBTQ+ inclusion is not simply a
question of fairness. It is part of the country’s economic
resilience.

For Japan, LGBTQ+
inclusion is not simply a
question of fairness. It is

part of the country’s
economic resilience.



Same-sex marriage is not yet recognised under national law. In its place, a series of local
partnership systems has spread rapidly. Since 2024, nearly 93% of Japan's population live in
municipalities that adopt the partnership system. These certificates are an important signal of
local goodwill, but they do not confer legal rights and are not a substitute for marriage: they do not
confer inheritance rights, spousal medical decision-making, or the tax and social-security
treatment that married couples rely on.

7 

This creates concrete, practical friction. Same-sex partners can face uncertainty over hospital
decision-making, end-of-life care, tenancy, and pension or survivor entitlements. For employers, it
complicates the administration of spousal benefits, relocation, and family-leave policies,
particularly for companies operating across multiple jurisdictions. The friction is operational as
much as it is personal.

Japan presents a distinctive picture. Its corporate sector has moved visibly and at scale on LGBTQ+
inclusion, public opinion has shifted decisively, and the courts are now weighing the question of
marriage equality. Yet national legal systems and everyday workplace practice have not kept pace
with that social progress. The result is a widening gap between how Japan is changing and the legal
frameworks within which people and companies still have to operate. Left unresolved, that gap
creates measurable economic friction.

The situation for LGBTQ+ people
in Japan

A legal framework in need of catching up with social
progress

In March 2026 the Supreme Court’s Grand Bench took up challenges on marriage equality,
following a series of lower-court rulings that found the current situation incompatible with
constitutional guarantees of equality and dignity.  Whatever the outcome, the ruling is likely to be
the beginning of a legislative conversation rather than its conclusion, and businesses planning
ahead will want clarity, fairness and predictability in how any change is implemented.

8

Beyond marriage, national anti-discrimination protections covering sexual orientation and gender
identity are absent, and employment protections are largely company-dependent rather than
guaranteed in law.  The 2023 Act on the Promotion of Public Understanding of the Diversity of
Sexual Orientation and Gender Identity was a notable first step at the national level, to “promote
understanding” as a public goal.  Its effect, however, depends heavily on the implementation of the
newly formulated plan, aimed at implementing the 2023 Act. 

9
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Almost 93% of population live in municipalities
that adopt the partnership system 7
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The framework establishes expectations for the private sector, noting that unauthorized "outing" as
a cause of significant emotional harm and workplace harassment and emphasizing the need for fair
corporate recruitment practices. Supported by mandatory annual progress monitoring and a three-
year review cycle, it creates a structured rhythm for government and business accountability.11

Legal recognition for transgender people remains an area of particular sensitivity, with high
procedural barriers and a recent rise in negative public discourse. For example, survey evidence
shows public backing for transgender people using facilities matching their gender identity fell
sharply between 2023 and 2025.  In 2023, the Supreme Court held the sterilisation requirement for
legal gender recognition unconstitutional and invalid. This requirement no longer applies, but the
statutory provision has not yet been repealed.  This is one area where social progress has not been
linear, and where careful, evidence-led engagement matters most.

12

13

Strong public support, more cautious national policy
Public opinion has moved ahead of national policy. In Dentsu’s 2026
attitudinal survey, 67% supported the legalisation of same-sex
marriage, and 82% agreed that sexual diversity should be addressed
in school education; notably, 83% of non-LGBTQ+ respondents said
marriage equality would have no effect on their own lives.  Among
working professionals the figures are higher still: in one workplace
survey, 83% supported marriage equality. In other words, support for
inclusion is now a mainstream majority position.

14

15

Public opinion
has moved ahead
of national policy.

National policy has been more cautious, shaped
by political party coalition dynamics and
competing legislative priorities, with the
current government emphasising economic
strength as its central organising goal.  This is
precisely the gap that gives business a
constructive role: where the public consensus is
clear but national legal systems are slower to
adjust, employers can reduce friction directly
within their own companies.

16

67% support same-sex marriage legislation 14

82% agree that LGBTQ+ identities should be
discussed in school 14

Corporate progress: visible, broad, and still maturing
Japan’s corporate sector is one of the clearest success stories in the region. The PRIDE Index is run
by the non-profit Work with Pride since 2016, with an evaluation framework for measuring
corporate and organisational initiatives related to LGBTQ+ staff. It classifies initiatives that a
company can have in five categories and gives them a final score that is divided into three tiers:
Bronze, Silver and Gold. For 2025, it assessed 931 multinational and local enterprises with
headquarters in Japan, and the large majority of them at the top ‘Gold’ tier. Also, a campaign 17 
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With the Pride Index results showcasing the intentionality and improvement among Japanese
companies towards inclusion, the challenge is less one of intent than of consistent implementation.
Even after the 2023 Act on the Promotion of Public Understanding of the Diversity of Sexual
Orientation and Gender Identity, Nijiiro Diversity’s 2026 workplace white paper found that 55% of
surveyed employees self-report their workplaces having no concrete LGBTQ+ measures in place.
Although there is an improvement on prior years, it is a sign of how much room remains.  The
measures employees most want —including equal treatment of same-sex partners in benefits,
explicit non-discrimination commitments, and practical support for transgender staff— are often
the ones still missing. 

