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Foreword

Throughout my life I have experienced first-hand, the significance of seeing a 

spark of talent in someone and nurturing it, regardless of the individual’s edu-

cation or background, their gender, ethnicity or in fact any other factors that 

make up who they are.

I started my life in a community in West Yorkshire in the United Kingdom, 

where it would have been easy to get on to the wrong track and have a very 

different life experience to the one I’ve had. What changed that for me was 

the encouragement of my teachers and family who saw potential in me that 

could be developed further.

In my early life, growing up on the borders of a Protestant and Catholic com-

munity, which was also a border between the working and middle class, it 

became clear to me that diversity was more about a state of mind than some-

thing physical. In those days and often still today, people think the road to suc-

cess in life is through academic achievement. This clearly is part of the answer, 

but it was in my teenage years that I discovered that the road to true ‘mobility’ 

comes from learning about the ways of life of other diverse communities.

Diversity stretches across society. It brings a freshness and selection of perspectives 

that should be encouraged and welcomed. We are all members of many tribes: 

wealth, religion, race, sexuality, mental ability, social interests, educational back-

ground, to name a few and arguably the two largest tribes relate to our gender.

Personally, it was through my experiences playing semi-professional sport that 

I really discovered the power of diversity. My sport spanned multiple commu-

nities across both geography and social class, I shared a house at University 

with three guys from the Sudan (one of whom was a direct descendant of al-

Mahdi!) and when I started at IBM my boss was the son of an Indian Princess.

I have always sought diversity of thought in addition to the physical and cul-

tural differences that are so often highlighted. We all have potential within 

us. Unfortunately for some, the opportunities are not obvious and there are 

often barriers, obstacles and bias, which are not always easy to navigate or 

overcome. This is not only unfortunate for the individual, but also devastating 
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for the companies and economies that are not getting the best from harness-

ing the talent available.

This is why throughout my career I have been a huge champion and advocate 

of diversity and inclusion. For me, this isn’t about an initiative, charity or some-

thing nice to do – it’s a fundamental role of everyone who has management 

and leadership responsibilities, as well as those who represent the organisa-

tion in some way, i.e. it’s everyone’s responsibility!

I spent a significant amount of my career at IBM. From the very beginning I 

chose to work for, and with, people based on ‘who’ they were not ‘what’ they 

were. In my experience, teams of diverse personalities work far better 

together than teams of ‘clones’. During my ten years as CEO of IBM UK and 

Chairman of IBM Europe, Middle East and Africa, I drove our D&I initiatives in 

an era where this topic received nowhere near the attention in society or busi-

ness that it does today. There was far more resistance and push-back. However, 

I was determined to succeed. IBM UK were the original sponsors of the 

European Women of Achievement awards and the original sponsors of 

Everywoman some 16 years ago. I am still an ambassador and mentor to the 

founders of Everywoman today. We were an original sponsor of Stonewall, 

African Caribbean Network and others.

In terms of what we delivered on the ground at IBM, we stated that all roles 

in the company could be worked ‘flexibly’, to try and address the challenges 

of our people balancing their work hours with the rest of their life. We re-

wrote our executive competencies to be more gender friendly. I also declared 

a war on bullying and aggressive management styles. I believe this is the major 

outlet, both verbally and mentally, for prejudicial thought and behaviour and 

is a major inhibitor in creating a more inclusive workplace.

In our ever-changing and increasingly connected world it’s an absolute busi-

ness fundamental to seek out diverse talent, to garner different viewpoints 

and perspectives. It’s also fundamental to create an environment where peo-

ple feel comfortable that they can share their insights and blend them with 

other people’s perspectives without fear of prejudice or bias creeping in. Why 

would anyone give their best in an organisation that doesn’t value their 

unique views and give them the space and opportunities to use them to the 

best of their ability?
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We have come a long way over the past couple of decades. Now I believe, 

certainly in some companies, we have reached a milestone in the journey of 

D&I with more of a focus on the measure of ‘who’ not ‘what’. Yes, we have 

come a long way but we haven’t come far enough and the pace of change 

should be faster. We need to continually learn and assess what works and 

what doesn’t work, we need to engage and collaborate with our colleagues 

at all levels of our organisations and we need to convert our fine words into 

demonstrable, impactful action.

I’m delighted that Charlotte and Fleur have pooled together their significant 

knowledge and experience to share with you all how we make that change 

happen in a more sustainable way. One that will also enable you to deliver 

change in a realistic and reasonable timescale. They have created a definitive 

guide for people to work through regardless of whether you are the CEO, the 

D&I practitioner or a colleague at the sharp end delivering to customers and 

clients.

This book is full of practical tips and insights that you can digest and convert 

into practical delivery – they move away from purely reminding us that there 

is a challenge (as so many other books do) to holding your hand through the 

many steps that you need to take to create a sustainable diverse and inclusive 

environment that we all aspire to achieve. They seamlessly set out all the ele-

ments to consider, regardless of where you are starting on your journey or the 

size of your organisation – and share some of their own personal stories and 

experiences along the way.

If you are serious about creating a more diverse and inclusive workplace, if you 

are serious about embedding change throughout your company from col-

leagues to clients and from stakeholders to suppliers, if you are serious about 

being a great business leader of people – and everything else in-between – 

then this book is the definitive guide for you.

Larry Hirst CBE

Former Chairman IBM EMEA

Senior Independent Director of Mitie Group plc,  

Independent Director of ARM Holdings plc,  

Ambassador to Everywoman and Black British Business
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Introduction

All organisations are perfectly designed to get the 
results they are now getting. If we want different 
results, we must change the way we do things. Tom 
Northup, author and leadership guru

It’s over two decades ago since we first started to hear people talk about diver-

sity (usually without mention of inclusion) in relation to talent management. 

For many diversity and inclusion (D&I) practitioners it was almost by accident 

that they became involved in what would usually have been part of human 

resources (HR) or sometimes even corporate responsibility (CR).

Back then, people were far less ‘politically correct’ and it was not unusual for a 

manager, when briefing an HR director about an open vacancy, to make a 

comment such as they didn’t want any ‘fertile women’ applying for the role 

because they already had two team members on maternity leave.

Recruitment agencies also supported the stereotypes and Fleur remembers 

being told once by an accountancy specialist that he tended to target Asian 

candidates because they were more numerate! Charlotte also recalls a conver-

sation with a branch manager who didn’t believe that anyone under the age 

of 35 could bring any value to their customers and that ‘you had to earn your 

stripes over time’.

On the whole, such overtly biased conversations are now history in many geog-

raphies, but it doesn’t mean that, as individuals, we don’t momentarily process 

similar thoughts in the deep recesses of our minds. In addition, over the years, 

the reach of D&I has developed beyond talent management to have a signifi-

cant influence over many aspects of how business operates.

One thing is certain, the term D&I is increasingly one that is part of the every-

day business language in large employers and is raising its profile in small- to 

medium-sized workplaces. Given this, throughout this chapter we will cover 

what D&I is and articulate a number of reasons why it is important. We will 
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also cover who may benefit from working through this book, as well as why 

we felt it would be valuable to share our experience.

What is diversity and inclusion?

It is important from the very beginning to outline what we actually mean by 

D&I as there are so many variations available. We have both experienced exam-

ples where the words D&I have been used interchangeably to have the same 

meaning when, in fact, they are both two very different words which are part 

of an important jigsaw.

Diversity is about every single person.

Everyone is unique and their perspectives are different, based on lots of 

influences such as their own life experiences, culture, learning styles, person-

ality type, education; the list could go on. For this reason it is often mislead-

ing to stereotype anyone: for example, girls cry easily, boys are better at 

science, older people can’t learn about new technology. Every single one of 

us makes up the richness of the mix and diversity, by default, is naturally 

around us.

The real challenge is making that mix work and that’s where inclusion comes in.

Inclusion is about creating an environment where everyone can be themselves, 

feel that they are able to contribute their views and that these will be valued.

An example that is used to bring the above differences to life is a quote by 

Verna Myers, author and D&I professional based in the United States:1 ‘Diversity 

is being invited to the party; inclusion is being asked to dance.’

Although we will look at terminology in more detail later in the book, it would 

be remiss of us at this stage not to share what ‘equality’ and ‘inclusive leader-

ship’ are. These are terms that are also used alongside D&I and it is important 

to understand the differences from the outset.

Prior to the start of the D&I journey, for many organisations the focus was on 

‘equal opportunities’ or ‘equality’. This was initially driven by legislative 



xvi        Introduction

requirements and expectations from laws that were introduced. An example 

of this is the Sex Discrimination Act that was introduced in the United  

Kingdom in 1975.

Equal opportunities in the United Kingdom is defined as ‘the right to be 

treated without discrimination’ and equality is defined as ‘the state of being 

equal, especially in status, rights or opportunities’.

The other term that is used within the D&I world is ‘inclusive leadership’. An 

inclusive leader is someone who is aware of their own styles and how they 

view the world who then allows, in fact, invites, others to share their own per-

spectives and is able to work with many styles that are different from their 

own. We focus on inclusive leadership in more detail in the chapter on inclu-

sive leadership development (see Chapter 13).

The above terminology can be confusing initially; Charlotte uses the following 

example to give a simple overview of the differences:

Equality is being invited into the room. Diversity is getting a seat at the 
table. Inclusion is sharing your views and being heard. An inclusive leader 
enables all of this to happen.

Why is it important?

There are many reasons to focus on D&I in some way and often there is more 

than one reason why an organisation starts along this journey. One catalyst is 

the introduction of new legislation, for example quotas for nationals in the 

Middle East or the requirement to publish your gender pay gap in the United 

Kingdom. Another may be a tribunal claim/s made by a member of staff or low 

engagement scores in your employee survey. You might be prompted to do 

something to keep up with your competitors or to qualify to pitch for new 

business. In an ideal situation, the catalyst is when your leadership teams see 

the value of diverse perspectives and want to see it embedded in to how they 

do business.
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At a high level we know that the world is changing and what we have done in 

the past is by no means confirmation of success in the future. Who would have 

thought over a decade ago that today:

	 ●	 the world’s largest taxi company would own no taxis (Uber)

	 ●	 the largest accommodation provider would own no real estate (Airbnb)

	 ●	 the largest phone companies would own no telecommunications 

infrastructure (Skype/WeChat)

	 ●	 the most popular media owner would create no content (Facebook)

	 ●	 the world’s largest movie house would own no cinemas (Netflix).

When we specifically look at the changes we see in organisations, the case for 

change is compelling:

	 ●	 In the United States women account for 85 per cent of all consumer 

purchases; this is similar in many other countries.2

	 ●	 Research by McKinsey found that workforces that are both diverse 

and inclusive have 12 per cent higher employee productivity; 19 per 

cent higher retention; 57 per cent higher team collaboration and 42 

per cent higher team commitment.3

	 ●	 Deloitte identified an 80 per cent improvement in business 

performance when levels of diversity and inclusion were high.4

	 ●	 Grant Thornton estimated the opportunity cost associated with male 

only boards was approximately US$655 billion for 1,050 companies 

across three markets (United States, India, United Kingdom).5

	 ●	 In its global study, The Peterson Institute found that 30 per cent female 

representation on boards can increase company net profits by 6 per cent.6

	 ●	 Ageing demographics show that the average age in many countries is 

significantly increasing. For example, the average age in the United 

Kingdom hit a high in 2015 at 40 years.7

	 ●	 In 2015 it was estimated by The World Economic Forum that it would 

take 118 years to achieve gender pay parity.8

	 ●	 Of the 20 biggest companies in the United States, 14 companies score 

100 per cent in the Human Rights Campaign’s Corporate Equality 

Index which rates workplaces based on LGB&T quality.9
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	 ●	 Over a billion people live with some form of disability. This 

corresponds to about 15 per cent of the world’s population. Rates of 

disability are increasing, due to population ageing and the global 

increase in chronic health conditions.10

The following shares more detailed examples of why this is important and 

some of the different catalysts for change:

The law

At times you will be responding to new legislation, but often with D&I a focus 

is triggered by an internal grievance which can be time-consuming, or, at 

worst, a high-profile employment tribunal that has been sensationalised in the 

press and may have cost the company a lot of money.

An early memory for Fleur is of a senior woman in the United Kingdom who 

won her case for sex discrimination. Some of the evidence used, and then pub-

lished in the press, was a string of emails that had been exchanged between 

her manager and HR, which apart from being derogatory, portrayed the man-

agement of the firm as callous and unfeeling. One particularly damming head-

line taken from an internal email read: ‘Had cancer, is a real pain, can we get 

rid of her?’

When EY initially started their focus on disability in the United Kingdom, some 

ten years ago, it was driven by the Manager of Employee Relations. He had 

noticed a trend of complaints from staff with disabilities that were struggling 

to access reasonable adjustments. The initial focus of the group convened was 

highly pragmatic and centred on the application process and how this was sup-

ported by functions such as information technology and occupational therapy.

In some countries, such as Germany, France and Spain, there are quotas for the 

number of disabled people a company employs and South Africa has Black 

Economic Empowerment legislation. In the Middle East, if you don’t meet your 

quotas for the hiring and retention of nationals, the direct business impact 

means that you will find it harder to obtain work visas for your expat popula-

tion. In the United States, there is Affirmative Action, and at the time of writ-

ing, governments in more than 12 countries had set quotas for the number of 

women that sit on company boards.
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Competitor activity

For some organisations the catalyst for a focus on D&I has been seeing what 

their competitors are doing. Rather than looking internally to find out what 

the real issues are, they look to see what others within their sector are focused 

on and aspire to either emulate them or deliver an ‘initiative’ that is just that 

little bit better, or have a speaker at a conference that is just a little higher 

profile. Although we say this light-heartedly, this is a consideration that should 

be taken seriously. As we mentioned in the key facts previously, if your com-

petitors are making more of a success of D&I, arguably they will have the 

higher performing teams, produce more innovative products and attract a 

bigger share of the market.

Leadership vision

Ideally, the focus should be on more than legislation or trying to gain a com-

petitive edge; however, these are a starting point. Often a focus on D&I is 

instigated by either a visionary CEO (as was the original case at Barclays Group) 

or a talent leader (such as the head of HR). At EY, Fleur was recruited into a 

newly created D&I function which was part of the talent leader’s new strategy. 

There can be downsides to this if there is just one key sponsor, which include: 

(i) it’s seen as a pet project rather than a business imperative; (ii) the vision is 

not understood or shared by others; or (iii) commitment can diminish if that 

person leaves the organisation.

Requests for procurement (RFPs)

Less common, but not unheard of, is an organisation that has a requirement to 

be able to tick the right boxes when pitching for business. This is prevalent in 

South Africa where business can be taken away or awarded to a company 

based on the number of black Africans leading the organisation. Prior to the 

recession of 2008, there was a push in the UK private sector to include the topic 

of diversity in the procurement process.

Fleur remembers attending a conference where she spoke to a man who was 

looking particularly uncomfortable. He explained that he had been sent to 

learn more about ‘this diversity thing’. He worked for an engineering company 

and at the time they were bidding for a lot of government business. They had 
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learnt that they would need to show a commitment to the D&I agenda and 

had worked out that if they couldn’t pitch for this business they would poten-

tially lose millions of pounds in business opportunities.

There can also be the need to show diversity in the teams that are pitching for 

business. A team that is not diverse in some way will often stand out. For exam-

ple, if you represent your company as five white men to a team of both men 

and women that includes a black CFO, your lack of obvious diversity will look 

and feel odd to them. We are not suggesting that you should pull the team 

together purely based on the level of diversity. The most important considera-

tion is the skills and experience that they each bring to the job and the team 

that pitches should be the team that is going to deliver the work. However, it 

is something to consider and that comes up more and more often in some sec-

tors and geographies.

Customer/consumer requirements

We mentioned competitor activity earlier in this chapter. Another external fac-

tor that does gain the focus and attention of organisations when considering 

why they should do anything on D&I are the expectations of their consumers.

In the United States, for example, women account for 85 per cent of all con-

sumer purchases, including everything from cars to healthcare. It would make 

sound commercial sense for your organisation to tap into what your consumer 

demographics look like and what they expect from a company they plan to 

purchase from or do business with. We look at this in more detail in the chap-

ter on leveraging D&I in the market (see Chapter 19).

As you can see, there are numerous reasons why this is important and any 

organisation that ignores the impact D&I and the changing world has on their 

business do so at their peril.

Who is this book for?

As we wrote this book we thought long and hard about who the book was 

aimed at. Our initial thought was that everyone who works within any type or 

size of organisation, from a small business to a multinational operating in many 
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countries, should have an understanding of both the impact of D&I as well as 

how they can create a more diverse and inclusive environment around them.

However, stating that a book is targeted at everyone felt somewhat of a tall order. 

Therefore, working through this book would specifically benefit the following:

	 ●	 Leaders and managers at all levels who want to get the best out of 

their teams, by increasing engagement and recruiting and retaining 

the best talent.

	 ●	 HR professionals who are expected to deliver change in some shape 

or form. They may have been handed the D&I remit in addition to the 

‘day job’ or are interested in how this can impact the work they do 

now and in the future.

	 ●	 Existing and new D&I professionals, where this is their day job. They 

will be at any stage of the journey within their organisation as well as 

at various stages of their knowledge and experience of D&I.

	 ●	 Students who are studying for business qualifications.

The book has a global reach, sharing examples from across the world and con-

sidering how you deliver D&I across multiple countries and cultures.

Our aspiration is that this book is used as the definitive guide to creating and 

delivering a diverse and inclusive organisation regardless of your role, seniority 

or sector. The book has been written in a way that shares practical points 

sourced from our decades of experience – moving away from the theory of D&I 

to how you actually make this a reality.

Why us?

The creation of this book was inspired by a conversation we had one evening 

about the slow pace of change we were seeing with many D&I programmes, 

the inconsistency of approach across our peer group and, at times, the lack of 

skills and experience that D&I leaders had. We were both mentoring D&I pro-

fessionals within industry at the time who each had a desire to make a differ-

ence, but just didn’t know quite how to do it. It was at this stage that we 

decided to pool our collective knowledge and hands-on experience of over  

30 years: this book is the output.
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To share a little more about our backgrounds and how we got to this stage: 

Charlotte had spent much of her career progressing up the corporate ladder at 

a global retail bank. She started in the back office, progressing through to 

sales and then moving on to drive the first culture change programme within 

the bank. This was both great fun and a terrifying experience as she was asked 

to lead the cultural shift which touched on most aspects of the talent agenda 

from annual appraisals to performance management, objective setting and 

performance-based remuneration. From this, Charlotte’s passion for working 

with leaders at all levels was formed, believing that small changes to behav-

iour could, and did, have a huge impact on the performance of both the indi-

vidual and their team.

For Charlotte, the catalyst for focusing on D&I was the arrival of a new group 

CEO at the retail bank she worked at. He had spent much of his career in 

Canada and was both shocked and dismayed at the lack of diversity across the 

head office site when first joining. The CEO took this seriously and Charlotte 

became one of a 14-strong team leading the charge across all aspects of the 

business – from management to marketing and from customers to communi-

ties. Their global strategy was launched literally to the beating of many drums 

in their City of London head office and quickly became the blueprint for other 

companies to emulate.

Fleur had also spent much of her career in banking, latterly working for an 

American investment bank running HR for the capital markets division. Her 

key clients were equity and fixed income sales people and traders and she 

spent a lot of her day on the trading floor with (mostly) testosterone-charged 

alpha males who had the sole objective of making money. Her HR passion, in 

addition to effectively running the usual processes such as performance man-

agement, recruitment and reward, was to get her managers to understand the 

value of engaging with their people and the return on investment (ROI) of 

making sure that everyone could reach their full potential.