20

Almost a third (30%) of professionals in a 2025 survey reported experiencing discrimination or bias
at work based on sexual orientation, and more than a fourth based on gender identity (27%) most
commonly relating to sexual orientation and gender identity.  Also, only a third are comfortable
sharing their gender identity and/or their sexual orientation at work.

21

22

The opportunity: turning commitment into
consistent practice

Marriage equality
had drawn the

public support of
around 707

transnational and
local Japanese

companies.

for marriage equality had drawn the public support of around 707 transnational and local
Japanese companies as of July 7, 2026, spanning industries and company sizes.  In 2025, 38 'Gold'
tier companies were recognised as 'Rainbow' tier for cross-sector collective impact with other
firms, non-profits, educational organisations or local government, not only supporting legislation
for LGBTQ+ rights but also signalling that leading firms increasingly see inclusion as a shared,
ecosystem-level project rather than an individual branding exercise.

18

19

This progress is broad-based and led from the front by recognisable Japanese names across
consumer goods, services and technology - among them, Japanese companies such as Shiseido,
Sekisui House, Sompo Japan, Panasonic Connect, Cheerio, Dentsu group, Family Mart and Meiji.
Encouragingly, the energy is concentrated where much of Japan’s future growth lies: technology
and the creative industries are setting the pace on inclusion, which positions inclusion as part of
the country’s most dynamic, forward-looking sectors rather than as a compliance burden.

THE ECONOMIC CASE FOR LGBTQ+ INCLUSION IN JAPAN10



55% of surveyed employees self-report that their
workplace has no concrete LGBTQ+ measures in
place.

NIJ I IRO DIVERSITY ,  2026 WORKPLACE WHITE  PAPER 

M O S T  W A N T E D ,  M O S T  O F T E N  M I S S I N G

01 Equal treatment of same-sex partners in employee benefits

02 Explicit non-discrimination commitments

03 Practical support for transgender employees

30%
experienced
discrimination or
bias at work based on
sexual orientation.

27%
experienced
discrimination or
bias at work based on
gender identity.

1 in 3
are comfortable
sharing their identity
at work.
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When Open for Business first examined the economic case for inclusion in Japan in 2020, the
argument rested largely on what cross-country correlations implied: that more inclusive
economies tended to be more competitive, more resilient and more productive.  Six years on, both
Japan and the evidence base have moved. Now, nearly 93% of Japan’s population live in
municipalities that adopt the partnership system; the Supreme Court’s Grand Bench is weighing
marriage equality; public support has become a mainstream majority; and the PRIDE Index has
grown into a near-thousand-organisation benchmark. The method has moved too: this briefing
no longer asks only what inclusion correlates with, but what exclusion costs, and the figure that
follows is the result.

23

Exclusion is not a future risk to be hedged against, but a present cost Japan pays every year in
avoidable ill-health and in under-utilised talent. In an economy where the workforce is contracting,
those costs are felt more sharply than they would be elsewhere, because there is less slack to
absorb them.

We estimate the total annual cost of LGBTQ+ exclusion to Japan at between 6.04 trillion JPY and
16.42 trillion JPY ($37.3 billion USD and $101.5 billion USD), roughly 0.87% to 2.38% of Japan’s
annual GDP. The estimate combines a health-burden component, calculated using disability-
adjusted life years (DALYs), and a productivity component, calculated from Japan’s labour-force
data and the documented wage gap.

The cost of exclusion
ECONOMIC OPPORTUNITY:ECONOMIC OPPORTUNITY:ECONOMIC OPPORTUNITY:

¥6.04–16.42
TRILLION
0.87%–2.38% $37.3–101.5bn
of Japan's GDP, every year

T H E  T O T A L  E S T I M A T E D A N N U A L  C O S T  O F  L G B T Q +  E X C L U S I O N  I N  J A P A N

USD equivalent
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Depression ¥1.03-3.08T

Cardiovascular disease ¥2.67-8.01T

Wage gap ¥1.98-4.25T

Suicide & self-harm ¥0.31 -0.93T

HIV/AIDS ¥0.05-0.15T

Figure 1 shows how the total breaks down. These numbers are deliberately conservative, meaning
each rests on excess-burden attribution rather than total burden, and the low end of every range is
reported alongside the high. Most importantly, they are current, not speculative. In other words,
this is the loss the economy absorbs today. In a country with abundant labour, such losses might be
treated as regrettable but manageable. In Japan’s demographic context, where the working-age
population is already contracting, the same losses become harder to absorb. That is the core of the
economic argument: in a shrinking workforce, LGBTQ+ inclusion is not a marginal social gain, but a
way to reduce avoidable loss and enable more people to contribute fully.

2 4 6 8 10

Estimated annual cost to Japan (JPY trillions)

THE ANNUAL COST OF LGBTQ+ EXCLUSION IN JAPAN BY COMPONENT, 2026

Estimated annual cost of LGBTQ+ exclusion in Japan, by component (JPY ¥ trillions).

FIGURE 1A SHOWS HOW THE TOTAL BREAKS DOWN.
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HIV/AIDS $0.3-0.9B

Depression $6.3-19.0B

Cardiovascular disease $16.5-49.5B

$12.3-26.3BWage gap

Suicide & self-harm $1.9 -5.7B

10 20 30 40 50

Estimated annual cost to Japan (USD billions)

THE ANNUAL COST OF LGBTQ+ EXCLUSION IN JAPAN BY COMPONENT, 2026

Range reflects 1x-3x GDP-per-capita valuation of excess DALYs (health) and a 7-15% wage gap
(productivity).

FIGURE 1B SHOWS HOW THE TOTAL BREAKS DOWN.

In a shrinking workforce, LGBTQ+ inclusion is not a marginal
social gain, but a way to reduce avoidable loss and enable more
people to contribute fully.
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Cost breakdowns
How the health costs are calculated
The health estimates follow the DALY-based costing method Open for Business applies across its
programmes, adapted to Japan and built to be conservative.  For each condition we isolate only the
excess burden attributable to discrimination (the difference between the rate observed among
LGBTQ+ people and the rate that would apply if they faced no elevated risk) and then value the
resulting excess DALYs from Japan’s national Global Burden of Disease totals.  Each DALY is
valued at between one and three times GDP per capita (5,776,260 JPY / 35,700 USD), giving a
deliberately wide low–high range.

24

25

26

01 We use attribution fractions rather than claims of direct causation, crediting discrimination
with only its estimated share of each disease burden.

02 We draw relative-risk multipliers from peer-reviewed and Japan-specific studies wherever
possible.

THREE PRINCIPLES KEEP OUR FIGURES ROBUST: 

03 Where a national figure is not available, we use the IHME Results Tool.27

Depression
In direct mental-health-related costs, depression contributes the largest fraction. Drawing on
Japanese sub-population studies, we estimate an excess depression prevalence of around 8
percentage points among LGBTQ+ people relative to the general population.  Applied to Japan’s
LGBTQ+ population, this implies roughly one million excess cases and about 178,000 excess
DALYs, close to a quarter of the national depression burden, at an annual cost of 1.03–3.08 trillion
JPY (6.33–19.02 billion USD).

28

Japanese gay and bisexual men have been found to face adverse health outcomes, specifically
depression, due to stigma and discrimination in the workplace. This diagnosis is associated with
workplace harassment and fear of job loss. Among the causes the 2026 study found that are
associated with the Japanese context include limited legal protections against sexual orientation-
based discrimination, and limited anti-discrimination legislation.  This burden falls on workers
Japan cannot afford to lose, where discrimination is a main driver and inclusion is a preventable
measure against it. 

29

1.03–3.08 trillion JPY Estimated annual cost of
depression for Japan’s LGBTQ+
population.
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HIV and AIDS
The HIV component is the smallest of the four health modules we analyse, and also the most
narrowly defined. The estimate rests specifically on gay and bisexual men. Among newly reported
HIV cases in Japan, men who have sex with men (MSM) account for an estimated 82%, far above
their share of the population, reflecting the way stigma suppresses testing and prevention.  The
first study to measure HIV and STI prevalence among transgender and gender-diverse patients at a
Japanese gender-affirming clinic found an overall positivity rate of 6.2% among 275 people
screened, every one of whom was asymptomatic and therefore would not have presented for
testing on symptoms alone.  

30

31

49.66–148.99 billion JPY Estimated annual cost of
HIV for Japan’s MSM
population.

Open for Business calculation compares HIV prevalence among Japan's adult MSM population with
the general-population rate and isolates only the difference, giving roughly 8,600 excess DALYs
and an annual cost of ¥49.66–148.99 billion ($0.31–0.92 billion USD). Because the model is built
on an MSM population base throughout, the figure should be read as a cost borne by gay and
bisexual men.