In early 2000 Fleur was in a leadership team meeting discussing the concerns of 

her Head of HR about the level of attention that diversity was being given at 

head office in New York. As a result Fleur took on diversity in addition to her 

day job and, working closely with the head of strategy, she spent months scour-

ing the market to better understand what expertise was available externally 

and where she should start internally. In truth, within six months, she had 
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ground to a halt having become totally overwhelmed with the challenges, a 

general lack of understanding from others about what diversity meant, incon-

sistent data available, varying views about what was a priority and a general 

feeling from HR that they were just too busy for yet another initiative. They did 

eventually launch a strategy which led to her taking the permanent role of 

Head of D&I for Europe, but looking back, it would have been so helpful to have 

had a guide of the dos and don’ts to work through and consider at the outset.

Further thoughts

For some, you may well be wondering where to start on this topic and if it will 

be a good investment of your time. For others, you may well be some way 

along your journey and are looking for fresh ideas or ways to take your work 

to the next level. Wherever you are on this continuum, we hope that with our 

combined experience of over 30 years, we have produced for you what we 

believe is the definitive guide to developing and executing a sustainable D&I 

strategy. Be that in one location, one country or globally.

This of course comes with the caveat that one size never fits all.

We hope this book will give you food for thought, light-bulb moments that 

may change your thinking and lots of pragmatic insights from across the world. 

However, bear in mind that our thoughts and perspectives will require some 

customisation to suit different sectors, cultures and geographies as well as 

where you are on your D&I journey.

In structuring the book, our aim was to accommodate readers with a variety of 

interests. We have used our own STAR framework as the main structure and 

have focused on the key issues you may well face as you progress on your D&I 

journey. We have also included deep dives into particular topics of interest 

such as networks, new ways of working and the global agenda. Feel free to 

move around the book as it works for you, read from cover to cover or dip in 

and out as and when the various topics are of interest to you – either way 

works!

We hope you enjoy working through this book and we wish you every success 

in creating more diverse and inclusive cultures.
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What is ‘starting out’?

Change is the only constant. Heraclitus, Greek philosopher

In this chapter we consider the questions you could ask when starting out. We 

introduce a framework to help you think about where you are on your D&I 

journey as well as explain how we use some of the D&I terminology.

Starting out

Creating change is not easy and it is the one aspect in business that can create a level 

of emotion that is seldom seen in the workplace. Many D&I programmes, although 

positioned as attempting to change the culture and structures within organisations, 

actually have no change management principles wrapped around them. The major-

ity of these programmes are focused on initiatives, a number of separate actions 

and deliverables pulled together on a spreadsheet and presented to the executive 

committee or diversity steering group in the hope that something will change.

This is one of the reasons why much activity on D&I has not had the desired 

and anticipated impact on the business or the individuals within it – a lot of 

undirected or isolated activity will have a very limited impact.

Evidence of this was seen during the creation of The Power of Diversity Pro-

gramme in London, initiated by Dame Fiona Woolf CBE during her mayoral year 

of 2013–14, which Charlotte developed and led on Dame Fiona’s behalf. A sur-

vey was conducted throughout the City of London to identify what impact all 

the effort and energy around the D&I agenda had made. Over 84 per cent of 

respondents stated that their companies had commitment from the very top to 

create a more diverse and inclusive company. However, 87 per cent stated that 

the work their company had done had no impact on them personally and only 

15 per cent stated they could see their leaders words translated into their actions.

In 2008 a McKinsey & Company1 survey of business executives indicated that 

only 30 per cent of change programmes are successful, exactly the same as the 
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findings identified in John Kotter’s2 research, Professor of Leadership at the 

Harvard Business School and well-known thought leader in the fields of busi-

ness, leadership and change.

So, even if you plan to approach D&I in quite a low-key way, we would urge 

you to position your focus and activity with a change mentality. Not all organi-

sations think of D&I as driving fundamental change that will impact and influ-

ence all of the different facets of the business. One Head of Diversity said to 

Charlotte in a conversation: ‘This isn’t about change but about creating a lot of 

great networking events that people can say they have been to.’ Fleur remem-

bers a conversation with a D&I lead at a bank in the City of London. He was 

fairly new in the role and was trying to understand what employee networks 

the bank had, how active they were and what their key objectives were. He was 

somewhat dismayed to find that rather than focus on employee development 

or connecting in the market, their key objective was to host networking drinks 

– he described their approach as ‘too much champagne and no campaign …’.

As an initial starter, regardless of where your starting point is, consider the fol-

lowing questions:

	 ●	 How is your organisation’s brand perceived in the market – are you 

respected, do you find it easy to attract talent, are the images you use 

in your adverts diverse, is your website accessible?

	 ●	 How successful are your recruitment efforts – do you have a high 

acceptance rate, do new hires settle in well, are they as successful as 

you had predicted at hire stage?

	 ●	 Is your performance management process free from bias, are you 

satisfied that people have smart objectives and are fairly assessed 

against them?

	 ●	 Do you know who your high potentials/talented individuals are, are 

you effectively nurturing them and giving them stretch assignments?

	 ●	 Do you know if you have a pay gap and if so, what it is and why?

	 ●	 Are your staff benefits accessible for everyone?

	 ●	 Is your procurement process free of rules that would deter minority-

owned business from tendering?

	 ●	 Are you developing the most innovative products or solutions – are 

you aware of the needs and motivation of your entire potential 

consumer market?
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You will be setting yourself up for failure if you try to tackle all of the above at 

the same time although they are a good initial indicator of where you are 

starting on this journey.

Introducing the STAR framework

We believe that no matter how small or how large an organisation you are, no 

matter how much or how little resource you have, there is lots you can do to 

make sure that your workforce is diverse and your business and people pro-

cesses are inclusive.

We have developed the STAR framework (Figure 1.1) to help you identify where 

you are on your journey and also think about where you would like to be. The 

STAR acronym stands for

S = Starting out

T = Taking the leap

A = Achieving change

R = Reaping the rewards
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Figure 1.1  The STAR framework
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This model plots where each of the stages of the journey fit depending on 

where your organisation is with their:

	 ●	 level of engagement with colleagues across the whole organisation –  

for example, how well the business case is articulated, how much your 

managers think about D&I in their day-to-day activities

	 ●	 level of embedding into business as usual – for example, the level of 

accountability you have established for measures such as good people 

survey results, or whether this is a consideration in your supply chain.

This will give you a clear focus on how to progress to the next level of your 

journey to create a more diverse and inclusive organisation as well as articulate  

your aspiration. You will also see that each quadrant is characterised by the 

four Is: inertia, initiatives, imposed and inclusion:

Quadrant 1: Low engagement and low embedding results in inertia –  

small pockets of activity that are stand-alone and will cease as soon as 

the person driving them either leaves the organisation or loses 

interest. An example of this is where an individual or a small group of 

individuals sets up an employee network that is purely led by 

volunteers and doesn’t gain any support from the organisation, either 

financially or otherwise. Those involved can become fatigued and 

disillusioned by the lack of commitment and stop offering their 

personal time to drive it forward.

Quadrant 2: High engagement and low embedding – lots of initiatives 

and campaigns that are driven by very engaged and committed 

individuals may well result in disjointed activity with no real impact 

for the business. An example of this would be when an organisation 

becomes a member of a national or global campaign such as 

#HeforShe (which is a solidarity campaign for gender equality 

initiated by UN Women3). They look as though they are committed to 

D&I when actually the activity is externally facing to raise their brand 

profile and is not linked back to anything that is being strategically 

driven internally. We saw this in is the past when banks in particular 

were quick to write large sponsorship cheques for D&I activity, but 

were doing little internally.

Quadrant 3: Low engagement and high embedding will result in 

imposed change – the changes are made by the business, but do not 

bring their people along with them. This could result in resentment 
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and a feeling that this is being done to them and not with them. 

There may also be a feeling that other groups are being favoured 

without any real understanding of the rationale for this. An example 

of this can be seen in organisations that impose representational 

targets such as the number of women in senior positions without 

sharing the rationale and asking colleagues for their input at any 

stage of the decisions being made. For many, the first they may 

actually hear about this is from an external source.

Quadrant 4: High engagement and high embedding – this is inclusion 

where the activity is being embedded into everything the business 

does and the majority of the employees are engaged and understand 

why there is a need for change as well as how the change will 

happen. This creates the sustainable change to the culture that we 

are ultimately looking for. An example of this is where organisations 

naturally think about the D&I implications and impact in any new 

project or process they undertake. It may be that they are creating a 

new mobility policy and they automatically consider the implications 

of how the cultures differ and the level of support both the individual 

and their family may need from the outset.

Where would you place your organisation on the continuum between ‘starting 

out’ to ‘reaping the rewards’?

Where do you think your organisation currently sits within the four Is? What 

evidence do you have to support that?

The above can be measured by a set of indicators that can be tailored to the 

organisation you work within. They will identify where you are and also what 

you need to do to continue on your journey to ultimately operate within the 

‘inclusion’ quadrant. An example of the measurement tool for the STAR frame-

work can be found in the chapter on measuring impact and realising the ben-

efits (see Chapter 17).

Those of you who are just starting out on this journey may be under-resourced 

(both in terms of headcount and budget), will likely be overwhelmed with all 

of the potential areas of focus and may just want to know what the key issues 

are that you should be focusing on. There will be organisations who just have 

an appetite to drive a small number of initiatives such as launching a women’s 

network and are more focused on visibly showing that the organisation has 
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D&I on their radar. Others will see this as an opportunity to fundamentally 

change the way their organisation delivers their people and business processes 

and will reap the rewards of harnessing the true power of D&I. Whatever your 

motivation, there are some basic initial steps that everyone should work 

through which we will be covering in the coming chapters.

Getting to grips with D&I terminology

It would be worth pausing here to touch on the terminology that is used 

throughout this book, although we don’t want to spend too much time on 

this. There is often a debate about what to call this specialism – ‘diversity and 

inclusion’, ‘diversity and inclusiveness’, ‘inclusion’, ‘inclusion and diversity’, 

‘equality’ and more. We don’t think it matters as long as you focus on the mix 

and how you make the mix work.

This book, at times, refers to certain strands of diversity, for example, women, 

black people, flexible workers, but we are not implying that the people in each 

group are the same. As we said earlier, every person is different.

In addition, you may be working globally and we know that certain terminol-

ogy means different things in different countries. For example, in the United 

States people reference people of colour, in the United Kingdom people say 

black or BAME (black and minority ethnic). Describing someone as an ethnic 

minority in Germany will be different to talking about a minority in India or 

Africa. In Japan, there isn’t a natural translation for the word ‘diversity’ and in 

some countries there isn’t a word for ‘inclusion’.

We don’t want to be too politically correct, but we also don’t want to offend. 

This whole topic of political correctness often comes up and can, at times, hin-

der progress.

At the early stage of their journey, Lehman Brothers had co-sponsored an 

LGBT (lesbian, gay, bi-sexual, transgender) conference in the United Kingdom 

and they were given an opportunity for a member of their leadership team to 

give a keynote speech. He shared the stage with a senior politician and Fleur 
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had thoroughly briefed him on the topic, but was still anxious that he would 

say the wrong thing. On the day he was word perfect and his speech was well 

received. That is, until he started to relax and for some reason he went off 

topic and referred to the ‘handicapped’ (rather than people with disabilities). 

After the event Fleur told the organiser that she didn’t expect them to be 

invited to speak again. The organiser replied that it is not the word used, it is 

the intent behind the use that is important and it was clear that the speaker 

had every good intent.

For the purposes of this book we talk about minorities and in particular black 

and minority ethnic (BAME) people. We use the word ‘disability’ (although 

handicapped is used in countries such as France), we will talk about LGBT, 

women, different generations such as Gen Y and Gen X, flexibility (in the 

broadest sense of the word) and later in the book we look at the difference 

between targets and quotas and positive discrimination.

We do not intend this book to be an A to Z of all the terminology that may be 

used when working on D&I. That would be impossible to create given the 

global context and the continual development of the language used. The main 

consideration is to know where you can access reliable information sources as 

well as being clear on the intent of your words – creating change rather than 

offending.

Five key takeaways from this chapter

	 ●	 Identify where you are on your journey using the STAR framework 

and consider where you want to get to.

	 ●	 One size doesn’t fit all – we are sharing our experience and examples 

of good practice; it will all require customisation for your own use.

	 ●	 Programmes and initiatives alone will not change the culture.

	 ●	 Don’t get too hung up on the terminology – it’s the intent behind the 

words that matters.

	 ●	 Even if you decide to start small, do think about what you are doing 

through a change management lens.
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Assessing your current 
position
The first step toward change is awareness. The second 
step is acceptance. Dr Nathaniel Branden, author and 

psychotherapist

An important step to consider as you start out on your D&I journey is to, liter-

ally, take a step back and truly understand the current position within your 

organisation from a number of different angles. We have seen many examples 

where organisations venturing out on the journey of creating a D&I pro-

gramme do not take the time to really understand their starting point and can 

end up getting pushed down the route of delivering activity quickly, regard-

less of what that might be.

When starting anything new, there is that general excitement and eagerness 

to just get started and jump right in. Taking the time to ask questions and to 

really understand the starting point significantly increases your potential for 

successful execution and delivery.

Throughout this chapter we cover what you need to be able to take a step 

back, what information is available and how to analyse your data.

What information is available?

So, how do you really get to assess and understand your current position?

The first important step is to find out (i) what information is currently available 

and (ii) what additional information you need to have. Accessing both qualita-

tive and quantitative information will help you to build a holistic picture of 

your current position.

The overall scope of your strategy and activity will dictate what information 

will be helpful at this stage. Finding out what information is available can be 
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an interesting piece of detective work in itself. Every organisation has a differ-

ent starting point and some organisations may have a different view of the 

overall scope of their D&I strategy or activity. For example, some organisations 

have purely focused their D&I efforts around their employees and their talent 

management proposition. Others have incorporated a wider focus of including 

other aspects of their business such as suppliers, clients, shareholders and the 

wider community.

Here are some examples of key data and information you may want to consider.

Employee

	 1.	 Employee demographic data

Within your organisation are you able to measure the employee com-

position at different job levels by different elements such as gender, 

age, ethnicity and disability? It may be that you are able to gain infor-

mation about gender and age as these are data points that are more 

generally required in other elements of the employee relationship 

such as benefits, pensions and health insurance. However, you may 

not have considered asking employees about their sexual orientation 

or their religion or belief, for example.

If you are working across multiple countries the answer to this ques-

tion will certainly be different depending on which country you are 

assessing your current position in. For example, in the majority of 

countries the only data that is consistently available globally is infor-

mation about gender. Many countries initially don’t want to share 

sensitive data and will even argue that the privacy laws would not 

allow it. In some countries being gay is illegal, so collecting and stor-

ing this sort of data could put your organisation and the individual at 

risk. Disability data could be current one day and different the next 

and there is still a lot of ‘discomfort’ in some countries, in relation to 

asking someone the question. With ethnicity, if you are of Indian ori-

gin and live in the United Kingdom you might be classed as an ethnic 

minority for any data-gathering process; however, if you are of Indian 

origin and live in India you would not.

Some of these issues are used as a smokescreen because the individual/

department you are asking may not be comfortable with the agenda, 
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but most of these issues can be overcome. However, there are genuine 

challenges in some locations that do prevent you asking your people 

too much about their diversity and certainly then sharing the answers 

more broadly.

You also need to access meaningful data. Fleur remembers when she 

worked for an American organisation and got a call from Human 

Resources in the New York head office asking for some help identify-

ing the ethnicity of some of her London-based people. At that time 

they didn’t collect their demographic details and she explained that 

she didn’t know. Unconcerned, they suggested that she guess from 

the person’s family name!

Take some time to consider what data is available and acceptable to 

capture in the different countries and regions in which you operate. 

Some organisations have attempted to create a list of what you can 

and can’t ask for across the world. This is a good starting point; how-

ever, you should be mindful that legislation and what is deemed 

acceptable culturally can change over time, which means that this is 

an exercise that should be reviewed on a regular basis. It is also help-

ful to review this with your legal teams to ensure that any data pro-

tection requirements are not compromised.

If you are working across a number of countries this is a good exam-

ple of considering D&I actions and how they may require adaptation 

to meet the needs and requirements locally. We cover the practicali-

ties of ‘Thinking global, acting local’ later in the book.

Figure 2.1 shows some examples of employee demographic data that 

can be gathered. Take a look to see what you currently have available 

and what information you would like to be able to monitor in the 

future.

	 2.	 Employee opinion survey data

If your organisation has an employee opinion survey or another way 

of capturing employee feedback, what information are you able to 

access about employee perceptions?

Employee surveys, if used well, are a great source of information 

for you to understand the current position. There are a number of 

different ways you can use these:

●	 The questions you ask: Many organisations include questions 

within their surveys that ask about the importance of D&I, what 
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Figure 2.1  Gathering employee demographic data

Theme Question Response options 

General 

Information

Please select which division/

department you work in

List appropriate options 

for your organisation

Please select which geographical 

region you are based in 

List appropriate options 

for your organisation, e.g.

United Kingdom

Rest of Europe

United States

Asia Pacific

Rest of world

Please select your level within the 

organisation

List appropriate options 

for your organisation, e.g.

Trainee

Associate

Vice president

Executive director

Managing director

Senior managing director

How long have you worked 

here?

Less than 1 year

1 to less than 3 years

3 to less than 5 years

5 to less than 10 years

10 years plus

Age Please indicate the category that 

includes your current age in 

years.

16–24

25–34

35–44

45–54

55–64

65+

Prefer not to say

Gender What is your gender? Female

Male

Other

Prefer not to say
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(Continued )

Disability In the United Kingdom, the 

Equality Act 2010 generally 

defines a disabled person as 

someone who has a mental or 

physical impairment that has a 

substantial and long-term 

adverse effect on the person’s 

ability to carry out normal day-

to-day activities. 

Do you consider yourself to have 

a disability according to the 

definition in the Equality Act?

Yes

No

Prefer not to say

Are your day-to-day activities 

limited because of a health 

problem or disability that has 

lasted, or is expected to last, at 

least 12 months?

Yes, limited a lot

Yes, limited a little

No

Prefer not to say

Race and 

ethnicity

What is your nationality? [free format text box]

Prefer not to say 

Are you from a majority or 

minority ethnic group in the 

country in which you work?

Majority

Minority

Prefer not to say 

Non-United Kingdom–based 

employees only: What is your 

ethnic origin?

[free format text box]

Prefer not to say 

United Kingdom–based 

employees only: What is your 

ethnic group?

Asian/Asian British 

Chinese, Indian, Pakistani, 

Bangladeshi, any other 

Asian background

Black/Black British

African, Caribbean, any 

other black background

Mixed/Multiple Ethnic 

Origins

White and Asian, White 

and Black, any other 

mixed/multiple ethnicity 

background
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Figure 2.1  Continued

White

British, English, Welsh, 

Northern Irish, Scottish, 

Irish, Gypsy or Irish 

Traveller, any other white 

background

Other Ethnic Group

Arab, any other ethnic 

group

Prefer not to say

Faith and 

religion

What is your religion? No religion or belief/

atheist

Buddhist

Christian

Hindu

Jewish

Muslim

Sikh

Any other religion

Prefer not to say

Sexual 

orientation

What is your sexual orientation? Bisexual

Gay man

Gay woman/lesbian

Heterosexual

Other

Prefer not so say

Socioeconomic United Kingdom–based 

employees only: Did you mainly 

attend a state or fee-paying 

school between the ages of  

11 and 18?

UK state school

UK independent/ 

fee-paying School

Attended school outside 

the United Kingdom

Prefer not to say

United Kingdom–based employees 

only: If you went to university (to 

study a BA, BSc course or higher), 

were you part of the first 

generation of your family to do so?

Yes

No

I did not attend university

Prefer not to say

Theme Question Response options 
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Marital status What is your marital status? Single

Married/civil partnership

Divorced

Separated

Widowed

Prefer not to say

Dependents Are you a primary carer for a 

child or children under the age 

of 18?

Yes 

No

Prefer not to say

Do you look after, or give any 

help or support to family 

members, friends, neighbours or 

others because of either:

long-term physical or mental ill 

health/disability?

Problems related to old age?

No

Yes, 1–19 hours per week

Yes, 20–49 hours per week

Yes, 50 or more hours per 

week

Prefer not to say

the culture is like or if people are treated with dignity and respect. 

Targeted questions are extremely helpful as they will enable you 

to not only understand the current position, but also measure the 

impact of your actions further into your journey, which we will 

look at in the chapter on measuring impact and realising the 

benefits.

●	 Cutting the data: Having a section included within your survey 

that asks employees to share their demographic data should 

enable you to review all of the question responses by the different 

characteristics. This will enable you to identify how different 

groups of employees feel about aspects such as pay and reward, 

training and development and career aspirations. For example, 

wouldn’t it be helpful to know how people with disabilities feel 

about their career opportunities compared to others within the 

organisation? This is generally called the ‘perception gap’ or the 

‘inclusion gap’ and will be useful to identify where current prac-

tices are impacting different employees.

●	 Free format comments: Some organisations include a section 

within their surveys that enable employees to share their views 

verbatim. These sections can be targeted at specific topics, for 
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example, what are their thoughts on the business expansion in 

Europe, or they can be open for any comments from employees 

about anything that is currently on their mind. This does bring 

challenges with it: the comments may be quite long and time con-

suming to work through; however, there will be comments shared 

that will be helpful and important to include here – both positive 

and negative.

The following are examples of some of the questions and statements 

you see organisations specifically asking within their employee  

opinion survey that can help them understand their current position. 

Take a look through these and see how this compares to what you  

currently ask.

●	 How satisfied are you with your present job?

●	 How motivated do you feel in your present job?

●	 How do you feel about the amount of work you do?

●	 How would you speak about us as an employer to people outside of 

the company?

●	 How satisfied are you that we make the best use of your skills and 

abilities?

●	 How satisfied are you that there are opportunities to learn what you 

need to do your job well?

●	 How satisfied are you with the balance between private/family life 

and work commitments?

●	 How satisfied are you with your basic pay?

●	 How satisfied are you with your bonus?

●	 How satisfied are you with your total reward package?

●	 I feel I am valued as an employee.

●	 I can trust the company to do what it says it will.

●	 My manager provides the coaching and development I need to 

improve my performance.

●	 My manager helps me manage the pressure I come under in my job.

●	 My manager treats me fairly, with dignity and respect.
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	 3.	 Talent management data

For us, talent management is a holistic view of the entire life cycle of 

an employee that starts from the moment you are looking to attract 

individuals into the organisation and continues all the way through 

their employment until they decide to leave you. Within your organi-

sation what information are you able to access from different parts of 

the talent management process such as recruitment, promotions and 

exit interviews that will help you to understand what is happening to 

your employees at each stage?

If your organisation has the ability to capture demographic informa-

tion at each stage of the talent management process, it will give you 

a wealth of knowledge and insights into what is happening within 

the organisation and where your ‘points of pressure’ are.

Points of pressure are areas where the data suggests there is some-

thing taking place within part of the process that would warrant  

further investigation. For example, a ‘point of pressure’ may be that 

35 per cent of all people nominated for promotion in one specific 

year are female; however, only 12 per cent of the promotions are 

then awarded to women. The significant difference from the start to 

the end of the process would suggest that there may be more at play 

than an objective process and would require further investigation to 

understand why this has happened.

●	 My manager enables me to work in a way that meets business needs 

whilst taking my personal requirements into account.

●	 People are open and honest with each other.

●	 Good performance is fairly rewarded.

●	 It is safe to speak up and challenge the way things are done.

●	 This company treats colleagues with dignity and respect.

●	 I understand the importance of equal opportunities, diversity and 

inclusion in my workplace.

●	 This company is committed to improving equal opportunities and 

diversity and inclusion throughout the business.
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To bring this to life, let’s look at an example within the recruitment 

process and what data you would ideally look for and the types of 

questions you should ask.

First, identify what you are currently able to collect and store. Second, 

identify the different stages of the recruitment process where decisions 

will be made as to whether a candidate progresses to the next stage or 

not. For example, the process may include the following stages:

●	 Receive applicant’s covering letter and CV via web application

●	 Complete online psychometrics assessment

●	 Attend initial telephone interview

●	 Attend an assessment centre including multiple interviews and 

exercises

●	 Confirm application status – accepted or declined.

Once you have broken down the different stages of the process, find 

out what demographic information you are able to collect at each 

stage. Increasingly, organisations are capturing this information at the 

beginning of the application process which enables them to review 

what is happening at each decision-making stage of the process. How-

ever, some organisations may not ask for this level of information until 

the individual has become a member of staff.

We have focused quite heavily on quantitative data to this point; however, 

there is also a potential wealth of insights that can be captured via qualitative 

information. You may already have some of this from your employee opinion 

survey; there are also other ways of sourcing insights, such as:

	 ●	 Employee focus groups: Some organisations conduct a regular cycle 

of getting employees together to discuss what is working and what 

could be improved across the business. Others do this on a more 

ad-hoc basis when they feel there is a specific issue to address. 

Creating the opportunity for employees at all levels to share their 

views and to be heard is hugely important for them and is a mine  

of information for you – if done well. How you do that depends  

on what is already available – either tap into a feedback structure 

that is already established and ask questions about D&I or create 

your own.
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	Y ou should always make sure that any focus groups are led by a good 

facilitator and have a balanced representation from across the 

company of people at all levels, experience, backgrounds, and so 

forth. There may well be personal issues and perspectives shared and 

it is imperative that the individuals that take part feel that they are 

listened to and their feedback is respected.

		P  articipants may have a history of feeling excluded, unfairly 

overlooked for promotion or may not feel they are part of the D&I 

agenda. For example, there can be a backlash from white men in the 

organisation who feel they are the only people without an 

employee network. Fleur remembers, some years ago, when her 

French firm announced their ten-point gender action plan, the male 

directors expressed a frustration that clearly all the women would 

now be promoted at the men’s expense. It is important to gain views 

from as many people as possible to ensure you are being as inclusive 

as possible.

		Y  ou may also consider conducting 1:1 interviews. In one 

organisation, the D&I lead for the Middle East conducted a series of 

interviews with the women in their Saudi offices to better 

understand the challenges they faced in the workplace and the 

solutions they had developed. Culturally it was felt that interviews 

would be more effective which indeed they were. However, in these 

situations, you are listening to one individual’s perception; 

therefore, any feedback used with your leadership teams should 

include caveats as to how many people raised the same issue and it 

should be presented anonymously.

	 ●	 Leaders commitment and communication: It is important to gain a 

sense of the views and perspectives of your leadership teams on this 

issue. Much of the information will be gleaned from the above; 

however, it is also important to understand what your leaders are 

saying and what they are doing. There are a number of ways of doing 

this without conducting interviews with your leaders. For example, 

read through the communications that are sent from your organisation 

and from its leaders. How is D&I positioned or mentioned? Take a look 

at the agenda items for senior leaders’ meetings. This will give you a 

clear indication of their level of awareness, commitment and how this 

is embedded into what they do on a day-to-day basis.
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Supplier

The supplier diversity agenda (both the diversity of those companies in your sup-

ply chain and what they do to deliver D&I in their businesses) seems to be much 

more prevalent in the United States than anywhere else, although there is some 

activity in the United Kingdom and South Africa. The initial key focus tends to be 

on BAME and female-owned organisations, and for some global companies the 

whole supplier diversity agenda is being raised within their risk assessments 

under the human rights agenda. The key areas to consider are:

	 ●	 Composition of suppliers: What does the composition of your supply 

chain look like? The variety and size of the companies who form your 

supply chain will vary dramatically depending on the size of your 

organisation, the sector and the discipline. Do you have an overview 

of the diversity of business owners within your supply chain? Are you 

able to gain an overview of the size of the organisations?

	 ●	 Activity of supplier: What are your suppliers doing on D&I? For some 

organisations, such as the UK Government, there is a requirement for 

all companies aspiring to be part of the Government-preferred 

supplier list to articulate what their policy is on D&I as well as the 

actions they are taking. Is this information that you have available? Is 

this something you ask all prospective suppliers? Are you comfortable 

to work with suppliers that may not have the same value set and 

commitment to D&I as you may have?

Many organisations don’t have this information available even if they are 

some way into their D&I journey, so don’t worry at this stage if this is the case. 

We take a look at supplier diversity in more detail later in the book.

Clients/customers

It is important to have a level of understanding about your clients, their 

demographics and the level of importance they place on D&I. This helps you 

to ensure anything you do now or in the future is linked back to the business 

and how the company performs. The following is important for the clients 

and customers you already have; however, consideration should be made 

also for the clients and customers your company aspires to attract in the 

future.
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	 ●	 The demographics of clients: What information do you hold or have 

access to about your clients? Who are your clients and do you know 

how your demographic representation across the organisation 

compares to theirs at different levels? For example, are their senior 

teams composed of people from varied backgrounds and 

experiences? Are they more diverse than you?

	 ●	 Client sectors and locations: Clients generally want to work with 

suppliers and companies that understand their needs and 

requirements. Wherever the client is located, be that in specific cities, 

countries or globally, it is important to ensure you are able to 

understand their requirements, and cultural knowledge will play a 

part depending on the client locations. Do the clients expect you to 

comply with a specific piece of legislation or country-wide initiative 

such as The Scottish Business Pledge?

	 ●	 Client activity: Are you aware of what your clients are doing in the 

area of D&I and what their expectations of you are? Do they take 

part in any external benchmarks? Are they profiled in publications? 

Do their senior leaders talk about D&I? Have they won any accolades 

or awards? If this is important to your clients, they will naturally 

want to know where this fits in your company’s hierarchy of 

important issues. They will be going through a similar exercise to 

yours at some stage, if not already, and will want to know where 

you fit in, or not!

For many companies, their customers are individuals rather than other compa-

nies. Are you aware of any market data that is available within your company 

outlining the diversity of your customers? Some companies gather this infor-

mation when creating their marketing strategies, others may have it available 

via customer incentives such as loyalty schemes. This is covered in more detail 

in the chapter on leveraging D&I in the market (see Chapter 19).

Shareholders

Although this has been a little slower to progress than other elements of D&I, 

over recent years this has started to increase in some geographies. Especially in 

the aftermath of the financial services crash of 2008 shareholders are now, 

more than before, finding their voice on issues such as diversity in the board-

room, the removal of groupthink and diversity in the talent pipeline.
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If your organisation has shareholders, who are they? Are they committed to 

this agenda? What are they doing within their own organisations to create 

more diverse and inclusive environments? Are they prepared to be more vocal 

when it comes to the impact of D&I on corporate governance?

Organisations such as Legal & General and Aviva have been increasingly vocal 

within the United Kingdom on their expectations of the companies they hold 

shares within. CalPERS, the United States’ largest public pension fund also has 

a clear expectation of the companies they are involved with and regularly ask 

for examples of what companies are specifically doing, as well as the composi-

tion of their employee base.

Just recently, the journalist Jim Armitage, urged shareholders to scrutinise the 

decision of Schroders to move Michael Dobson from Chief Executive to Chair-

man.1 The reason for the move was to provide stability and continuity for the 

fund managers, but Mr Armitage pointed out that the ‘governance rules dis-

couraged CEOs from becoming chairmen to prevent groupthink and bring 

independent oversight of management. Also, when a long-standing chief 

executive becomes chairman it can be difficult for his successor – in this case 

another insider – to be his own man’.

Cultural and community norms

Reviewing what is happening in your wider community is dependent on the 

scale on which your company operates. For some this may be a relatively 

small area such as a specific city or a region within a country. For others, this 

may be globally with additional focus within specific countries where you 

have a significant employee or client base. From a global perspective some of 

this will be separately discussed in the chapter on thinking global, acting 

local (see Chapter 16).

There are a number of considerations when looking at the wider community in 

which your organisation operates, including:

	 ●	 What are the cultural norms and expectations of that community?

	 ●	 What are the cultural tensions, if any?

	 ●	 How prevalent are issues such as gender representation, LGBT or race 

reported within local press?
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	 ●	 What are the leaders of that region or country saying and doing 

about D&I? What are their social policies and aspirations?

The above gives a good overview of the information and knowledge you 

should consider to gain an informed and holistic view of your current position. 

There may be other sources of information, important to your sector or com-

pany, which also require consideration. There may be some gaps in the level of 

information and data you have available that responds to the above. Once you 

are aware of where the gaps are, consider if those gaps are significant enough 

to require plugging at this stage: for example, will the lack of that information 

hinder the development of a meaningful strategy?

It may be that some valuable information is missing, so finding it becomes one 

of the initial key deliverables of the strategy action plan. For example, one 

company Charlotte worked with asked for diversity data during the recruit-

ment process; however, they didn’t have the technology internally to be able 

to hold that data for people once they had become employees. They could see 

what was happening at the recruitment phase; however, the data was then 

lost for all other aspects of the employee life cycle. They believed this was 

important and commissioned a review into updating their internal technology.

Once you are comfortable that you have either sourced the information, have 

a short-term plan to find the missing information or include that within your 

longer-term delivery of the strategy, the next stage is to review what the infor-

mation is actually telling you.

Analysing your data

At this stage you may well have a huge amount of data and insights. Your task 

is to now sift through all of that knowledge and pull out the key data points 

that create a picture of what is happening within your organisation. The 

beauty of this process is that by pulling information from multiple places 

together, a robust and holistic overview is being created: one that will create a 

solid foundation for any strategy development and clear data points to articu-

late why a certain course of action is required.

Ideally this shouldn’t be done alone. Charlotte recalls one of the most effective 

strategies she created was as a result of running a number of meetings with 
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different communities in the organisation, sharing the information that had 

come out of the initial data-gathering process and asking them for their per-

spective. Let’s remember that this is a D&I strategy: the essence of what we are 

focusing on is bringing people together from different backgrounds and expe-

riences to create something better than we could alone. Role modelling that 

behaviour throughout the delivery is critical as it shows people how working 

in this way can be done, what it can achieve and heightens the level of engage-

ment and commitment from the outset.

If you can access the data, you should try and look at as many aspects of the 

whole employee life cycle as possible. For example, some progressive organisa-

tions report on the demographic splits by rank, retention, recruitment, promo-

tion, engagement scores, scheduling of assignments and performance rankings. 

In some countries they can also review equal pay and flexible working. Look-

ing over a three- to five-year period can help you identify trends and even 

predict future numbers and if you have access to an analytics team, then even 

better. Charlotte has worked in organisations where every element of the 

employee life cycle has been reviewed from a D&I point of view. This level of 

analysis gives a wealth of information that can really show what is working 

and not working, within the company for all employees.

A couple of years ago, Fleur asked her analytics team to use the previous five 

years’ data they had on gender and predict what their numbers would look 

like eight years from then if they were to carry on doing everything they were 

currently doing. The findings were startling. Even though they were delivering 

some great work, particularly around retention and development, the statistics 

showed that by the end date they would be in roughly the same position. The 

team then created five different scenarios that could potentially accelerate 

progress. This was presented to the executive team and a number of robust 

next steps were agreed. This is the power of the data.

Charlotte remembers working with an organisation that couldn’t understand 

why people over the age of 45 were applying to the company for a job, but 

didn’t get a job offer. After working through the data they found that the 

majority of people over 45 dropped out of the recruitment process during the 

second round. They reviewed that part of the process in detail and found that 

one of the tests they used within the process had some age bias built into it, 

resulting in the significant drop-out rate. After fixing this issue the drop-out 
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rate of people over the age of 45 significantly reduced. Without the data they 

wouldn’t have been able to get to the root cause of the issue.

The secret is not to get too overwhelmed with the amount of data. Decide 

what you are trying to achieve and then think about the data that you need. 

For example, in most professional services firms, to become a partner you need 

a strong business case and a strong personal case. The business case focuses on 

your technical skills, your sector experience, the clients that you are working 

on and your potential in the future to build business. If for some reason, much 

earlier in your career, you are not assigned to the right clients, it becomes a 

self-fulfilling prophecy and you are not deemed to be strong enough to be 

considered for partnership. Therefore, an important aspect for professional 

services firms is to analyse how assignments are resourced to make sure that 

everyone gets meaningful experiences. This is also true for many investment 

banks and will be similar for many sectors and industries.

Finally on this topic, don’t forget that there are implications for all of the 

above activity. The key question is: what are you going to do with what you 

have found out? If the answer is nothing, then what is the point in mining this 

information?

Both of us, at one time, were members of an interbank diversity forum which 

was a group of D&I professionals within investment banks. The US banks, in 

particular, had a challenge accessing personal data. They felt that sharing this 

sort of information could raise levels of awareness that hadn’t previously been 

there and could incite action against the firm.

This is a weak argument to not explore your data, but nonetheless carries 

weight if you have a US headquarters. Our belief is that it is far better to be 

able to highlight any issues, acknowledge them and focus on improving them, 

than to put your head in the sand and hope that nothing comes of it. If an 

employee does end up taking you to court, your case looks far weaker if your 

defence is that you had no idea these issues existed.

There are also resources available to support you (some at no cost) when you 

are trying to decide what the information is telling you. Take, for example, the 

Global Diversity and Inclusion Benchmark: Standards for Organisations Around 

the World.2 Led by Julie O’Mara and Alan Richter PhD, the benchmark has 
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been created in collaboration with 80 expert panelists from around the world 

to help organisations determine their current position and share some exam-

ples of good practice in many of the areas mentioned throughout this chapter.

Five key takeaways from this chapter

	 ●	 Identify what you are trying to understand before you start your data 

collection.

	 ●	 Try to align your objectives with your business strategy – for example, 

are you looking for growth; if so, what is happening in your 

recruitment function?

	 ●	 Collating your data is as much a journey as the rest of your strategy –  

factor any data gaps into your overall strategy and decide how you 

may want to fill those.

	 ●	 Qualitative data is just as important as quantitative – consider how 

you will capture that information.

	 ●	 One size does not fit all when it comes to data capture – gain 

consistency where possible; however, this will be limited across 

countries and jurisdictions.
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Creating the case for 
change
The key to successful leadership today is influence, not 
authority. Ken Blanchard, author and management expert

Driving change at the best of times is not easy. Driving change without a clear 

articulation of why the change is necessary, what the driver or ‘burning plat-

form’ for change is and what the risks of maintaining the status quo are is 

virtually impossible.

In this chapter we consider how to create the case for change and focus on a num-

ber of elements that ensure you will be able to create a robust and holistic case.