Although Japan has seen a decrease in HIV and AIDS case reports since 2025, a considerable
percentage of cases reported are related to AIDS. Patients in later stages of AIDS accounted for
approximately 30% of all new reports last year. There is also a stagnation in testing numbers at
public health centres.  Stigma continues to be a main challenge on both ends: : a social media
study from 2011-2023 showed that 28.5% of HIV-related content included stigmatising views on
HIV, and a study from 2022 showed that around 20% of surveyed healthcare providers in Japan,
who don’t specialise in HIV, considered it acceptable to refuse medical care due to an HIV
diagnosis.  In other words, we are seeing a large percentage of new cases obtaining late diagnoses,
which evidence may argue is related to stigma among the general population and healthcare
providers about addressing it.

32

33 

34

The combination of delayed diagnosis, with ongoing attitudes of stigma, leads to compounded
effects reflected in the labour force. A 2026 study shows that HIV diagnosis was associated with
increased job separation risk in Japan, with a particularly acute effect on those with lower CD4
count, an AIDS diagnosis, and a delayed diagnosis.  Hospitalisation or extended medical leave can
force a disclosure the employee never intended to make, at precisely the moment they are least
able to absorb the consequences. Japanese survey evidence suggests how rarely that disclosure
happens by choice: in a nationwide survey of people living with HIV, 4.6% had told a colleague and
10.3% had told a manager, while disclosure to trusted friends measurably reduced the
psychological distress associated with experiencing discrimination.

35

36

Late diagnosis, delayed treatment and eventual job loss all begin upstream, in environments where
testing feels risky, clinical settings feel unwelcoming, and disclosure carries an unpredictable cost.
Currently, Japan has a gap in access to testing, explicit confidentiality practice, and healthcare
services free of discrimination based on sexual orientation and gender identity. The cost of that gap
is reflected in our calculations, with preventable outcomes if addressed.

THE ECONOMIC CASE FOR LGBTQ+ INCLUSION IN JAPAN16



82% of HIV newly reported cases are MSM 30 

30% of cases last year were late stage  32

28.5% of HIV-related content included
stigmatising views 33

20% of non-HIV healthcare providers think it’s
acceptable to refuse care due to HIV status 34

Only 10.3% disclosed HIV status to manager  36

Only 4.6% disclosed HIV status to colleagues  36

Suicide and self-harm
Suicide is among the most serious costs because it is irreversible: each death is not only a tragedy,
but is a permanent, complete loss of productive capacity. Japan records close to 19,600 suicides a
year.  The 2024 Writing Themselves In Japan (WTIJ) survey got 3,380 responses from cisgender
LGB+ people aged 15–25. Nearly one in three (30.6%) reported suicidal ideation in the past 12
months, and 8.3% reported a suicide attempt.  Earlier Japanese surveys report ideation, attempt
and self-harm rates among LGBTQ+ teenagers roughly three to four times those of general-
population peers.

37

38

39

Among adults, the picture is different in scale but consistent in direction. A 2022 nationwide survey
of 28,106 people found adjusted suicidal-thought rates of 17.8% among sexual and gender minority
adults, against 13.8% among cisgender heterosexual adults.  This matters for the workforce,
because suicide in Japan is concentrated in working-age adults: people in their forties and fifties
account for around a third of all deaths, while those aged 15–29 account for approximately 15%.

40

41

We model the burden using the available suicidality data, applying an age-differentiated multiplier:
the youth-survey ratio to the 15–29 age band, and the nationwide adult ratio above it. On this basis,
an estimated 5.4% of Japan's annual self-harm burden is attributable to the excess risk borne by
LGBTQ+ people. This equates to roughly 54,000 excess DALYs and an annual cost of ¥310–929
billion ($1.9–5.7 billion USD), under a conservative reading.42

The wider policy environment compounds the risk. The 2022 nationwide survey also found that
residence in municipalities with same-sex partnership certificate schemes was not associated with
better mental health among sexual and gender minority adults, and was in some cases associated
with higher rates of suicidal thoughts. The authors argue that where social visibility increases
without corresponding legal recognition and protection, minority stress may be amplified rather
than relieved.  High expectations unmet by substantive reform can produce a specific form of
institutional disappointment.

43
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310–929 billion JPY Estimated annual cost of suicides
for Japan’s LGBTQ+ population.

These findings are arguments for the importance of coherent, substantive progress rather than
symbolic measures that leave structural inequalities unaddressed. Harassment and exclusion in
educational and workplace settings are among the most common predictors of suicidal ideation
identified in the Japanese evidence base. Persisting hostile or indifferent environments may be
contributing to a measurable health burden with real workforce costs.