How many times have you heard someone question ‘Why do we need to 

change? We have been pretty successful with what we have always done?’ This 

is because the case for change has not been clearly articulated or positioned in 

the right way for that individual.

Some people do get frustrated with the fact that a case has to be created for 

D&I and feel that this is about treating people with respect and making sure 

that you get the best out of the talent you have in the business.

This is a powerful reason and hard for one to argue against, but most people 

would say that they do treat people with respect already. We don’t believe 

that this is strong enough for an organisation to use to drive sustainable com-

mitment leading to change. It is rare to find people who rally against what D&I 

professionals are there to achieve, but it is often that people show how little 

they understand the depth and breadth of the challenge. Be wary of anyone 

that tells you that they totally support diversity – ‘I love women – I’m married 

to a woman – even my horse is female…’.

All cases for change within organisations are different. However, by consider-

ing each of the following elements you are building the foundation for your 

case for change.
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What has worked in the past within your 
organisation?

This will, undoubtedly, not be the first case for change that your organisation 

has created. It may be the first from a D&I point of view; however, there will be 

previous attempts at creating a case for change that you can learn from. Ask 

your colleagues what they think has been effective in the past. Source that case 

for change and identify what was important for the organisation. How was it 

structured and what were the key drivers for change? Was it client service? 

Employee engagement? Legislative changes or something else? By reviewing 

this you will be gaining valuable insights into what the important factors are 

to creating a case that the organisation can acknowledge and buy into.

What’s more important – the moral, the 
legal or the business case?

All organisations are different and what influences and inspires one decision 

maker will not be the same for the other. Assuming that a committee such as 

executive committee or the board will make the final decision about the strat-

egy and the level of importance placed on this agenda, all of the following 

three should be covered to ensure you are engaging with everyone.

	 ●	 The moral case: Simply put, this is the right thing to do!

	 ●	 The legal case: The current requirements from a legal perspective as 

well as case law and other regulations that will potentially have an 

impact in the future. These requirements may well be different in 

various countries and jurisdictions and is important to point that out.

	 ●	 The business case: What positive impact this will have on the business 

ultimately for the bottom line linking back to employee engagement, 

brand reputation, shareholder confidence and client/customer loyalty. 

What impact will this have on supporting and enabling delivery of 

the existing business strategy?

Creating the burning platform

As you create the case be very clear on ‘why this and why now?’. Creating that 

immediate case for change is critical to gaining the agreement from your 
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organisation and shows a sense of urgency. Leave the decision makers under 

no illusion about the impact this will have on the business and the potential 

consequences of not responding to the burning platform.

The most powerful and compelling business case is one that ties in with your 

business strategy and is based on your internal data. At EY, Fleur pulled on one 

specific element of the global business strategy called ‘Vision 2020’.

To achieve this vision, EY know that they have to field the highest performing 

teams and they know that high performers are engaged employees. People 

are engaged when they are doing meaningful work, their work is recognised 

and they feel included. Many companies take the outputs of their engagement 

survey very seriously and see a real value in the link with engagement and high 

performance.

They also know from internal research that the highest performing teams 

are the most diverse – not more women than men, just a good mix. Of course 

it’s not just about diversity. We know that in the early days of teams form-

ing, a heterogeneous team can often outperform a diverse team – they 

know each other well and if the ask is a quick solution, there is no time for 

the classic ‘forming, storming, norming and performing’ stages of team 

development. A diverse team does need to be managed well and does need 

time to get to know each other and work out the most effective ways of 

working together. Enlightened managers are willing to take that extra time, 

because as Figure 3.1 shows, in the long term, a diverse and well-managed 

team is the most productive.

Pr
o

d
u

ct
iv

it
y

TimeT1 T2

Diverse teams
well-managed

Homogeneous teams
well-managed

Diverse teams
NOT well-managed

Figure 3.1  Diversity in teams and productivity

Source: adapted from ‘stages in team development’, courtesy of Alan Richter.
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Do you know your SWOT from your 
PESTLE?

To truly create your case for change it’s important for you to understand and 

reflect on these two important change tools. The additional information this 

will create for you during the life of the change programme is invaluable (and 

important to continue to maintain and keep this up to date)

	 ●	 SWOT: Strengths, weaknesses, opportunities and threats – how would 

you complete this for your organisation? For example, what are the 

current strengths of the company? It could be that it has a strong 

brand in the market. How is a strong D&I track record going to 

support this brand? Ask similar questions for weaknesses, 

opportunities and threats. Get others involved and ask them what 

their views are.

	 ●	 PESTLE: Political, economical, social, technological, legal and 

environmental – consider the impact of all of these areas in relation 

to D&I within your organisation. If you consider this topic from a 

macro level, there are a number of mega trends that will help 

underpin a focus on sourcing, engaging and retaining the best talent. 

All of this information is readily available on the internet; however, 

the following are recurring trends:

●	 Emerging economies: The rise of emerging market countries is 

transforming the world economy and as cross-border 

investments increase, so will the demand for people with good 

technical knowledge and the skills and experience to operate 

cross-culturally.

●	 Demographics: Despite a growing global population, the 

availability of skilled workers is actually expected to decline in 

many countries – not just in developed economies, but also in 

certain emerging markets, such as China and Russia. A 

‘demographic divide’ will soon arise between countries with 

younger skilled workers and those that face an ageing, shrinking 

workforce, increasing the war for talent in certain sectors and the 

need to attract the best talent.

●	 Technology: Over the past 30 years, the digital revolution has 

changed the way we work almost beyond recognition. The number 
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of people accessing the internet has doubled since 2005 to over 

two billion. Thirty years ago, only one person in 1,000 had a mobile 

phone. Today, there are five billion mobile phone subscriptions 

worldwide. Smart mobility is changing the way people interact 

with each other and we need to learn new skills to effectively 

collaborate, often virtually.

What impact will the political landscape within your country or the 

countries that the strategy will have an influence over have? What is 

the legal framework within those countries? For example, is there any 

anti-LGBT legislation in any of the countries you operate in? Ask those 

levels of questions for each of the elements and consider the countries 

and jurisdictions this will influence and have an impact over.

What’s in it for me (WIIFM)?

Many cases for change omit this important element – why should the organisa-

tion and the people within it change what they do on a day-to-day basis with-

out understanding what they are going to get out of this? Clearly articulate 

what the benefits will be for people across all levels and disciplines with the 

organisation.

For example, for an employee at the early stages of their career it may be the 

knowledge that they will be rewarded fairly against their peers, have the 

opportunity to share their views on the company and know that their perfor-

mance will be measured within a transparent and bias-free progression pro-

cess. For a line manager it may be that they will increase engagement and 

motivation of their team and they will have a wider talent pool from which to 

source their employees. For senior leaders it may be knowing they can attract 

and retain the best people because of the culture created, increased brand 

reputation in the marketplace, ability to widen service offerings to clients and 

customers from different cultures and backgrounds and create a positive 

impact on the bottom line.

Whatever the reasons may be for your organisation, it is important to spend 

the time articulating the ‘WIIFM’ factor for people across the firm regardless of 

their level, discipline or country in which they operate.
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Use data that is most relevant for your 
organisation!

The challenge for creating the case for change with D&I is that often you end 

up relying on external data points. It can be helpful, but the most impactful 

business case is built on data from your own organisation, data that people 

can really relate to.

One well-known global company conducted a piece of research that helped 

solidify the business case and had the biggest impact. Their global analytics 

team took one of their business units and analysed 22,000 of their assignments 

globally. They were able to show that the gender diverse teams (made up of 

both men and women) were the most profitable whilst retaining a high stand-

ard of quality. They were able to prove that this has a positive impact on the 

bottom line of the business as well as support the delivery of the overarching 

business strategy.

Charlotte remembers in a previous organisation the senior leaders were 

lukewarm at best about some external information shared about why 

change was important. As soon as she was able to articulate that one 

change, if done properly with a £40,000 up-front investment could save 

approximately £1 million per annum off the recruiting budget, the senior 

leaders were fully bought in and fully signed up for the whole programme. 

Do not underestimate the power of having your own data and creating the 

case from that.

If you do want to include external research there is a large amount of good, 

robust work that will help you to enrich your case for change. Organisa-

tions that spring to mind include McKinsey, the Centre for Talent Innova-

tion (CfTI) and Open for Business. For example, in 2013, the CfTI published 

a report showing the link between diverse teams and innovation as a means 

of driving growth.1 The Credit Suisse Research Institute has also published a 

report called ‘The CS Gender 3000 Women in Senior Management’2 show-

ing that greater gender diversity in a company’s management coincides 

with improved corporate financial performance and higher stock market 

valuations.
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Challenging the status quo

This is one of the more challenging but also the more important elements of 

creating a more diverse and inclusive organisation. Very few people will say that 

they discriminate or have a bias in any way and will be shocked that their behav-

iours, individually or collectively, have a negative impact on the organisation. You 

may well hear the words ‘we’re a successful company – why do we need to change 

now?’ It’s important to clearly articulate the impact of doing nothing. Your col-

leagues may, on the whole, behave in an inclusive way; however, the world is 

changing and to continue to be successful we all need to adapt, evolve and grow. 

Some of us may remember the days before computers in the workplace; if we 

continued to behave now in a way that we did then, we wouldn’t be in business.

Let’s take a public example of challenging the status quo and projecting future 

state if the decision is to do nothing. Prime Minister Shinzo Abe of Japan 

announced that he wanted at least 30 per cent of his leadership positions to be 

filled with women by 2020. He did this for a number of reasons, the main one 

being that future projections for the economy of Japan showed that by doing 

something different, by encouraging more women back into the workplace 

and by raising the female participation rate to 80 per cent, the country’s out-

put could be potentially boosted by 13 per cent.3

The golden thread (a thread that links everything together) that comes 

through on all the above points when pulling the case together is how this will 

support and enable the delivery of the overarching business strategy. If you 

can answer that question well, you are onto a winning case.

Once the thread is firmly embedded and people understand the importance of 

this strategy, it is also important to continue that thread into other strategies 

and plans that are available across the organisation such as the people/HR strat-

egy, the client proposition and the communications and marketing strategy. By 

doing this, you are already starting to embed D&I across the organisation.

Five key takeaways from this chapter

	 ●	 Understand and articulate the key drivers that are fuelling an 

appetite for a focus on D&I.
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	 ●	 Use your own organisation’s data whenever possible to fuel the 

business case.

	 ●	 Link this back to the business strategy – respond to the key drivers 

within the organisation as well as the ‘WIIFM’ factor.

	 ●	 Understand what has worked in the past to create a case for change 

and identify what you can take from that.

	 ●	 Consider what external sources of information will be influential 

internally.
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Building a strategic plan

To the person who does not know where he wants to 
go there is no favourable wind. Seneca, Roman statesman, 

philosopher

The above quote is as true for an organisation as it is for a person. You have 

spent time assessing your current position as well as working on the case for 

change. The vision, a statement or picture of where you want to be is the next 

important step. If you don’t know where you are going, how does anyone 

know what they should be aspiring to and how do you know when you’ve got 

there?

In this chapter we cover how to develop your D&I vision, the components 

required to create an effective and robust delivery plan as well as including 

short-term wins into your planning.

Developing your vision

A well-crafted vision statement can help you communicate the D&I inclusion 

aspirations to employees and management in a single sentence or a few con-

cise paragraphs. This may take some time to create; however, the result will be 

a tool that helps inspire strategic decision-making, product development and 

anything else your organisation does.

A vision statement is future-based and is designed to inspire and give direction 

to the employees of the organisation. It enables people to see and articulate 

what will be different and helps them to consider the part they may play in 

this. To create a vision on D&I it’s important to understand and articulate how 

this complements and embeds into the organisation’s wider vision.

Creating the vision is another opportunity to engage employees from all levels 

and backgrounds. Engaging people through the journey and demonstrating 
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this is a collaboration rather than something that is just being done to you will 

lead to more impact on the overall delivery.

To create the vision ask yourself, and others, the following questions:

	 ●	 What are we striving to create?

	 ●	 What will be different? What do we want to be different?

	 ●	 How will we know when we have got there?

	 ●	 How will this complement the business vision?

	 ●	 How does this link to the organisational values? If any?

	 ●	 What will happen if we don’t do this?

The responses to these questions will enable you to draft, re-draft and fine-

tune a vision that is inspiring, engaging and clear.

Here are a few examples of vision statements from global companies:

At Oracle we foster an inclusive environment that leverages the 

diverse backgrounds and perspectives of all our employees, suppliers, 

customers, and partners to drive a sustainable global competitive 

advantage. Oracle

We aspire to build and sustain an environment where our associates are 

embraced and valued for who they are so that they reach their full 

potential enabling Hyatt to provide authentic hospitality that is 

individual and engages each and every guest. Hyatt

We aim to maximize the power of Diversity & Inclusion to drive superior 

business results and sustainable competitive advantage in a dynamic 

global marketplace. Johnson & Johnson

Our vision is to become the leading generics company by cultivating an 

inclusive, high performance environment that values diversity. Sandoz, 

a Novartis Company 

Consider the above vision statements – what is your immediate reaction to 

them? Do they engage or inspire you? Do you believe the organisation is com-

mitted to their vision? How would you like people to respond to your vision 

once created?
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In summary, the vision and any supporting information such as a meta-narrative 

are a critical investment for the overall success of the work you are doing. With-

out a clear vision of what will be different and what D&I is here to achieve, you 

will be constantly challenged with questions about whether you are focusing 

on the right areas, if what you are doing is having an impact on the overall busi-

ness and how you will know when you have got there.

Creating your strategic delivery plan

Once your vision has been created the logical next step is to identify and artic-

ulate the critical themes and actions that will bridge the gap between where 

you are now and where you want to be, taking all elements of the organisa-

tion into account and creating a time-bound plan.

Once you have created the near final version of the vision, you may want to 

spend some time creating a ‘meta-narrative’ for D&I. In literal terms a meta-

narrative is an overarching, all-encompassing ‘big story’. They tend to be rela-

tively optimistic and create a bigger picture of what will be different in the 

future.

Spending time creating a ‘meta-narrative’ whilst finalising the overarching 

vision will support you in a number of ways. It will:

	 ●	 enable you to test the vision – is it right? Is it impactful? Is it 

engaging?

	 ●	 start the creation of the key messages which will be invaluable for 

your communications plan

	 ●	 engage others further in creating the wider story of what D&I will be 

and will achieve in the organisation

	 ●	 raise awareness of D&I across employees even before the strategy has 

been created.

Ideally, the meta-narrative should be no longer than half a page of text or ten 

bullet points on what will be different by focusing on D&I. Any longer than that 

means that you haven’t yet created a concise and clear message. To help your 

thought process, here is a meta-narrative Charlotte created with other col-

leagues across 27 countries for an organisation she worked with (see Figure 4.1).
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For some organisations there may already be a set format for designing and 

presenting delivery plans, for others it may be a case of designing a plan that 

works for you.

Before jumping in and creating a delivery plan there are a number of strategic 

questions to consider:

	 ●	 What are the key themes emerging from analysing your data?

	 ●	 How big does the plan need to be? Does this plan need to focus on 

the larger group-wide areas with an expectation of other countries 

and divisions to create their own plan that sits in line with this?

	 ●	 What is the appropriate timescale to articulate in the plan – 12 

months, two years, five years?

Figure 4.1  Vision and meta-narrative

Our vision

Inclusion and diversity is simply about the way we do business. It is part of our 

DNA and embedded into everthing we do

• Our performance on Inclusion and Diversity is congruent with our 

performance or aspirations as a top tier global organisation

• An open inclusive environment which is free from bias, prejudice and 

discrimination

• Inclusion and Diversity is viewed as a business objective

• The divisions take action on Inclusion and Diversity because they recognise 

the benefits - not because they are told to

• All employees understand our values and support our vision on Inclusion and 

Diversity

• All leaders actively support our vision and role model the best Inclusion and 

Diversity behaviours

• There is a consistent global approach to Inclusion and Diversity with local 

ownership and delivery

• We are seen as a model of good practice that clients want to do business 

with and investors want to invest in

• The culture of the organisation is enriched making it a vibrant place to work
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	 ●	 Who will see the plan? What level of detail will be required?

	 ●	 How will the themes from the case for change be included into the 

delivery plan?

Responses to the above will help decide what level of detail is required. Ini-

tially, we are creating the strategic plan, the plan that shows how we are going 

to deliver the vision as articulated. Once this has been created that is when the 

more detailed delivery plans are developed, whether that is your responsibility 

or the responsibility of others across the organisation.

There is always the fear that a strategic plan can go into paralysis with the level 

of detail required. This is where some aspirational change programmes start to 

flounder as they struggle to maintain a high-level overview of what is required 

to make the change become a reality.

To create a plan that gives a clear articulation of direction and action to senior 

leaders, as well as enough information to be able to deliver a more detailed 

delivery plan, the following elements are required:

	 ●	 Focus area/theme: There will be a number of themes that have 

emerged from the previous data analysis. The strategic plan will 

look far more manageable and thought through if these themes are 

created and presented in a way that both bring a number of 

overarching actions together and link into the overarching 

organisational strategic plan. For example, if the organisation is 

aspiring to become more global in its outlook, or increase 

operations in different parts of the world, an overarching theme of 

‘global mindset’ may be appropriate. Another theme, for example, 

may be to ‘diversify the talent pipeline’ and that may support the 

business plan to ensure the organisation is effectively scouring the 

industry for the best talent and may also respond to stakeholder 

challenges of diversifying the senior talent for the future. In 

essence, ensure the focus areas and themes are high level enough to 

show how they fit strategically without going into a huge amount 

of detail.

	 ●	 Actions: At this stage the actions should go into a little more detail of 

what the high-level deliverables are that will fit into the above focus 

areas and themes. Again, this is high level and is a fine balance of 
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including enough information to give a clear overview of what will 

be delivered without getting into the detail of a fully blown project 

plan. For example, if one of the focus areas is to create an agile 

working organisation, the high-level delivery areas may include:  

(i) create technology principles and infrastructure that enable agile 

working; (ii) review all policies, practices and processes to ensure they 

support agile working; and (iii) develop and articulate the leadership 

commitment for agile working to ensure global consistency.

	 ●	 Owner: Just as with any other plan, a strategic plan is not effective 

unless everyone is clear who is responsible for delivery. For this level 

of plan the ‘owner’ may be defined as a part of the business, a 

support function of the business such as HR or a country. It is always 

wise at this stage to include a named person into the ‘owner’ element 

of the plan where possible. This starts to increase the accountability 

and ensures, further down the line, that there is no confusion as to 

who is ultimately responsible for the delivery. For example, one of the 

high-level actions may be assigned to HR for delivery. Rather than 

purely listing this as ‘HR’, include the name of the HR director or the 

leader responsible for that part of the function.

	 ●	 To create structure some organisations use the ‘RACI’ principle, which 

defines the roles and responsibilities within a task or project. The key 

roles are defined as:

●	 Responsible (also Recommender) – the people who do the work to 

achieve the task; they own the project.

●	 Accountable (also Approver or final approving authority) – the 

person ultimately accountable for the completion of the task and 

has to approve any activity before it is effective. The ‘R’ roles 

report into the ‘A’. There must be only one accountable specified 

for each task or deliverable.

●	 Consulted (sometimes Consultant or Counsel) – those whose views 

and opinions are sought, typically subject matter experts, and with 

whom there is two-way communication.

●	 Informed (also Informee) – those who are kept up to date on 

progress, often only on completion of the task or deliverable, and 

with whom there is just one-way communication.

In many circumstances the role that is accountable for a task or 

deliverable may also be responsible for completing it. Outside of this 



Building a Strategic Plan        49

exception, it is generally recommended that each role in the project 

or process for each task acts, at most, as just one of the participation 

types. This ensures that all involved in the project or task are clear on 

their role and removes any confusion.

	 ●	 Timescales: It is as important within the strategic plan to be clear on 

the timescales for delivery. This area should cover the high-level 

milestone delivery dates, that is, the key elements of the delivery that 

are required to take you to the next level. A detailed overview of the 

timescales is not required here; those timescales will be included in 

the more detailed project delivery plan where progress will be 

measured on a regular basis.

	 ●	 Impact measures: Ensuring you are clear on how you are going to 

measure the impact of the strategic plan is critical. Many plans fall 

short of this and then find themselves running around later into 

delivery trying to decide how they can prove their actions are 

making a difference and delivering towards the vision. To make life 

much easier, be very clear from the outset how you are going to 

measure the impact and include this in the plan. When senior 

leaders and other stakeholders then sign up to the plan they are also 

signing up to how you are going to measure the success and the 

impact. Further information as to what will be included is outlined 

in the chapter on measuring impact and realising the benefits (see 

Chapter 17).

Figure 4.2 illustrates what such a plan would look like.

Throughout the development of the strategic plan it is critical to consult with 

your key stakeholders including those who will have responsibility to deliver 

elements of the plan. The worst thing that could happen at this stage is that you 

put a huge amount of energy into creating a plan that isn’t discussed during 

development and is then rejected by some of the stakeholders because it doesn’t 

work for them or they haven’t been engaged in the process. As mentioned a 

number of times throughout this book, you can’t deliver this alone and because 

of that, it is imperative you bring people along with you rather than hoping 

that imposing your strategic plan onto others will be a sustainable solution.

It was also outlined earlier within the book that the overarching vision may 

cover far more than the people and talent aspect of the organisation. There 



Figure 4.2  Example of a D&I action plan with impact measures
Focus area – attract and retain

FOCUS AREA ACTIONS OWNER TIMESCALES IMPACT MEASURES

Recruitment 

agencies

Create and agree our expectations of 

recruitment agencies

• �Work with HR and other interested 

stakeholders (including some 

recruiting managers) and create a set 

of expectations of our agencies

• �Review any specific considerations 

across different countries/jurisdictions

• �Gain final agreement to requirements

AB Q1 Measures created directly from expectations 

placed on agencies:

• �% agencies comply with all measures within 

D&I requirements document

• �% non-compliance for diverse shortlist

• �Number of speculative CVs received per quarter 

(or other agreed reporting period)

• �% roles offered to a diverse candidate (gender 

and other demographic information available)

• �% roles accepted by a diverse candidate 

(gender and other demographic information 

available)

• �Number of agencies removed from Preferred 

Supplier List for non-compliance

• �Quarterly updates from D&I requirements 

monitoring will be available
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Career 

development 

and 

progression

Develop career development 

masterclass/modules for managers and 

all staff

• �Identify and agree the key themes for 

the module

• �Create a pilot version of the module 

and deliver to 12 existing line managers 

and 12 staff to gain feedback

• �Respond to the feedback and create 

final versions of the workshops and 

materials

• �Commit to all line managers to have 

completed the module (timescale TBC)

• �Commit to ‘refresher courses’ for all line 

managers and staff on a biennial basis 

to ensure skills are kept up to date

• �HR (appropriate roles) to also attend 

‘refresher courses’ to have consistent 

experience as line managers

ZA Pilot for D&I 

forum by Q1

Pilot by Q2

Advertise by 

Q3

• �Feedback from employees on quality of career 

development conversations

• �Feedback from line managers on the impact 

training has had on their ability to have career 

development discussions and support the 

process

• �% line managers completing the module and 

refresher in the appropriate timelines

• �I know what I have to do to progress my career 

(employee survey question)

• �My manager takes time to coach me and 

develop my skills (employee survey question)

• �My manager gives me regular feedback on how  

I am doing (employee survey question)
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may be a requirement to diversify the client base or ensure the services offered 

cater for the changing demographics. Whatever this may be, it is important to 

ensure all focus areas and themes are included in the strategic plan and cover 

all the elements mentioned above.

Achieving short-term wins

One of the challenges we do face in creating more diverse and inclusive organ-

isations is that the majority of actions that will have a sustainable and signifi-

cant impact take time to deliver and even longer to see the benefits. What is 

really important when embarking on this work is to create meaningful short-

term actions, and wins, that maintain interest and momentum without com-

promising delivery towards the overarching vision.

It is important to get the balance right for your organisation, between short- 

and longer-term action and focus. If you focus too heavily on short-term wins, 

you will not create the sustainable and meaningful change you are really look-

ing for. Focusing exclusively on the longer-term wins will potentially reduce the 

engagement and commitment of some stakeholders when they don’t readily 

see the rewards they expected coming their way. Exactly what that balance will 

look like will be different for everyone and will depend on aspects such as your 

organisation, sector, geographic location and level of maturity on D&I.

Charlotte remembers working for a US organisation where a six-month plan 

was considered long term and asked to reduce this to three-month delivera-

bles. She then moved into a Japanese firm and was told that a seven-year plan 

was really seen as short to medium term.

The short-term wins must be treated with the same discipline as the longer-

term strategic actions. You should ensure:

	 ●	 there is a clear link back to the overarching vision and business priorities

	 ●	 the impact of the short-term actions can be measured in some way 

with a view to how they support the wider impact measures and 

realising the benefits

	 ●	 the actions are congruent and complement the longer-term actions, 

that is, they help to pave the way.
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Again, involve as many people as possible in the identification and delivery of 

the short-term wins. The more that people feel they have a part to play in the 

change, the more support, influence and impact you will have in the future.

What does this actually look like in practice? Here are two examples:

1. Longer-term delivery: Ensure that all companies on our preferred sup-

plier list have (i) commitment from the top for D&I, (ii) have a clear vision, 

strategy and policy on D&I and (iii) have a clear delivery plan in place by 

agreed deadline.

Short-term win: Engage with our top five suppliers identified by 

money spent with them and obtain their buy-in to the longer-term 

aims of the strategy and ensure all three requirements are in place for 

an agreed deadline. Communicate the outcome to appropriate 

stakeholders.

2. Longer-term delivery: Ensure at least 40 per cent of roles within the 

top 1,000 leaders in the organisation are held by women by agreed 

deadline.

Short-term win: Engage with all recruiters, both internally and exter-

nally, to ensure that all future job searches produce a diverse short-list 

for consideration.

In summary, ensure that short-term wins are factored into your longer-term 

plans. Create the clear line of sight between the short-term win and the longer-

term plan, find ways of measuring the impact and let stakeholders know what 

you are doing and why you are doing it.

Done in the right way, short-term wins can have a really positive impact on the 

longer-term success of your strategy and plans.

Five key takeaways from this chapter

	 ●	 Create a well-crafted vision that supports delivery of your business 

strategy.

	 ●	 Change won’t happen without challenging the status quo.
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	 ●	 Use every opportunity to role-model inclusive leadership as you work 

through creating the vision and delivery plan.

	 ●	 Work closely with others to understand any cultural nuances that will 

impact the vision.

	 ●	 Alongside your longer-term vision, make sure that you have identified 

some short-term wins to celebrate progress on the journey.
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Your role as a change 
agent
Change will not come if we wait for some other 
person, or if we wait for some other time. We are the 
ones we’ve been waiting for. We are the change that 
we seek. Barack Obama, US President

The role of creating a more diverse and inclusive workplace is certainly one of 

the more challenging roles that isn’t necessarily for the faint hearted. Not only 

does the role require a good knowledge of how organisations work and an 

in-depth understanding of D&I, but it also requires the skills of an effective 

change agent.

Throughout this chapter we review what an effective change agent looks like 

and share an overview of the skills and competencies required.

What does an effective change agent 
look like?

In the Oxford English Dictionary the definition of a change agent is: ‘a person 

or thing that encourages people to change their behaviour or opinions’.

The role of a change agent is usually a thankless task of encouraging people to 

embrace and at times enforce the change required.

Although anyone and everyone can effectively be a change agent (which is 

what we ultimately want within our organisations), there are a number of 

characteristics that we believe you need to have to be a successful change 

agent.

	 ●	 Resilience: Effective change agents know there will be days when 

others just don’t understand what they are doing or why they are 
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doing it. They need to find it within themselves to continue and risk 

being misunderstood and unappreciated, knowing that the real 

validation of their hard work may be far in the future and may be 

claimed by someone else.

	 ●	 Heightened emotional intelligence: Change is ultimately about 

people. Change will really ‘stick’ when people embrace it, 

therefore, change is all about the relationships you create with 

others, the sales pitch, the coaching and the facilitation that bring 

people along with you. The ability to engage and inspire others is a 

critical characteristic as well as being able to put yourself in their 

shoes.

	 ●	 Future focused: Change agents have a vision of what could or should 

be and use this to mobilise action. They focus on the future, not the 

present or the past. They are generally dissatisfied with what they see 

around them and believe there is a better way.

	 ●	 Engender trust: Change agents are able to build strong relationships 

and maintain trust with their stakeholders and others around them. 

They show faith in others, behave ethically and display integrity in all 

dealings. They convert their words into action and share rational 

reasoning if this isn’t going to be possible.

	 ●	 Heightened communications skills: Change agents are able to 

communicate with people at all levels. They actively listen, involving 

others in discussions and decision making and are not afraid to tackle 

conflict directly in a calm and professional manner.

	 ●	 Tolerate ambiguity: Change agents know that ambiguity comes with 

the role. They are able to commit to moving ahead with the change 

at the same time as looking around them for evidence that this is 

either the right or wrong direction of change. They know that 

ambiguity is part of the process to create change and are comfortable 

with that.

	 ●	 Love of learning: Effective change agents may be experts in their 

field, but they know that it is impossible for one person to hold all 

the knowledge and wisdom. They are keen to learn from others’ 

knowledge and experiences and identify how that may be able to 

support them or enhance the work they do in some way.

	 ●	 Patient yet persistent: They know that some things are not going to 

change overnight; however, they know it will change at some stage. 
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They are comfortable to wait for the right time and be patient and 

will expect the change to happen at some point.

	 ●	 Ask the tough questions: Change doesn’t happen without asking the 

tough questions and creating some disruption in some shape or form. 

Effective change agents are not afraid to ask the questions that 

others may shy away from and are not really concerned about how 

others perceive them because of that – they would rather be 

respected than liked.

Being an effective change agent can mean different things to different people 

and cultures. In China, for example, it may not be seen as acceptable and 

respectful to ask the tough questions with many people present.

Charlotte remembers her first week at a Japanese firm; she had presented 

her initial thoughts of how D&I could be delivered within the organisation. 

There were over 20 colleagues attending this meeting and all seemed to be 

intrigued and supportive of her views. After the meeting her boss asked her 

how she thought it went. She replied, ‘Very well, they all agreed to the pro-

posal, I’m surprised how easy that was.’ Her boss smiled and as he walked 

away said, ‘What you thought was agreement was them confirming they 

understood you – you certainly have a lot more to do before they are sup-

portive of your proposal.’

The skills and competencies required for a 
change agent in D&I

At the time of writing this book there are no standards associated with the 

role of a D&I practitioner that you would usually see with other professions. 

However, we believe that the previous list of characteristics of an effective 

change agent is a good foundation, you then need to build on those char-

acteristics with solid experience. To be an expert in this area is just the same 

as being an expert in any other specialism. To deliver the impact that is truly 

needed requires a level of knowledge and experience that cannot be gained 

overnight. If this is really a business imperative, as so many leaders state it 

is, why would you give that responsibility to someone with limited knowl-

edge and experience? As Charlotte puts it, ‘You wouldn’t give someone who 

is passionate about spreadsheets the role of finance director just because of 
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their passion, so why is the bar positioned so low at times when looking for 

a D&I professional?’

In 2008 The Conference Board published a report called ‘Creating a com-

petency model for diversity and inclusion practitioners’.1 The report was an 

attempt to create a framework of competencies considered important to drive 

effective change in D&I, and we believe that there are many synergies with the 

change agent characteristics that we have just listed. There are seven cat-

egories and their related competencies are defined in Figure 5.1.

The report goes on to say that you can’t expect to find all of the above com-

petencies within one person; however, a number must be in place and this 

increases with the level of seniority of the role.

You will of course have the opportunity to gain experience and knowledge on 

the journey. Charlotte remembers attending her very first meeting when she 

was responsible for creating the organisation’s action plan on sexual orientation 

in the late 1990s. She sat in a meeting room with five people who wanted to 

know what she was going to do – she really didn’t have a clue as she wasn’t, at 

that stage, fully knowledgeable on the issues and challenges. Instead of bluffing 

her way through the meeting, she encouraged those attending to work with her 

to create the plan and share their experiences and challenges with her. The result 

was a plan that was seen by others as a blueprint for what organisations should 

have been doing at that time to change the culture on sexual orientation.

Building your skills

Figure 5.1 provides a framework that is an effective tool to use when creating 

a team around you who should have complementary competencies to you. For 

example, consider the competencies and skills that are missing when you 

appoint people to your D&I steering group. You may be looking for someone 

who has experience of creating a vision, knows how to manage organisational 

politics or understands how to work across complex group dynamics.

The role of a D&I practitioner has changed and will continue to evolve. More 

than ever, companies are seeking expertise to help them instil knowledge and 

skills internally, to forge new competitive ground for their organisations and 



Figure 5.1  Diversity and inclusion practitioner competencies

1 Change management

Organisational development

• �Understands and facilitates the 
change process through 
completion

• �Gains leadership involvement and 
line ownership

Corporate communication

• �Communicates the full spectrum  
of inclusion

• �Utilises multiple communication 
vehicles such as websites, 
brochures, talking points and 
more

• �Maintains a balanced global 
perspective that offers flexibility 
and variations for use at the local 
level

• �Keeps what is best for the business 
at the forefront

• �Elaborates on benefits of D&I

• �Acknowledges and addresses 
possible unfavourable impact

2 Diversity, inclusion and global perspective

Cultural competence

• Understands multiple cultural frameworks, values and norms

• �Demonstrates an ability to flex style when faced with myriad 
dimensions of culture in order to be effective across cultural  
contexts

• �Understands the dynamics of cross-cultural and inclusion-related 
conflicts, tensions, misunderstandings or opportunities

• �Understands the history, context, geography, religions and languages 
of the regions in which the organisation does business

• Is fluent in more than one, and ideally several, languages

Negotiation and facilitation

• �Negotiates and facilitates through cultural differences, conflicts, 
tensions or misunderstandings

Continuous learning

• �Recognises and addresses one’s filters, privileges, biases and cultural 
preferences

• �Commits to continuous learning/improvement in diversity, inclusion 
and cultural competence

• Seeks and utilises feedback from diverse sources

3 Business acumen

External market knowledge

• �Understands and is current on 
global and local trends/changes 
and how they inform and 
influence D&I

• �Gathers and uses competitive 
intelligence

• �Understands diverse customer/
client needs

• �Understands and is current  
with global socio-political 
environments

• �Understands context and lessons 
learned

Holistic business knowledge

• �Understands the impact of  
the financial, economic and 
market drivers on bottom line 
results

• �Understands core business 
strategies

• Possesses solid financial acumen

(Continued )
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1 Change management
• �Tracks and communicates strategy 

progress and setbacks

• �Acknowledges and addresses 
challenges/obstacles/opportunities

Critical interventions

• �Offers useful and timely 
interventions in cases where 
progress is impeded due to a 
diversity-related issue

2 Diversity, inclusion and global perspective

Complex group dynamics

• �Understands and effectively manages complex group dynamics and 
ambiguity

Judgment

• �Is able to discern when to inquire, advocate, drive or resolve more 
decisively

Subject matter expertise

• �Knows and applies best practices in diversity and inclusion practices, 
strategies, systems, policies, etc.

• �Understands subtle and complex diversity and inclusion issues as they 
relate specifically to marginalised groups (while these vary by region, 
they often include women, people with disabilities, older people, and 
racial, ethnic or religious minorities)

• �Establishes and manages D&I councils effectively

• Collaborates with other functional teams

• Is a role model for inclusive and culturally competent behavior

3 Business acumen
• �Uses information from multiple 

disciplines and sources to offer 
integrated ideas and solutions on 
issues important to the 
organisation

Diversity and inclusion ROI 
(return on investment)

• �Determines and communicates 
how D&I contributes to core 
business strategy and results

• �Creates insights on how D&I 
contributes both to people and HR 
strategies as well as business 
results

• �Designs and develops D&I metrics 
that exhibit the ROI impact

Figure 5.1  Continued
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4 �Strategic external 
relations

Corporate social responsibility/
government/regulatory

• �Well-informed about external 
pressure points (e.g. society, work 
councils, environment, regulatory, 
government, customers and 
related trends)

• �Effectively anticipates and 
manages stakeholders (e.g. 
advocacy, community, non-
government organisations)

• �Recognises and addresses human 
rights issues through policy and 
practice

• �Influences media and marketplace 
via communication and 
community outreach to 
competitively position the 
organisation

Strategic alliances

• �Identifies, partners and leverages 
relationships with key external 
organisations/leaders to enhance 
business results

7 HR competencies

Total rewards/talent 
management/organisational 
development/work and life 
balance/training

• �Understands the basic tenets and 
workings of compensation and 
benefits programme, policies and 
best practices

• �Provides programme options that 
ensure equitable treatment and 
mitigate disparities

• �Possesses knowledge of 
programmes, policies and best 
practices that ensure equity and 
achievement of organisational 
D&I objectives in a variety of HR 
areas, including but not limited to 
recruiting and staffing, OD, work 
and life balance, succession 
planning, training/development 
and performance management

Compliance

• �Understands applicable laws, 
regulations and government 
requirements and their impact on 
the business

• �Ensures compliance through 
effective programme, policies and 
practices

6 �Visionary and 
strategic leadership

Diversity and inclusion future 
state

• �Collaborates appropriately with 
others to envision and convey an 
inspiring, compelling and relevant 
D&I future state

• �Actively seeks new ideas, 
experiences and thought leaders.