1/3 LGB+ young people reported suicidal
ideation in the past 12 months 39

1/12 LGB+ young people reported a suicide
attempt in the past 12 months 39

These rates are three to four times higher than
those observed among peers in the general
population 39

Cardiovascular disease: the minority-stress pathway
Sexual and gender minorities in Japan are more likely to have a history of ischemic heart disease
and stroke, according to Japan-specific clinical evidence, implying a combined relative risk of
around 3.2.  We have calculated the economic cost of this. The cardiovascular component applies
minority-stress theory, which holds that chronic exposure to stigma and concealment produces
sustained physiological stress —cortisol dysregulation, hypertension, inflammation— that raises
long-term cardiovascular risk.  Isolating the excess share of Japan’s cardiovascular DALYs yields
the single largest health-cost component, at ¥2.67–8.01 trillion ($16.5–49.5 billion USD) a year.
This figure rests on the relative risks above and on the national DALY total.

44

45

The physiological pathway from social stress to cardiovascular disease is well-established.
Repeated exposure to discrimination and the sustained effort of managing a concealed identity
through masking or code-switching activate the body's stress response over extended periods,
producing elevated cortisol, higher blood pressure, and chronic low-grade inflammation, each of
which independently raises the risk of arterial damage over time. Research on sexual minority
adults has found that both external stressors, such as discrimination and victimisation, and
internal ones, such as the internalisation of stigma as part of one's self-concept (internalised
homophobia), are associated with deteriorating cardiovascular risk indicators. 

46
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The effects are cumulative, meaning it is not a one-time experience that drives the burden, but
years of low-level physiological exposure that eventually translates into measurable clinical
outcomes.  In this sense, cardiovascular disease is not simply a health problem that some LGBTQ+
individuals happen to face. Instead, it is a reasonably predictable consequence of environments
that fail to provide the conditions for people to live openly and without fear.

47

Japan's own clinical evidence makes the connection concrete. A 2024 analysis using national survey
data found that all sexual and gender minority groups showed significantly higher rates of both
stroke and ischemic heart disease after controlling for standard risk factors including smoking,
hypertension, diabetes, and cholesterol levels.  Stroke and ischemic heart disease together
account for nearly one in five deaths in Japan, and they impose enormous costs in hospitalisation,
long-term rehabilitation, and permanent loss of working capacity.  Transgender individuals faced
the highest adjusted risk in the study, underscoring that the burden is not evenly distributed even
within the LGBTQ+ population: those who navigate the greatest degree of social non-recognition
carry the heaviest physiological load. For employers, this translates directly into workforce
disruption—sudden incapacity, prolonged absence, and, at the extreme, the permanent loss of
experienced workers at an age when their organizations can least afford it. These are costs that do
not appear in diversity reports but are embedded in health insurance claims, productivity data, and
pension liabilities that Japanese companies and the government already bear.

48

49

The productivity cost: a persistent wage gap
Alongside health, exclusion shows up in pay. Japan’s total earned income is approximately ¥292.28
trillion ($1.81 trillion USD);  the LGBTQ+ share of the workforce accounts for an estimated ¥28.35
trillion ($175 billion USD) of that (which represents 9.70% of Japan’s total earned income).
Applying a documented LGBTQ+ pay gap of 7% to 15% —a range bounded by recent OECD analysis
—  implies ¥1.98–4.25 trillion ($12.3–26.3 billion USD) in lost wages each year. This gap is
corroborated by Japanese evidence of concentrated economic hardship, particularly among
transgender workers, who are over-represented in non-regular employment and low income
bands.
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2.67–8.01 trillion JPY Estimated annual cost of
cardiovascular disease for
Japan’s LGBTQ+ population.

1.98–4.25 trillion JPY Estimated annual cost of
persistent wage gap for Japan’s
LGBTQ+ population.
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If the previous modelling measures the cost of exclusion, this chapter sets
out the upside of inclusion: how it can strengthen Japan’s ability to attract
and keep talent, and to keep a constrained workforce healthy and
productive. Japan holds genuine strengths; inclusion is a lever for
protecting and extending them as competition for talent intensifies across
East Asia and beyond.

Japan’s competitive position

Talent: making fuller use of the people Japan already
has

This matters because the next generation of workers weighs inclusion heavily. More than half of
prospective 2026 Japanese university graduates say they pay attention to a company’s diversity and
inclusion record,  half of professionals rated it as a key factor in choosing an employer in a 2024
survey,  and 83% of Japanese firms in a 2025 survey said diversity and inclusion already plays a role
in attracting talent.  For a shrinking labour pool, an employer or a country seen as exclusionary
forfeits candidates it can’t afford to lose. This loss is not only on LGBTQ+ workers, but the much
larger group of younger workers and allies who treat inclusion as a baseline expectation.
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The cross-country pattern reinforces the point. Using a harmonised panel that pairs a 0–41 legal-
inclusion score with IMD’s Talent Index, more inclusive economies record higher talent scores on
average (Figure 2). Japan sits low on legal inclusion but mid-range on talent, which is consistent
with a country whose appeal is carrying it despite, rather than because of, its legal environment.

ECONOMIC PERFORMANCE AND TALENT:ECONOMIC PERFORMANCE AND TALENT:ECONOMIC PERFORMANCE AND TALENT:

Japan is an attractive
place to work, but

employers struggle to
find and mobilise the

skills they need. 

Japan’s talent position is a study in contrasts. On IMD’s 2025
World Talent Ranking it places a strong 14th of 69 economies
for appeal —reflecting quality of life and competitive
executive remuneration— but only 55th for readiness, being
the availability of skilled labour and specialist finance skills
among its weakest indicators.  In other words, Japan is an
attractive place to work, but employers struggle to find and
mobilise the skills they need. That is the gap inclusion can
help close by making fuller use of the talent already in the
domestic market.

53

14th vs 55th TALENT APPEAL  VS TALENT READINESS
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The relationship is an association, not proof of causation, and the argument is about clarity and
fairness, not about prescribing immigration policy: a predictable, non-discriminatory environment
helps Japanese employers retain and fully deploy domestic talent, while also keeping Japan
competitive for the globally mobile specialists it chooses to attract. The point is to widen the
effective talent pool, not to substitute one source of talent for another.

More than half of prospective university
graduates say they pay attention to a
company’s diversity and inclusion record 54

Half of professionals rated it as a key factor
in choosing an employer 55

83% of Japanese firms said diversity and
inclusion already plays a role in attracting
talent 56

MORE INCLUSIVE COUNTRIES SCORE HIGHER TALENT ATTRACTION

SOGIESC legal inclusion score (0-41)
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FIGURE 2. LEGAL INCLUSION AND TALENT COMPETITIVENESS ACROSS ECONOMIES, WITH
JAPAN HIGHLIGHTED. POSITIVE ASSOCIATION (R = 0.31, P = 0.010).

Country averages, 2013-2025. Each point = one country
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Wellbeing as a productivity strategy
When the workforce is shrinking, the health and wellbeing of every worker becomes a productivity
variable to consider. The same minority stress that drives the health costs quantified earlier also
shows up, day to day, as absence, reduced engagement and lost focus. That is how it becomes a
continuous drag on output that compounds the costs of illness.

One way to see this pattern across countries is through life satisfaction. We looked at how people
rate their own life on a 0-to-10 scale, the same question asked every year in the World Happiness
Report.  Countries with stronger legal protections for LGBTQ+ people report meaningfully higher
scores on this measure (Figure 3).
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When the workforce is shrinking, the health and wellbeing of
every worker becomes a productivity variable to consider. 

MORE INCLUSIVE COUNTRIES REPORT HIGHER LIFE SATISFACTION

SOGIESC legal inclusion score (0-41)
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FIGURE 3. LEGAL INCLUSION AND LIFE SATISFACTION ACROSS ECONOMIES, 2011–2025
COUNTRY AVERAGES, WITH JAPAN HIGHLIGHTED.

Country averages, 2011-2025
Each point = one country, unadjusted
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Japan's position on this chart is worth a closer look. With a legal inclusion score of just 3, Japan still
reports life satisfaction slightly above what that score alone would predict. This briefing has
already pointed to one plausible reason: Japanese business is moving faster than Japanese law. In
2025, 80% of the 931 companies assessed under the PRIDE Index earned its highest certification.
Voluntary leadership at that scale may well be doing work a legal score can't capture. If so, Japan
has the opportunity to convert progress already under way into the same legal certainty that tracks
with still further gains.

58

Because in Japan specifically, the link between life satisfaction and firm performance is already
documented. Using two years of matched employer-employee panel data, Japanese economists
found that supportive, competent management measurably improves workers' mental health,
which in turn raises productivity and lowers presenteeism (presenting themselves at work when
ill), while poor management raises the odds an employee quits.  A related study of Japanese firms'
financial results from 2004 to 2014 found that companies with higher sick-leave or turnover rates
linked to employee mental-health problems posted lower profit rates, even after accounting for
other differences between firms. The effect was larger at firms with high fixed employment costs,
which is a kind of long-term employment structure common across corporate Japan.
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In an economy where letting a worker go, or replacing one, is costly and slow, protecting the
wellbeing of the workforce serves as a lever particularly important for LGBTQ+ employees. The
practical implication for Japanese employers is concrete: investments in psychological safety,
supportive management and genuine non-discrimination protection are investments in the
productivity of a workforce Japan cannot afford to lose.
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Inclusion as economic resilience
CONCLUSION:CONCLUSION:CONCLUSION:

In a different demographic context, an economy might absorb such losses more easily. Japan’s
circumstances make them consequential. With the working-age population contracting, the
efficient use of every worker, along with the protection of every worker’s health and full
participation, becomes a strategy for resilience. LGBTQ+ inclusion is therefore not a marginal social
issue, but a practical economic strategy: one way to reduce avoidable loss in a labour market that
cannot afford to under-use the people it already has.