• �Is a catalyst for change. Translates/
makes connections between new 
ideas and applications

• �Frames new directions in 
understandable, innovative and 
inspiring terms

Pragmatism

• �Differentiates between strategy 
and tactics

• �Drives alignment with clients, 
partners and stakeholders

• �Is pragmatic regarding working 
within business realities

• �Proactively creates foundation for 
influence at all levels of the 
organisation

Political savoir-faire

• �Facilitates and manages complex 
and sensitive matters

5 Integrity

Ethics

• Acts ethically and with integrity

• �Behaves in a way that leads 
others to trust him/her

• Speaks with candour and tact

• �Acts as a voice for perspectives, 
levels and cultures that are not 
otherwise represented

Resilience

• �Pursues goals with drive and 
energy; seldom gives up before 
finishing, especially in the face of 
resistance

• �Maintains positive and 
constructive outlook

Influence

• �Negotiates and persuades 
effectively at all levels of the 
organisation

• �Navigates corporate landscape 
and has an impact up, down and 
sideways

• �Listens and adapts approach to fit 
audience

• �Manages and mediates conflict 
effectively

(Continued )
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4 �Strategic external 
relations

Diverse markets/supplier 

Diversity

• �Identifies, partners and leverages 
relationships with key external 
diverse suppliers, organisations 
and customers to:

- enhance the supply chain

- �increase market share, revenues 
and loyalty

Brand/reputation management

• �Positively influences media and 
marketplace

• �Forges strategic partnerships with 
internal constituencies through 
community outreach

• �Supports communities in which 
the organisation operates

7 HR competencies

Employee relations

• �Works with others appropriate to 
the situation to resolve individual 
and group conflict, including the 
development and delivery of 
successful interventions

• �Sustains and improves the work 
environment in the face of 
change and environmental 
challenges

6 �Visionary and 
strategic leadership

• �Knows to whom and where to go 
to get things done (including 
working with the Board, CEO and 
top leaders)

• �Collaborates with other 
functional areas to maximise 
outcomes for all (especially HR, 
organisational development, 
Leadership development)

• �Possesses the ability to influence 
and execute beyond positional 
power

• �Is seen, at all levels, as a trusted 
source for advice and counsel

5 Integrity

Empathy

• �Understands the point of view 
and emotions of others, in the 
context of their cultures, 
including both minority and 
majority groups

• �Acknowledges, in a stated or 
unstated fashion, others’ 
perspectives 

• �Understands how to motivate and 
work with both minority and 
majority groups

Communication

• �Knows where resources are and 
how to access them

• �Communicates effectively

• �Engages audience

Figure 5.1  Continued
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develop credibility across cultural contexts. There are many ways to build your 

knowledge. You can attend conferences, panel events, forums, webinars and 

workshops. You can read thought leadership, complete benchmarking exer-

cises and read books (like this one!). To develop some of your competencies, 

you can dip in to internal training that your company offers, external courses 

and D&I-specific training. More subtly, you could think about finding a mentor – 

either someone more experienced who uses the same competencies in their 

role or someone working in the world of D&I.

Five key takeaways from this chapter

	 ●	 As a change agent, your role is to be respected rather than liked.

	 ●	 It takes more than a passion or a bit of curiosity to make a good D&I 

leader.

	 ●	 Start by thinking about the change management competencies that 

you are strong in and those you need to further develop.

	 ●	 Consider how you can fill the gaps around your weaker competencies; 

do other team members or colleagues have complementary skills?

	 ●	 Create a plan to ensure both yourself and those supporting on the 

D&I change are developing the right skills and competencies for 

future success.
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Who is there to help? 
Working with external 
providers
If you want to go somewhere, it is best to find 
someone who has already been there. Robert Kiyosaki, 

investor and businessman

Throughout this chapter we will focus on who is there to help and support you 

on your journey. Although it’s impossible for us to list all of the external pro-

viders, we do share an overview of what is out there and what we think you 

should consider as and when you start collaborating. We will look at external 

benchmarking, charters and kitemarks, various forums and external networks 

and how to get involved in thought leadership and research.

Something that is quite unique about D&I is the way that people work collabo-

ratively across the profession and beyond to share what has worked for them 

and their lessons learnt – both the good and the not so good.

Of course, some organisations are in direct business competition with each 

other and may, at times, feel nervous about sharing ‘company secrets’. What is 

important to remember is that whatever you decide to deliver in this field is 

totally influenced by your organisation’s own specific cultural drivers, business 

strategy and values. This means that the same activity, if delivered across mul-

tiple organisations, will always look and feel different. Or put another way, 

there is little value in replicating what another organisation has done in the 

hope that the same results will be achieved, as there are many other factors at 

play that will influence the outcome. This point is covered in more detail in our 

chapter on building a strategic plan (Chapter 4).
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External benchmarking

In our early days of D&I, we both really valued having the ability to access exist-

ing industry benchmarking reports as well as benchmark elements of our activ-

ity. The benchmarks we used were created around professionally developed 

measures that could also show where the organisation stood against others 

both in a specific sector and much wider. Fleur remembers how time consum-

ing it was to complete the then annual benchmarks on gender, ethnicity and 

disability, but also how informative the feedback discussions were afterwards. 

In fact, in the early days of working on her LGBT strategy, the feedback from 

Stonewall totally drove the thinking and direction of their strategy.

What is really useful about reviewing existing benchmarking reports is that 

they generally share an overview and trends of what organisations have deliv-

ered and the impact those plans have had. When you are starting out you will 

inevitably be asked: ‘What are our competitors doing about D&I?’. The infor-

mation available within some of the benchmarking reports will help you 

respond to that type of question.

You may want to consider taking part in a benchmarking exercise as you start 

out on your journey. This would enable you to very clearly position what your 

starting point is against a number of external, predetermined, indicators that 

are recognised and used by others. However, the counter-argument to this is 

you probably have a good idea what your starting point is from the points dis-

cussed in other chapters, and the time required to complete an external bench-

mark in the early stages may not be an effective use of the resources available.

As you progress and your journey matures, taking part in benchmarks becomes 

less about informing your strategy and future activity and more about the 

external recognition that your results or your ranking gives you compared to 

other companies completing the benchmark. Some benchmarks remain confi-

dential with recognition being driven through awards; in other cases each 

organisation is ranked – for example, Best Companies to Work For, Times Top 

50, Stonewall’s Workplace Equality Index and DiversityInc all publicly position 

the organisations involved by their achievements.

It’s a wonderful boost to both you and your organisation to receive external 

recognition. It’s good for your brand and it certainly creates that ‘feel good 
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factor’ for all of your colleagues working tirelessly to run engaging networks, 

contribute as forum members and generally support progress. Fleur remem-

bers joining EY in 2007 when they were ranked approximately 97th in the top 

100 employers of the Stonewall Workplace Equality Index. Over the following 

five years, largely due to the amazing contribution of the LGBT network, Unity, 

EY rose up the rankings to the heady heights of the top position. Each year 

that they improved their ranking, it was a powerful motivator to help them 

focus on their next set of objectives.

Although there are many positive aspects of actively being involved in the bench-

marks, you do need to think carefully about why you are doing it in the first 

place, the quality of the results and feedback that will be shared with you – 

indeed, what will you do with the findings? Our advice is:

	 ●	 Don’t do anything that isn’t evidence based. For the benchmark to be 

credible you should be able to back up your responses with factual 

data and information. If you find yourself in the top ten of any large 

public ranking, you should be audited and/or interviewed to confirm 

your responses.

	 ●	 Consider the credibility of the benchmarking organisation. Would it 

be seen as an accolade if they recognised your progress or do they 

lack true knowledge, credibility and expertise in this area?

	 ●	 How will getting involved with a particular benchmark support the 

delivery of your overarching vision, D&I strategy and delivery plan? If 

there is no real benefit, really consider if you should spend valuable 

resources (both money and time) doing this.

	 ●	 Gain clarity into the type of benchmark that would benefit you the 

most, given where you are in the delivery of your strategy. Would you 

gain more by completing one that is focused on a specific element of 

diversity such as ethnicity? Or would you benefit from one that is 

focused on all diversity elements and is focused more on inclusion?

Before diving in and getting involved with any benchmark, it would be pru-

dent to take a step back and do your homework. If done properly they all take 

a significant amount of time to complete. It is also imperative that any infor-

mation shared within the benchmarks is accurate with no exaggerations or 

elevated responses of what is actually happening. It could be very damaging 

to your future focus on D&I and the motivation of those around you if the 
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organisation is publicly lauded for a reality that just isn’t recognised or experi-

enced internally.

Charters and kitemarks

Over the years charters have become one way for organisations to publicly state 

their commitment to D&I. Across Europe many organisations have signed up to 

D&I charters as part of the European Union’s Exchange Platform – countries 

including Poland, France, Spain, Italy, Austria, Germany, Sweden, the Netherlands 

and Denmark are all involved. The charters are voluntary and are led at national 

levels, supported by a range of governmental, private and public organisations.

When starting out on your D&I journey, charters or kitemarks do provide you 

with a clear overview and set of expectations should you decide to become 

involved. They also give you contact with someone who may be able to share 

their experience as well as guide you on a route that will both continue to 

increase your knowledge and support delivery within your organisation. How-

ever, it would be helpful to consider whether you would be using this to sup-

port you and the organisation to make progress or if you are willing to publicly 

commit to specific actions.

At a basic level signing up to a charter provides the organisation with a recog-

nised public ‘trademark’ or ‘kitemark’ that demonstrates the organisation’s 

commitment to creating and implementing effective D&I strategies to meet 

their business needs. However, to ensure the charter has some form of positive 

impact, you need to make sure that your organisation is actually committed to 

delivering on the terms of the charter. Fleur knows of one global technology 

charter that has had the great and the good sign up to make their technology 

accessible in the workplace; however, after the fanfair of signing up, progress 

initially was slow and very patchy. The key lesson here is that once you have 

gained the senior leaders’ commitment, your immediate next step is to identify 

and engage the person/people who are going to deliver the expectations.

Areas to take into account when considering your involvement in charters and 

kitemarks:

	 ●	 Identify the countries in which you operate that have a charter you 

may be eligible to sign up to. Understand what the charter expects of 
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your organisation and gauge the level of appetite and commitment 

from your senior leaders and those around you.

	 ●	 How does involvement in the charter support the delivery of your 

vision, D&I strategy and specific delivery plan? How could you 

leverage your involvement? Could it increase the speed of delivery if 

public scrutiny is heightened?

	 ●	 What value will your involvement in the charter bring to your brand? 

Will you be recognised by the country’s government?

	 ●	 What more will you need to be able to meet their scrutiny and 

expectations? 

	 ●	 If now isn’t the right time on your D&I journey to commit to a charter 

or kitemark, when would be the right time to review this?

Forums and external networks

There are many forums in the D&I world which take many different formats 

and, depending on where you are on your journey, will give differing levels of 

value. They do tend to be very useful networking opportunities and a chance 

to increase your contacts base as well as find out what others are doing. 

Through these you get the opportunity to meet peers from other organisa-

tions, exchange updates on challenges and successes, explore future trends, 

share research findings and generally brainstorm ideas. In many geographies 

there are numerous opportunities to network externally, but for many people 

this is seen as a ‘nice to do’ rather than an important element to increasing 

knowledge, gaining informal development and finding out what is new in the 

world of D&I. They can, unfortunately, remain an unexplored and under

utilised resource especially for those starting out.

There are a number of different types of forum and it is important from the 

outset that you consider what you would like to get out of being part of them. 

There are a number of forums that are managed by third parties, usually charg-

ing some form of membership to take part, and they tend to facilitate the 

meeting and agenda around current issues. Examples of these types of forums 

include Community Business in Asia, Catalyst in Europe, the United States, Can-

ada and India, and Mercer’s Global Diversity and Inclusion Forum. A good 

example in the United Kingdom is the collaboration of a group of large com-

panies called ‘Creating Inclusive Cultures’.1 The programme was created in 
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2015 by Charlotte with the aim of bringing companies together in cities across 

the United Kingdom to focus on creating change in their companies at three 

levels:

	 ●	 to connect senior leaders within that city to work collaboratively on 

D&I issues

	 ●	 to tackle issues that are consistent for all companies involved and to 

identify how to deliver and create the change

	 ●	 to bring employees together at all levels to understand the impact 

inclusion has on their companies as well as identify the actions they 

can all take to make their workplaces more inclusive.

What is unique about this forum is that it has been established in a number of cit-

ies across the United Kingdom (rather than purely in London), as a reflection that 

some of the key issues that companies face in their D&I journey should be driven 

in the local offices rather than directly from head office. The forum commits that 

all organisations involved will (i) collaborate, (ii) innovate and (iii) create change 

with organisations involved, signing up to a number of annual commitments  

as well as access to online resources to drive change for all their employees (see 

Figure 6.1). At the time of writing, founding members include EY, JLL, Direct Line, 

Pinsent Masons, DWF, Hays Recruitment, Northern Rail, UBS, The Co-operative 

Bank and The Institute of Chartered Accountants for England and Wales (ICAEW). 

Most recently there are plans to expand globally. This is a perfect example of 

engaging colleagues at all levels to consider D&I within their roles, as well as creat-

ing a network of senior leaders outside of the usual head office confines.

There are other forums and networks that are self-managed and usually rely 

on the goodwill of a small group of people who have a passion for the topic 

and are keen to spread the experiences and learning. Examples of these 

include The Network of Networks, which is a body of employee network 

heads across London and represent gender, BAME and LGBT employees, and 

Purple Space which is an innovative online platform that brings together dis-

ability network leaders to share advice that will drive cultural change on 

disability in business.

In addition there are special interest groups such as the 30% club, which was 

originally created in the United Kingdom to engage, and gain the commit-

ment of board chairmen to increase the number of women on their boards. 
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Figure 6.1  Creating inclusive cultures commitments

Collaborate

	 Companies and employers will benefit from collaboration at all levels 

via:

●	 Advisory board where the themes and direction for each city are 

developed

●	 City Leaders Forum where focus is placed on the strategic diversity 

and inclusion issues important to each City

●	 Events for people at all levels to raise awareness and connectivity 

across each City

●	 Engage with existing networks and ensure diversity and inclusion is 

firmly on their radar

Innovate

	 Companies and employers will influence the industry by:

●	 Commissioning new thought leadership on issues relating to diversity 

and inclusion

●	 Contributing to a learning network where ideas will be built upon

●	 Challenging current thinking on how change can be delivered 

differently

Create change

	 Companies and employers will create a new way of working by:

●	 Focusing on specific corporate issues influenced by diversity and 

inclusion which are relevant to the companies and cities

●	 Raising the profile of the companies and leaders striving for change 

within each City

●	 Sharing progress – the good, the bad and the ugly!



74        Starting Out

This now operates in many countries including Australia, Canada, Dubai, Hong 

Kong, Ireland, Italy, Malaysia, South Africa and the United States. For the LGBT 

agenda there is a group called Out Now Leadership who have a partnership 

model to connect senior business leaders across sectors through their indus-

try leading global summits in New York, Hong Kong and London. Another 

example is GIRES, an interest group of trans and non-trans people who pro-

vide information and support trans people, their families and other profes-

sionals. There are also special interest groups that are created as part of a 

bigger organisation: for example, the Chartered Institute of Personnel and 

Development (CIPD) hosts a specific group called the Senior Diversity Net-

work (SDN) aimed at people with a good level of knowledge and experience 

in this specialism.

We have also come across (in fact at times been members of) cross-sector 

forums, such as the InterBank Diversity Forum in the United Kingdom which 

has been established for over a decade. This forum comprises organisations 

within the investment banking industry and meets regularly to share best prac-

tice as well as working together to influence change both across their organi-

sations and across the sector. One of the earliest events the Interbank held was 

hosted by Goldman Sachs. Each bank sent a group of high-potential women 

for a day of business and development workshops. Fleur remembers how pow-

erful the event was for the women to be able to network across the sector and 

to see for themselves how many other great women were working in the city.

Another initiative the Interbank Forum delivered was their annual dinner. This 

was attended by each Investment Bank CEO and a handful of their senior 

women to discuss D&I and what they could meaningfully influence as leaders 

of their organisations. Charlotte remembers attending one of these early din-

ners with the then CEO of Nomura, EMEA region. This was long before the big 

drive to engage men in the gender agenda and we both remember the early 

days when this was a really edgy and quite high-risk event to actually deliver 

successfully. The CEOs were all male and many were obviously out of their 

comfort zones with this topic. They were all concerned that they might say the 

wrong thing and look ill informed, which is a challenge you will often face in 

the early days of a focus on D&I.

The bottom line is that anyone can convene a meeting for a group of inter-

ested parties to share what they are doing and people in the D&I space tend to 
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do this very effectively. About eight years ago we were both having lunch with a 

small group of speakers at a D&I conference. The issue of the cost of the confer-

ence was raised and the fact that when we each spoke at the events we all tended 

to present the great things that were happening, and what we could really ben-

efit from was talking about what didn’t work so well – sharing the pain as well as 

the pleasure. The head of D&I at Dell at the time suggested we should form our 

own forum and the rest, as they say, is history. The forum we are referring to is 

unimaginatively called the EMEA D&I Forum and it is fully self-managed. Existing 

members propose new members as they meet them on their travels and the only 

rule to abide by is that the new member has to be working across either the 

EMEA region or globally (rather than focused in just one country).

Of course, over the years, various members have tried to develop more detailed 

protocols for this forum, but the light touch means that it is easy to manage 

and not run by committee. They rotate who hosts the event, who is then 

responsible for the development of the agenda as well as running it. They tend 

to meet in person four times a year alternating between the United Kingdom 

and Europe as well as identifying a number of special interest group meetings 

inbetween. What’s particularly helpful about this forum is that if you have a 

question, you can send it to the whole group and you will usually receive a 

response from at least 10 per cent of the members.

There are other external networks that offer personal development to senior 

level individuals (rather than focusing at the organisational level) such as the 

City Women’s Network in the United Kingdom or the Professional Women’s 

Network who has over 3,500 members across 24 cities globally and run over 

600 events each year. Other individual networks such as the Soar Collective 

Network in Australia and the United Kingdom are designed for entrepreneurs. 

Networks such as these are a useful resource when identifying any external 

support required to engage some groups of employees at an individual level.

We are conscious that we haven’t mentioned the internal networks you may well 

have within your organisations within this section – we discuss these in more 

detail in the chapter on networks. However, what is important to highlight here is 

that mature internal networks within organisations can have quite an impact and 

can raise your profile externally as well as support your delivery aims internally.

More mature internal networks host events for clients on business topics such 

as powering up in Africa, personal development themes such as preparing for a 
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non-executive position, book launches and much more. They may well have the 

ability to target clients, network with members from other companies, profes-

sionals in the field and potential recruits, thus raising your organisation’s brand 

in the countries in which the network is active. These events and connections 

can also lead to new business relationships, strengthening your organisation’s 

brand when recruiting and even using the events as fund-raising opportunities 

to give back to the local community.

Finally, pop-up or one-off forums can also be very powerful. In 2014, Fleur 

convened a three-hour meeting to focus on the LGBT agenda and how it could 

be progressed globally. Organisations involved in this forum included Barclays, 

IBM, Thomas Reuter and GSK. The outputs from this meeting informed the 

content for a powerful piece of thought leadership that was launched through 

a global webcast which was attended virtually by over 1,000 people.

Areas to take into account when considering your involvement in forums and 

external networks include:

	 ●	 There are a wealth of networks and forums that will suit different 

needs at different times on your D&I journey. Do your homework, 

find out what is available in the different countries and regions in 

which your organisation operates and which ones will help you to 

deliver your vision, D&I strategy and delivery plans.

	 ●	 When considering your involvement with any forum, check out the 

quality of the meeting agenda, which other organisations are 

currently involved and what you will receive for your involvement.

	 ●	 If there isn’t a forum or network that focuses on the areas that are 

important to you, there is always the potential to convene your own 

if you identify the right people to be part of it and share the load – 

good D&I professionals are always keen to share their knowledge and 

work collaboratively.

Thought leadership and research

This takes us on to the final consideration of who is there to help and the vast 

amount of thought leadership articles and research that is out there. We have 

both seen an increase in the number of companies publishing research and 

general thought leadership covering a variety of D&I topics: for example, 
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Credit Suisse produced their report ‘The CS Gender 3000: Women in Senior 

Management’ which focused on the diversity of management teams.