The path forward plays to Japan’s strengths. Public support provides the mandate. Leading
companies provide the example and the reach. A Supreme Court ruling may provide the legal
opening. The task for business and policy leaders is to convert that momentum into consistent,
everyday practice, especially in the traditional industries, local, and smaller enterprises and supply
chains where the opportunity is greatest. Inclusion is not a cost of doing business; it is part of how
Japan protects workforce health, strengthens participation and stays competitive in the decades
ahead.

Japan does not need to be persuaded that inclusion matters; its public, its
lower courts and many of its leading companies have already made
positive shifts. The gap now lies between that momentum and the
national laws and policies. That gap is not an abstract shortfall: this
briefing estimates that it costs Japan ¥6.04-16.42 trillion ($37.3–101.5
billion USD) a year, through avoidable ill-health and under-used talent.

Inclusion is not a cost of doing business; it is part of how Japan
protects workforce health, strengthens participation and stays
competitive in the decades ahead.



Step What is calculated Basis

1 Population base
Japan’s adult population (15+) was scaled by the relevant minority
share (9.7% LGBTQ+ share of Dentsu 2023; MSM base for the HIV
module).

2
General-population
prevalence

The baseline rate of the condition in the whole population, from
national health statistics (Japan’s MHLW, and Japan’s e-Stat) and the
IHME Global Burden of Disease database.

3 Relative risk
A multiplier drawn from peer-reviewed and Japan-specific studies,
applied to the baseline to obtain the minority-group rate.

4
Excess prevalence and
excess cases

The minority-group rate minus the counterfactual (no-excess-risk)
rate, multiplied by the population base. For suicide and self-harm
the excess is instead derived as a population attributable fraction,
PAF = p(RR−1) / [1 + p(RR−1)]. This sets the counterfactual at the non-
LGBTQ+ rate rather than the crude national rate, which would
otherwise count the LGBTQ+ share of the burden twice.

5 Share of national burden
Excess cases expressed as a proportion of the national total for that
condition.

6 Excess DALYs
That proportion applied to Japan’s national DALY total for the
condition (IHME GBD 2023).

7 Economic value
Excess DALYs valued at one to three times GDP per capita
(US$35,700, IMF 2026), giving a deliberately wide low–high range.

This briefing draws on two distinct bodies of evidence. The first is a bottom-up costing of LGBTQ+ exclusion in Japan, built
from national health and labour-market data. The second is a cross-country statistical analysis that places Japan within the
wider international relationship between legal inclusion and two outcomes that matter for a contracting workforce: talent
competitiveness, and life satisfaction.

Methodology

Estimating the cost of exclusion
Health-burden costs (disability-adjusted life years)
Health costs are estimated using disability-adjusted life years (DALYs), following the costing method Open for Business
applies across its regional programmes and adapting it to Japan. The estimate covers four conditions with a documented
link to discrimination and minority stress: HIV/AIDS, depression, suicide and self-harm, and cardiovascular disease. For
each condition we isolate only the excess burden attributable to discrimination, rather than the total disease burden, and
value that excess against Japan’s national totals.

Each module follows the same disaggregated chain, so every step can be verified independently. All sources are based on
Japanese official government figures, Japanese-specific academic sources, or civil society reports.

Table M1. Disaggregated DALY-based costing chain, applied identically to each health module.
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Outcome (country-level means) Statistic Coefficient p-value Sig.

IMD Talent Index Pearson r 0.31 0.01 *

IMD Talent Index Spearman ρ 0.3 0.011 *

Life satisfaction (Cantril ladder) Pearson r 0.61 < 0.001 ***

Life satisfaction (Cantril ladder) Spearman ρ 0.66 < 0.001 ***

Three principles keep the figures conservative. First, we use attribution fractions rather than claims of direct causation,
crediting discrimination with only its estimated share of each disease burden. Second, relative-risk multipliers are drawn
from the strongest available evidence. For example, a combined cardiovascular relative risk of around 3.2 from Katagiri et al.
(2024), and , for suicide and self-harm, two age-specific multipliers: 3.6 for ages 15–29, from the ReBit youth survey, and 1.29
for ages 30+, from Tatsuno et al., a nationwide survey of 28,106 adults. The youth multiplier is not applied above age 29,
because no Japanese evidence supports it in that age range. Third, where a national figure is not yet available, it was verified
through the IHME Results Tool. The cardiovascular module additionally applies minority-stress theory, attributing only the
excess share of Japan’s cardiovascular DALYs to discrimination.