For many organisations this is an effective way to get their brand associated 

with a commitment to D&I as well as being seen as enhancing the intelligence 

available to push the agenda and discussion further externally. When you are 

further into your D&I journey this may be a consideration for you and your 

organisation; however, when you are starting out it’s important to consider 

this from a position of what information is already out there that will support 

and enable you to create the case for change and build your strategic plan.

At the time of writing this book, when we searched the phrase ‘diversity and 

inclusion research’ on the internet, 109 million entries emerged. There is a 

huge amount of information out there and it can be very easy to drown in the 

quantity of content as well as question some of the quality. It would be impos-

sible for us to list all the credible sources of research and information from 

around the world, but you will have seen throughout the book that we share 

examples of thought leadership articles and research that we have used within 

our work. The following are useful guidelines to help you source the informa-

tion that would be helpful for you:

	 ●	 Be clear on what purpose the information will serve – will it be used 

for general research purposes such as increasing knowledge and 

understanding in one area or will it be used as a reference within a 

strategy document?

	 ●	 Be specific on what information you are looking for – hone your 

search exactly to your requirements, for example, searching for ‘the 

return on investment of a diverse senior leadership team’ will give 

you more targeted results on the impact on the financial bottom line 

than searching for ‘impact of a diverse senior leadership team’.

	 ●	 Know who your target audience will consider credible – many 

organisations have a preference for the business schools and research 

bodies they perceive to be credible in the work they do: for example, 

Cranfield University is seen as credible in the research they conduct on 

gender diversity. This is important to take into account but it must 

not hinder the opportunity to use and share thought leadership and 

research from others who are less known if the information is 

relevant and valuable.
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	 ●	 Ask others what they have used and found helpful or thought 

provoking – speak to others within your network and find out what 

data and information they are aware of for the work you are 

currently doing. Gaining from other people’s experiences of what 

worked for them is hugely valuable, especially when starting out.

This chapter has hopefully given you a good overview of what is out there to 

help you start out on your journey. Of course, this is an ever-moving feast with 

new companies, networks and forums being created all the time as well as new 

topics emerging and coming to the fore. The important message is that you 

aren’t alone. In fact you are spoilt for choice so you just need to identify what 

you most want to tap in to.

Five key takeaways from this chapter

	 ●	 Access existing benchmarking reports and review the level of 

information and quality of insights available to support you.

	 ●	 Carefully consider which benchmarks and charters, if any, you would 

take part in and clearly articulate why you are doing them.

	 ●	 Review the membership and agendas of existing forums and 

networks and consider how they would support you – attend a couple 

of the meetings to clarify your thinking.

	 ●	 Create your own contact list of individuals, organisations and forums 

who may be able to help you as you progress on your D&I journey – 

build this from a diverse range of sectors to ensure you are 

challenging your own thinking.

	 ●	 Build a resource of thought leadership articles and research that will 

continue to increase your knowledge and challenge your thinking. 

Ensure you stay relevant and up to date with new research and 

thinking.
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Building your team

Nothing is easier than saying words. Nothing is harder 
than living them day after day. Arthur Gordon, author

Part Two of the book focuses on the key aspects of progressing your journey 

on the STAR framework and moving towards ‘taking the leap‘. Throughout 

Part Two we look at the elements that will continue to both increase engage-

ment across your organisation as well as embed into business as usual.

In this chapter we consider building a wider team to support and enable deliv-

ery of the D&I strategy as well as winning supporters from the board to the 

shop floor.

Building a broader team

It’s important to create the right team and infrastructure to ensure that effec-

tive decisions are made throughout your D&I journey. These decisions will 

include the right reporting mechanisms, the right level of support and the 

right resources from across the organisation. 

At this stage in their journey, many D&I practitioners form D&I steering com-

mittees or advisory councils. Fleur is not a great fan of these although this is a 

personal opinion and she has peers that rely heavily on such bodies. She has 

worked with two – one in her first D&I role and one in her second. Both times 

she has found the actual meetings to be uplifting and motivational. Senior 

leaders from all areas of the business were around the table and willing to give 

their time to identify the issues and agree a plan of action. However, all too 

often, at the end of the meeting, they would go back to their day job and 

leave the D&I professional to execute on their vision.

At one company Charlotte created a ‘Diversity Steering Group’ which was 

chaired by the CEO and had representatives from all business areas and 
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functions as active members. It was agreed that their membership of the 

steering group would be included within their performance management 

plans and their contribution would be included in their overall performance 

measurement. This all started well until the CEO started to ask Charlotte to 

chair the meetings. This gave a small sign to the members that the CEO 

wasn’t ‘walking his talk’…They started to procrastinate and the CEO very 

rarely held them accountable for the deliverables they had publicly commit-

ted to so progress was glacial. Very soon the steering group was reformed 

and reported directly into the Chairman… who, in return, made sure the 

CEO and their direct reports were ultimately responsible for delivery.

Fleur has found that the most impactful approach is when the CEO and his/her 

board take ownership of the agenda, rather than relying on a side-bar steering 

group. At EY, she also asks regions to appoint a D&I partner sponsor (in addi-

tion to a key operational stakeholder). Approximately 50 per cent of the 

regions have done this with varying levels of success. The partner has to want 

to do the role (i.e. have a genuine interest) and feel that they are accountable 

for progress to the regional managing partner. They must regularly show their 

support to the key D&I stakeholder and they must be in a position to influence 

the partnership. The partner–sponsor role works well in the United Kingdom 

where every employee network has a sponsor. They act as network chair, but 

most importantly for the network heads they act as mentors and sponsors. This 

level of senior exposure is invariably an enormous payback for the individuals 

running the networks.

What is right for your organisation may depend on the size of the employee 

base, geographical locations and how other significant programmes such as 

this are governed. What is important is to go with what works for your organ-

isation and not create an infrastructure because ‘everyone else seems to be 

doing it’.

It is important to create the right structure from the start and also be aware 

that this may need to change throughout the life of the programme. For exam-

ple, as the work progresses and becomes embedded into other aspects of the 

business, there may be a decision to integrate your steering committee into an 

existing structure further down the line. One critical decision to make at the 

outset is where the expert and dedicated input will come from to support 

delivery.
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Where’s the programme office?

Regardless of the size of the organisation, to make sure any change happens 

there has to be either a group of people or an individual that has responsibility 

to make sure delivery of the strategy and the plan actually happen day to day. 

For some this may be a dedicated D&I team that has the sole responsibility for 

delivery. For others this may be part of the day job for a number of people. 

There are pros and cons to each of the above; here are some aspects to consider:

Dedicated D&I team

Pros

	 ●	 Dedicated resource where delivering the strategic plan is the only 

priority

	 ●	 Opportunity to appoint specialists in the field to accelerate the depth, 

pace and professionalism of change

	 ●	 External perception that this is taken seriously as the team focusing 

on the issue are full time.

Cons

	 ●	 Wider organisational assumption that this is not their responsibility

	 ●	 Lack of collaboration from other areas of the organisation

	 ●	 Potential to be siloed from the key business drivers.

Integrated into other roles

Pros

	 ●	 Increases perception that this is part of other roles and not stand-alone

	 ●	 Increases the knowledge of others working on the agenda for longer 

term sustainability across the organisation

	 ●	 Continually brings different perspectives to the table on how effective 

delivery and embedding of the agenda can be achieved.

Cons

	 ●	 The ‘day job’ may take priority as D&I is seen as a slower burn, 

resulting in progress being delayed or hindered

	 ●	 May result in limited ‘specialist’ knowledge within the organisation, 

which will hamper quality and speed of delivery or focusing on the 

wrong priorities

	 ●	 External perception may be that this isn’t being taken seriously by the 

organisation and purely paying lip service.
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Whichever way the organisation decides to structure how the strategy is deliv-

ered, what is important is that the responsibilities of a ‘programme office’ are 

taken seriously and are positioned somewhere within the organisation.

Here are some further aspects to consider when reviewing and deciding what 

the right governance structure should be for you:

What’s already available?

Is there a group that is already available to feed into or do you need to create 

something new? A word of caution – make sure you do feed into the right 

existing structure if there is one rather than shoehorning into something that 

may not fit your purpose. For example, if your D&I strategy is going to focus on 

much more than employees, don’t use the HR or workforce governance struc-

ture. If you do this, it may well result in aspects of your strategy that are not 

employee focused losing the appropriate oversight.

The size of the remit

If you decide to create a specific steering group, be very clear on the remit of the 

group. This will depend on the size of the company as well as the overall scope of 

the programme. Will the group be responsible for the governance of a programme 

that is based in one, or many, countries? In some organisations with large-scale 

programmes they create a tiered governance structure with a dedicated steering 

group at a regional level which then reports into a global steering group. An 

example of this structure can be seen in Figure 7.1. The size and functions of the 

steering group will depend upon the vision and the direction of the strategy.

Terms of reference

Be very clear from the start on what the steering group is there to do. All too 

often it can end up as little more than a talking shop. Is the group there purely 

as an assurance process to ensure that work is being done and progress is 

being made, or are they there to pick up on some of the actions and act more 

like a working group? For some, the steering group may be a hybrid of both of 

these; however, whatever works for your organisation, make sure this is made 

very clear in the terms of reference.
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What they are there to do will also have an impact on the frequency of their 

meetings. A group that is more focused on delivery will naturally meet more 

regularly to make sure that all is on track, a group that is focused on gaining 

assurance that progress is being made may not meet as often. In any instance 

it is important that the momentum doesn’t wane and we would suggest that 

any group, regardless of their responsibilities, should meet every three months 

as a minimum. For a group that is focused on actions we would recommend 

meeting once a month as a minimum, certainly for the initial phase of the 

journey.

The terms of reference should include: (i) overview of what the group is there 

to do; (ii) what they are accountable and responsible for; (iii) membership and 

any rules on deputies; (iv) where they report into; (v) frequency of meetings; 

EMEA Asia Pacific Japan USA India

President
global DISG chair

Global D&I

Regional structure to support strategy delivery and their representative as appropriate

Business
division 1

Business
division 2

Business
division 3

Regional
functions i.e. HR,
communications

Business resource
groups-chairs

Regional CEO
DISG chair

Regional D&I

Divisional structure to support strategy delivery and their representative as appropriate

Figure 7.1  Governance structure 
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and (vi) how long someone will hold that role before membership is rotated to 

someone else, including how the rotation will be staggered to ensure all new 

membership across the whole group doesn’t happen at the same time.

Who will chair the committee?

For some organisations the natural requirement is that the CEO or board chair 

person actually chairs the D&I steering group. It undoubtedly raises the profile 

and importance of the group if either of those people are chairing this. How-

ever, who you have chair this steering group depends on what the group is there 

to do: assurance or action? If the CEO or chairperson chair the group, there is the 

potential that they may have to cancel at the last minute if other pressing issues 

arise across the business that require their undivided attention. You may also 

attract people to attend the meetings if they want to get airtime with the CEO 

or board chair; however, they may not be the right people for the steering group 

and they may actually have no impact on the progress of the programme.

Undoubtedly, the steering group should be chaired by a senior leader within 

the organisation. It may be another executive committee member (a direct 

report of the CEO), ideally one that is aligned to the business rather than HR.

Who are the members?

The members of the steering group should represent the key areas of the 

organisation. They should also be people that have an influence over the com-

pany and the employees within it. Who the members are will largely depend 

on the size and scope of the D&I strategy, as you have to make sure that each 

element within the strategy has some form of representation at the steering 

group level. For example, if how your organisation is perceived by clients is 

part of the plan, then the person ultimately responsible for marketing or brand 

reputation should be a member of the group. Consider the membership of this 

group very carefully as they have the potential to make the delivery of the 

strategy a lot easier.

Earlier in this chapter we shared a structure that was created for a client Char-

lotte worked with that covers both the regional overview for the D&I steering 

group as well as the global structure that it reported into. This will be a good 

starter to consider what is required in your organisation (see Figure 7.1).
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Unearthing risks

Regardless of what the organisation decides to do on D&I, there will be an ele-

ment of risk that requires further awareness and understanding – even the 

decision to ‘do nothing’ creates an element of risk. Many organisations meas-

ure their risk in a number of ways which may also be reported to the board 

depending on the severity of the risk, the probability of it happening and the 

control you have over it as an organisation.

There are three key actions that are important for the progression of the D&I 

strategy:

●	 �Understand how your organisation categorises risk across their 

geographies.

●	 Know where they are reported.

●	 �Review your work on D&I and create the appropriate list of risks to 

discuss with your governing board to agree how to take them forward. 

For example, within the UK tribunal system there is an expectation that 

all employees will have completed D&I training in some way, and if the 

tribunal is linked to equal pay you can be forced to undertake a full, 

company-wide review. If you do have a discrimination claim that 

progresses to a tribunal, they may well ask to see the details of the 

training as well as how many employees have completed it. If the 

training and monitoring of it doesn’t happen in your company, this may 

well be classed as a risk.

It is also important to consider what the organisation is doing from a wider 

standpoint and whether D&I contributes to the risks of those strategic deci-

sions. For example, if you are opening offices in a country that treats homo-

sexuality as illegal, how does that sit with your stance on sexual orientation 

within the workplace and how would you respond to any challenges?

Measuring impact

Measuring the impact of the work that is done on D&I is a critical element 

of the effective governance of the whole programme. This is covered in 

more detail in the chapter on measuring impact and realising the benefits 
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(see Chapter 17). What is important to identify here is where the measure-

ment reporting goes and who sees it. What you decide to measure and how 

you decide to report this will have an impact on the overarching governance 

and how this feeds into existing reporting methods for the board, executive 

committee, shareholders and other stakeholders.

Effective governance is much more that creating a steering group and asking 

the CEO to chair it. It includes delivery and reporting progress, who is respon-

sible for delivery, how risks are escalated, where progress is reported and how 

you ensure that change is taking place. Get this right and the path to creating 

a more diverse and inclusive organisation will be far smoother. Deciding to skip 

this step and dive head first into delivery without having any of the above 

clarified will potentially be setting you up to fail.

Winning supporters from the board to 
the shop floor

If you read any case studies and examples of how change is effectively man-

aged, many will say that ‘it starts from the top’. That is correct. To ensure that 

any change is sustainable and committed across an organisation there has to 

be that visible commitment from the top. The important point to note here is 

‘visible’ commitment. There are few organisations that you will come across 

that don’t have a commitment on their website or corporate literature about 

how important attracting and retaining the right talent is and how critical it is 

for their business success.

You will also be hardpressed to find a senior leader that will publicly say that 

D&I is not good for business and that they do not believe that building a truly 

meritocratic company is the right approach. All fine words but how does this 

really translate into ‘visible’ commitment? You may remember earlier in the 

book we mentioned the fact that in a survey conducted during the tenure of 

Dame Fiona Woolf as the Lord Mayor of the City of London, they found that 

84 per cent of companies within the city stated they had commitment from the 

top of the company for D&I. However, only 15 per cent of the employees within 

those companies said that they saw the words of the senior leaders convert to 

action, and only 13 per cent stated that the companies’ efforts on D&I had had 

any impact on them personally.
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Talent/HR are key stakeholders and are absolutely critical to the success of the 

D&I strategy as much of it is about your people. However, we have both had 

experience of finding it difficult to engage them in this agenda for a number 

of reasons. In Fleur’s first D&I role, HR were later to get involved with D&I com-

pared to other business areas (even though she was in HR) and in truth she 

never really resolved this. One big part of the challenge was that the head of 

HR just didn’t get D&I – she was an exclusive (rather than inclusive) leader, who 

liked to work with her ‘favourites’. She was also disappointed that this was a 

role created by the CEO as it meant that Fleur had direct access to him and his 

leadership team and didn’t have to work through her.

Fleur’s peer group in HR also felt that she got to do the fun side of HR and most 

of what she was asking them to do created more work for them rather than less. 

For example, with recruitment, she asked them to source from a broader pool 

of talent by increasing their demands on their suppliers. They knew that finding 

a diverse candidate list may take longer and therefore required more engage-

ment with the search firms. She also asked them to run summer intern pro-

grammes for disabled students and to go to universities outside of the usual 

traditional targets to identify more talent from more diverse backgrounds.

For Charlotte, her HR colleagues were a key stakeholder in the work she was 

commissioned to do by her then CEO and was disappointed they were taking 

very little responsibility to look at how they could deliver their roles a little dif-

ferently. Charlotte researched the views of the HR profession across many com-

panies and found that, generally, HR professionals thought they knew what 

they needed to do within their roles on D&I. However, when it got to the 

practicalities of delivering it, many didn’t understand it and were not comfort-

able to ask for help as it was assumed by others that they would know every-

thing there is to know about the people agenda. Charlotte then worked closely 

with the HR team to develop their skills and knowledge in D&I.

Fleur now works in an organisation that, on the whole, has a more naturally 

supportive talent team. Many of them are always looking for new, better and 

more effective ways of doing things so she knows that when they are develop-

ing a new leadership and development (L&D) programme, by the time they 

come to her for input, they have done most of the D&I ‘proofing’ that she would 

have naturally done. When they review nominations for their talent programmes 

they automatically ensure that the slates are gender diverse and they actively 

ask their suppliers to embed D&I into everything that is being developed.
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Winning supporters also involves engaging with the people that have the ear 

of others and are not necessarily identified in a traditional structural chart. 

Think about those who have different elements of power across the organi-

sation and who may be able to support delivery of the D&I strategy in 

some way.

Some of the areas of power to consider are:

●	 Legitimate power comes from the position a person holds. This is 

related to a person’s title and job responsibilities. You may also hear 

this referred to as positional power.

●	 Connection power is based upon who you know. This person knows, 

and has the ear of, other powerful people within the company.

●	 Expert power comes from a person’s expertise. This is commonly a 

person with an acclaimed skill or accomplishment.

●	 Information power comes from someone who has access to valuable 

or important information processes.

●	 Referent power comes from those who are well liked and respected.

●	 Reward power is based upon a person’s ability to bestow rewards. 

Those rewards might come in the form of job assignments, schedules, 

pay or benefits.

When thinking about external stakeholders, who are the people, governing 

bodies and clients that may well have an influence on your progress, where 

their commitment and engagement would be beneficial and/or their views 

and input are respected by the organisation? For example, the governing body 

for law firms within the United Kingdom, The Law Society, has a clear stance 

on D&I within the sector and expects all firms to sign up to a number of com-

mitments. How can that be used when thinking about the stakeholders and 

the commitment you can leverage from others?

To support the creation of a good overview of the internal and external stake-

holders, an important step is to create a map. There are a number of ways this 

can be done. An example of a basic mindmap of key stakeholders for one 

organisation is included in Figure 7.2.



Building your Team        93

Once a robust overview of the stakeholders has been created, now is the time 

to think about how you are going to influence them and gain their commit-

ment, as well as how they are going to help you do that with others and truly 

become part of the team. This won’t be done as effectively as it could be with-

out the planning and preparation to really get this right.

Once you are clear on who your stakeholders are, think about the following 

for each of them:

	 ●	 What is their level of influence on this agenda?

	 ●	 Who else do they influence that is important to this agenda? For 

example, a governing body may have an important relationship with 

the chair of the company that is important for you to nurture?