Productivity cost (the wage gap)
Productivity losses are modelled from Japan’s total earned income (approximately ¥292.3 trillion JPY), the estimated
LGBTQ+ share of the workforce (9.7%, from Dentsu’s 2023 survey, held constant for comparability with the health modules),
and a documented LGBTQ+ pay gap of 7% to 15%, a range bounded by OECD analysis. Every range reports its low end
alongside its high, and each rests on excess-burden attribution rather than total burden.

Data and measures
The cross-country analyses use a harmonised panel of jurisdictions and years. Legal inclusion is measured with a 0–41
SOGIESC legal-inclusion score constructed by Open for Business from the ILGA World Database. This is paired with two
outcome datasets: the IMD World Talent Ranking (Talent Index, 2013–2025); and life satisfaction on the 0–10 Cantril ladder
(World Happiness Report / Gallup World Poll, via Our World in Data, 2011–2025). Japan is highlighted throughout; its
inclusion score has stood at 3 since 2004.

Analytical approach
The associations reported here are bivariate and descriptive: they show that more inclusive economies tend to score better
on talent and wellbeing. We do not make causal claims that legal inclusion alone causes those gains. Consistent with that,
this briefing reports unadjusted associations and not multivariable models that add statistical controls. 

Distribution checks (Shapiro–Wilk) show the inclusion score is strongly right-skewed, so we report Spearman’s rank
correlation (ρ) alongside Pearson’s (r) throughout. Associations are examined at three levels: pooled across all country-years,
between countries (using country means), and in the latest single-year cross-section (so that a relationship is not an artificial
result of one level of aggregation). To test whether the pattern is ordered rather than merely monotonic, we group
economies into four inclusion tiers (Minimal 0–1, Limited 2–9, Moderate 10–19, Advanced 20+) and compare outcomes across
tiers with the Kruskal–Wallis test, reporting the epsilon-squared (ε²) effect size.

The headline associations are consistent in direction: economies with stronger legal inclusion record higher talent
competitiveness, and higher life satisfaction.

Cross-country associations

Table M2. Between-country associations between SOGIESC legal inclusion and each outcome. Higher inclusion tracks
higher talent, and higher life satisfaction. Coverage: up to 69 IMD-ranked economies (Talent), and 165 Gallup-ranked
economies (Life satisfaction).

Life satisfaction holds at similar strength whether measured across pooled country-years, between countries, or in the 2025
cross-section (Table M3). In bivariate terms, each additional point on the 41-point inclusion scale is associated with roughly
+0.07 to +0.09 ladder points across the full range.
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Specification Pearson r Spearman ρ p-value

Pooled country-years, 2011–2025 
(n = 2,103; 165 economies)

0.58 0.65 < 0.001

Between-country means (n = 165) 0.61 0.66 < 0.001

2025 cross-section 0.59 0.67 < 0.001

Outcome (2025 cross-section) H p-value ε²

Life satisfaction (Cantril ladder) 57.9 < 0.001 0.38

Legal-inclusion tier Mean life-satisfaction ladder

Minimal (0–1) 4.89

Limited (2–9) — Japan sits here (score 3) 5.87

Moderate (10–19) 6.3

Advanced (20+) 6.64

Table M3. Legal inclusion and life satisfaction (Cantril ladder), correlations across specifications.

Stronger associations: an ordered, step-wise pattern
Beyond the simple correlations, life satisfaction improves step-wise as economies move up the inclusion tiers, and the
differences across tiers are statistically significant with moderate-to-large effect sizes (Table M5). Life satisfaction rises
monotonically from the Minimal to the Advanced tier. We did not include the Kruskal-Wallis results as a boxfigure, because
it only shows Japan's absolute position inside a band. In other words, it can't show whether Japan is over- or under-
performing relative to its own score.

Table M4. Kruskal–Wallis tests across four legal-inclusion tiers (Minimal 0–1, Limited 2–9, Moderate 10–19, Advanced
20+). ε² is the epsilon-squared effect size.

Table M5. Mean life-satisfaction ladder by inclusion tier, 2025. Japan’s own observed ladder score is 6.13, slightly above
the average for its (Limited) tier, consistent with Japanese corporate leadership outpacing the legal score.
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Glossary
AIDS
DALYs
GBD
GDP
IHME
ILGA
IMD
HIV
LGBTQ+
MSM
OECD
STI

Acquired Immunodeficiency Syndrome
Disability-Adjusted Life Years
Global Burden of Disease
Gross Domestic Product
Institute For Health Metrics and Evaluation
International Lesbian, Gay, Bisexual, Trans and Intersex Association
International Institute for Management Development
Human Immunodeficiency Virus
Lesbian, Gay, Bisexual, Trans, Queer and others
Men who have Sex with Men
Organisation for Economic Co-operation and Development
Sexually Transmitted Infection
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