D&I STRATEGY
STAKEHOLDERS

INTERNAL

EXTERNAL 

Chair

Non-executive
directors 

Direct reports
of CEO

Marketing

Product
development

Industry D&I
expectations 

Top 5 per cent
investors

Clients

Top 20 per cent
of suppliers
by spend 

Advisory board
to share expertise

Opportunity now

Race for
opportunity 

Stonewall

Business disability
forum

Creating inclusive
cultures

programme 

Industry body

Investors 

Suppliers 

Expert
contributors

D&I steering
group

members

Business
resource

groups-chairs

Business
project

managers 

Membership
organisations

Government

The board

CEO

Divisional
heads

Local members
of parliament

Direct reports of
divisional heads

Communications
team

Governance
team

Performance
management

Employee
relations

Learning and
development 

Reward

Recruitment 

HR business
partnersHR generalists

Dept of business,
innovation
and skills 

Select committee
chair

HR specialists 

HR director

Figure 7.2  Key stakeholders map



94        Taking the leap

	 ●	 What is their current level of engagement and commitment? What 

have you heard them say, what have you seen them do to support 

this agenda?

	 ●	 What is the level of engagement and commitment you would ideally 

like from them? What should they be saying, what should they be 

doing?

	 ●	 What’s in it for them? Why would they do this? Why would this be 

important to them?

	 ●	 What might their challenges be in taking this forward and how do 

you overcome them?

We mentioned in the chapter on creating the case for change (see Chapter 3) 

that for some organisations either the moral, legal or business case would be 

the driving force for them; the same is true for individuals. The art of influenc-

ing for you is to find out what the key drivers are for each individual and focus 

your discussions within that area.

Once you have been able to articulate the responses for each of the leaders 

and stakeholders, create your plan of who you are going to influence to gain 

their commitment and in what order, for example, is there someone on the list 

who would be more appropriate to speak to first so that they are able to  

support you to bring other influencers onboard? For example, someone who 

has ‘referent power’ may be able to encourage others to get involved, given 

they are respected and well liked.

Once the plan has been created it is time for execution. Are there people 

around you who you may be able to share the plan with and gain their views? 

Start with a couple of the discussions with key stakeholders, review after each 

of those meetings and take any learning points from those to fine-tune your 

future discussions and direction.

Remember, the discussions you have are important for a number of reasons. 

First, they are an opportunity for you to share your insights and be seen as 

someone with ‘expert power’. Second, it’s your opportunity to understand 

your stakeholder point of view, listen to them and gain insights as to how you 

can continue to hone your key messages. Finally, this is your opportunity to 

gain their commitment to supporting the progression of this agenda.
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Be very clear on what ‘gaining their commitment’ actually is. For some that 

may purely mean mentioning this in a future speech, for others it may be much 

more hands on or it may be holding their direct reports to account. Be clear on 

what you want to see as a result of their commitment, be clear what the 

employees across all levels would be expecting to see and make sure you don’t 

fall into the trap that many others have fallen into where the words and 

actions of the senior stakeholders just don’t match.

Once you have gained their commitment, do not assume that you can put a 

huge tick in the box for that stakeholder and that relationship. Throughout 

the programme you must continue to build the relationships with each of your 

stakeholders, revisit their commitment and ensure that the relationship is two-

way – that both of you are reaping benefits from it. As you progress further 

into the programme the level of commitment from various stakeholders may 

need to be reviewed and adapted.

Maintaining the appropriate level of professional relationship throughout will 

ensure that you can have those conversations in the future without compro-

mising their level of commitment and engagement.

A word of warning – not everyone who is a leader or a stakeholder with influ-

ence will see the importance of this agenda. Some will continue to wonder 

why they need to change if they have been successful in the past. Be ready for 

the fact that you may well not bring everyone along with you; however, do 

aspire to the fact that those who are not supportive and committed do not 

actively try and sabotage the work you are doing.

Fleur remembers being told by a peer in the market that her CEO acknowl-

edged the D&I agenda and felt that it was important, but that it wasn’t urgent. 

Making sure that people are either positive about this or neutral is really 

important as you can end up expending time and energy on those who are not 

supportive.

Gaining the commitment of your senior leadership team, key internal influenc-

ers and external stakeholders is a critical step to progressing the agenda and 

building your team around you, ensuring what you deliver is sustainable and 

that you encounter minimal roadblocks along the way. The stakeholder map 

you create from the start will continue to evolve as stakeholders come and go. 
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Ensure that you maintain that level of fluidity and identify who your key stake-

holders are for each different part of the journey.

Five key takeaways from this chapter

	 ●	 Invest in good governance at the start as you build your wider team 

and develop your stakeholder map.

	 ●	 Establish good team stakeholder engagement – who are you taking 

on this journey and who is supporting you?

	 ●	 Consider the different power dynamics and how you can use these to 

your advantage when identifying who your stakeholders are and how 

they can influence this agenda.

	 ●	 Articulate the roles and responsibilities of those involved – who is 

responsible for what – and continually hold them to account.

	 ●	 Think carefully about whether you need a D&I steering group. 

Consider the governance required to deliver the strategy and identify 

whether there is an existing group this can report into or whether 

there is an additional requirement.
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Communicating the change
To effectively communicate, we must realize that we 
are all different in the way we perceive the world and 
use this understanding as a guide to our communication 
with others. Tony Robbins, entrepreneur and author

How many of us have worked in an organisation where we don’t feel that 

information is cascaded as well as it could be? How many of us have filled the 

communications void with stories and gossip we have heard from work col-

leagues? The answer is the majority of us!

Communicating effectively and ensuring it is heard and digested by the major-

ity of your employees is easier said than done. A significant element of any 

change is how to communicate to everyone throughout the life of the pro-

gramme and beyond; D&I is no different.

In this chapter we cover creating the right key messages, delivering the right 

communications plan, using the right media and adapting and embedding D&I 

into everyday messages, which are all critical for success.

Creating your key messages

There is an old adage with communication that goes: ‘Tell them what you’re 

going to tell them, tell them and tell them what you have told them.’

Creating a small number of key messages for your D&I strategy and delivery 

plan will ensure that all stakeholders are receiving a consistent and well 

thought through position from your organisation. It is also important to create 

key messages that reflect the themes the organisation is already talking about, 

giving the impression that D&I has a clear place in supporting the delivery of 

the business strategy.
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The key messages you create should share enough information that they can 

stand on their own as a statement. At the same time, they should have a level 

of flexibility that enables the wording to be used alongside other key points or 

be tailored to reflect the personality of the person who is delivering them. For 

example, the style of the message from your CEO may have a different tone to 

the one from your Head of Marketing. If you created a ‘meta-narrative’ when 

creating your overall vision, now would be a good time to take a look at it as 

this will help you create your key messages.

Think about the key messages you would like to ensure are cascaded to your 

stakeholders at every opportunity. Continually review your key messages as 

you work through the delivery of your strategic plan. Test them out with oth-

ers such as your D&I steering group members and other stakeholders to ensure 

they resonate and portray the right message. As you progress and create 

change within the organisation, your key messages should reflect that journey, 

for maximum impact.

Examples of key messages may include:

●	 As a global organisation, it is important that we are attracting, devel-

oping and retaining the best people. This means ensuring our culture 

and values reflect the diversity of our people and the communities in 

which we operate.

●	 We know that having a diverse and inclusive workplace will support 

our strategic vision of expanding into new markets.

●	 D&I has a positive impact on our ability to attract and retain the best 

talent by creating a culture that enables people to be themselves at 

work and makes them want to stay.

●	 Our D&I strategy has been created to respond directly to our 

employee feedback, to support the delivery of our business strategy 

and to take the ever-changing global demographics and expecta-

tions into consideration.

●	 For us, this is not about ticking a box or political correctness. This is a 

business imperative that will support and enable us to better under-

stand and respond to the increasingly diverse requirements of our 

clients.
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Creating and delivering your plan

The aim of the communications plan is to ensure that you are clear on what 

you are saying, when you are saying it and to whom you are saying it to. 

Sounds pretty straightforward, but you shouldn’t underestimate how impor-

tant this is to get your message out there and how difficult it can be at times.

There are a number of ways to create a communications plan and every organ-

isation generally has their own style. Take a look at a number of different 

styles of plan and find a method that works for you.

Linda Holbeche, Founder and Director, The 
Holbeche Partnership

‘The clearer the links between diversity and inclusion and business, the 

better. You have to bring the “win-win” to life. For me, the most 

important group to target is not the very top managers but the layer 

just below. You need to work with that up-and-coming cadre, so that 

when they do get to the top they don’t just reinforce the status quo. 

‘I once worked with a family-owned brewing company. It was a great 

place to work, but people definitely tended to think the same and display 

the same attitude to change. My way in was via the only board member 

that wasn’t part of the family – he could see that there was a need for 

change. I worked with the layer of senior managers just below board level. 

I got them to identify the key issues, and gave them the tools to go off and 

investigate what other people were doing and establish some benchmarks. 

‘It was a simple but powerful exercise, because it made people active 

participants in the process of making the case for change. It took them 

away from their usual environment and exposed them directly to new 

ways of thinking and doing things. Plus they had the confidence that 

came from knowing they were part of a group that would all be advo-

cating for change, rather than being a lone voice. The board got to 

hear these very consistent, evidence-based arguments, and that con-

vinced them to take some steps towards doing things differently, after 

a mere 180 years of everything being the same!’
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Below you will find two examples of what your communications plan might 

look like and the information required:

Example one – focuses on the key updates to share, if this is to an internal or 

external audience and when the communication will be distributed.

What Int Ext When Channel

All Employee Communication Update 

(you said, we did)

●	 Message from Executive Committee 

– the importance of D&I to deliver 

business plan

●	 Launch and implementation of 

revised Equality, Diversity and 

Inclusion Policy

●	 ‘Creating Inclusive Cultures’ 

Programme involvement across UK 

cities

X End Sept

Email 

Video of 

CEO 

Meeting

Twitter and 

Facebook

Example two – focuses on key updates and shares more detail as to who this 

will be distributed to.

What Group Division Employee

Press/ 

Media

MP/ 

Gov Clients Other

Message from 

Executive 

Committee – the 

importance of  

D&I to deliver 

business plan

X X X X X X X

Launch and 

implementation  

of revised Equality, 

Diversity and 

Inclusion Policy

X X X

‘Creating Inclusive 

Cultures’ 

Programme 

Involvement  

across UK cities

X X X X X X X
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Regardless of whatever type of communications plan you decide to use, take 

the following into consideration:

	 ●	 What do you want to say and when – this should be consistent with 

your delivery plan as well as taking the overall organisations 

communications feedback into consideration.

	 ●	 What messages and updates do you want to share with your different 

stakeholders and when?

	 ●	 Who do you want the communication to come from, you, CEO or 

someone else (this will also be influenced by the audience and the 

importance of the message)?

	 ●	 Engage with your internal communications team to ensure the 

timing and key messages are joined up with other planned 

communications.

As you create your plan it is also important to consider how you are going to 

distribute your communications as well as how you will embed into wider 

organisation communications. To progress this effectively there are three 

actions to take:

	 ●	 Build an effective relationship with the communications team.

	 ●	 Increase your awareness of the key business communications – what 

will they say and when are they planned?

	 ●	 Create a number of suggestions for the communications team as to 

how they can integrate the D&I messages into existing business 

communications.

Media channels

The way in which you can share your message has significantly increased over 

recent years with corporate messages being accessed through social media 

channels such as Twitter, Facebook and YouTube. As consumers of information, 

we expect the messages to be given in different ways such as e-newletters, 

podcasts and video.

Social media gives organisations the great opportunity to create dialogue with 

their contacts, find out what their thoughts are and create two-way 

communication rather than purely downloading information. This is a 
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method Charlotte tested when she was challenged to create a campaign called 

#95inclusivetips via Twitter. This was a way of sourcing input and tips  

from followers about what their preferred inclusion nudges were to help create 

inclusive cultures. The project was a success and continues to crowd-source 

ideas of what individuals can do to influence D&I within their organisations.

Charlotte also recalls working with a firm where they encouraged employees 

to share their views on D&I via video. They submitted the videos which were 

then used to influence the future D&I plan and created a video compilation 

every three months with the best ideas including the organisation’s response 

to those ideas. This ensured that employees were receiving communications 

from their colleagues, were engaged in the agenda by sharing their views and 

ideas and it ensured there was two-way communication throughout.

The social ‘universe’, composed of every single digitally connected person, 

doubles in size every two years.1 Social media platforms collectively play a big 

part in what the data consumers create and share with others. For example, in 

any one minute there are:

	 ●	 31.25 million messages posted on Facebook

	 ●	 347,222 new tweets

	 ●	 17,361 LinkedIn profile views

	 ●	 48,611 photos posted on Instagram

	 ●	 300 hours of video uploaded onto YouTube

Given that amount of activity, it stands to reason that organisations should 

harness the power of social media to engage their employees. The challenge 

for many organisations, however, is that many of their technology infrastruc-

tures are not as up to date as the ones many of us use in our everyday lives. For 

example, heightened security firewalls can hinder access to many sites, as well 

as overprotective managers who fear that productive work time could be 

wasted on accessing social media.

Social media is a great resource to engage people in creating more diverse and 

inclusive workplaces and a number of campaigns have gone viral. For example:

	 ●	 Dove created the campaign #SpeakBeautiful to encourage women 

to realise the role their online words play in impacting their 
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confidence and self-esteem. During the 2015 Academy Awards they 

posted a video for the campaign; Twitter technology was able to 

identify negative tweets about beauty and body image and respond 

in realtime suggesting the users think more positively about what 

they say.

	 ●	 #timetotalk raised the profile of mental health on social media 

encouraging people to blog, video or tweet candid conversations 

about mental illness. According to a survey by Time to Change, 47 per 

cent of people aged 21 and under said they find it easiest to talk 

about their mental health problems online.

One other important consideration is how you engage employees from differ-

ent generations. As we know, with the ageing demographic in many countries 

and the desire/necessity to work longer, we are now at a stage where we see 

five generations in the workplace. How you engage each of those generations 

is slightly different and worthy of consideration. The following shares a gen-

eral overview:2

Silent Generation: 1920–1946
The Silent Generation is strong, self-sufficient and prefers to work behind 

the scenes. They are good team players and generally don’t ruffle feath-

ers or initiate conflict.

To effectively engage this group:

●	 Use testimonials and expert endorsements.

●	 Offer them time with others. This group relies on connectedness and 

social activities.

●	 Promote patriotism, teamwork and doing more with less.

●	 Provide detailed directions on how to do something.

Baby Boomers: 1947–1964
Baby Boomers are the first generation to grow up with TV, audio cas-

settes, fast food and credit cards. Today, Baby Boomers hold powerful 

positions in virtually every sector including government, religion, health, 

education and business.

(Continued)
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To effectively engage this group:

●	 Provide knowledge. This group likes to understand the big picture.

●	 Offer them a new experience. This group is adventurous and likes to 

try new things.

●	 Discuss technology. This group spends the most on technological 

products.

●	 Consider communicating via social media. Baby Boomers use 

Facebook, LinkedIn, have smartphones and tablets. They rarely use 

these devices for texting.

Generation X: 1965–1982
Generation X grew up in an era of blockbuster movies, popular music on 

TV, Nintendo, Game Boy Super Mario, Pac-Man, Sony Walkman and cable 

TV. They are moved by images and graphics rather than written words.

To effectively engage this group:

●	 Share images and graphics to gain buy-in.

●	 Deliver what you promise.

●	 Offer suggestions rather than telling them what to do.

●	 Approach these individuals from a global point of view rather than a 

local one.

●	 Steer away from anything that threatens their lifestyle be it political, 

social or business.

●	 Go straight to the point rather than hinting at something.

●	 Let them get to know you and trust you.

Generation Y: 1983–2001
Generation Y currently makes up the largest group in the workforce. 

They have an immense impact on consumer trends and markets in North 

America, Europe and other parts of the world.

To effectively engage this group:

●	 Consider communicating through instant messaging, text and email, 

video conferencing, blogs and social networks.
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As you create and deliver your communications plan, consider the different 

media channels you could use and how you may be able to get your messages 

to a wider audience in a different, more engaging way. 

	 ●	 What media channels are available for the different stakeholder 

audiences? How do these differ internally and externally?

	 ●	 How can the message be delivered differently? 140 characters? Video? 

Podcast?

	 ●	 How can you encourage two-way dialogue rather than a  

monologue?

	 ●	 How can you make it most accessible and engaging?

Adapting and embedding into everyday 
messages

An important part of any effective communications plan is to ensure the key 

messages are included in other organisation-wide communications such as 

●	 Give them feedback on their ideas.

●	 Find a way to get them involved and feeling valued.

●	 Be transparent.

●	 Invite groups of friends to get involved.

●	 Let them communicate with you online for convenience.

Generation Z: 2002 onwards
Generation Z may well emerge to be fastpaced and decisive. They will 

want their information immediately and will have the tools at their dis-

posal to get it.

To effectively engage this group:

●	 Communicate through text and instant messaging.

●	 Realise they are spontaneous and unpredictable. Refrain from 

formality.

●	 Get them to feel like they belong.



108        Taking the leap

messages from the CEO, presentations and external interviews and quotes. The 

more you can work alongside the communications and PR team as well as lead-

ers who speak both internally and to the outside world the better for your 

strategy and delivery plan. 

Getting people to talk about the importance of D&I and how this links back to 

their part of the business without it being perceived as a ‘D&I communication’ 

is very valuable and can be difficult to find. The more you can make this hap-

pen the more it will be seen, over time, as the way that business is done here 

and part of the fabric of the organisation.

There are a number of points to consider as you adapt and embed D&I into 

everyday messages and communications; these include:

	 ●	 Authenticity: Whatever the message may be and whoever this may be 

coming from, it must be authentic and sound like the person or 

organisation that is speaking. It also has to be backed up with actions. 

People can tell when the communications are ‘corporate babble’ 

rather than the messages that a leader really wants to share.

	 ●	 Personal stories: Support the people who this message is coming from 

to create the same meaning in their own words and what this means 

for them and their part of the business. Help them to personalise this 

with little anecdotes, examples and stories to bring out the meaning 

and bring it to life, showing that they are human and understand 

these issues (or want to understand them).

	 ●	 Words that you use: Think about the titles and headings of the 

communications that are sent out. Ensure the wording is focused on 

the actions, outcomes and the vision for the organisation rather than 

about D&I. Charlotte piloted this with a global company she was 

advising. They tested different communications across the different 

countries and divisions with headings such as ‘Diversity and Inclusion – 

impact on businesses’ and ‘The way forward – a message from our 

CEO’. They found, on average, the communications that did not include 

the words diversity and inclusion in the title were significantly more 

likely to be opened and read by employees and other stakeholders. 

Many people, certainly at the early stages of the D&I journey, who 

don’t feel that it has any link back to them or any benefit to them will 

generally discard any communications positioned in that way.
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Communication is a critical element of the overall delivery of any D&I changes, 

so consider who may be able to help you. In Charlotte’s experience the more 

successful change programmes have had a communications specialist as part of 

the D&I steering group, supporting team or acting as a key stakeholder and 

partner to the D&I professional. Consider how this could work within your 

organisation.

One way that Charlotte focused on engaging people at all levels with a client 

was to create awareness events called ‘EPIC – Every person influences culture’. 

Within those events Charlotte shared an overview of what the organisation 

aspired to achieve and why. She then asked individuals to consider a number 

of questions, including:

	 ●	 What does D&I mean for their role in the organisation?

	 ●	 If they could ask senior leaders a clarifying question, what would it be?

	 ●	 What does D&I mean for their team and/or the people they worked 

with?

	 ●	 What are the three actions they could adopt to enable the organisation 

to realise its aspirations in being more diverse and inclusive?

	 ●	 What is the one behaviour they could adapt to enable the 

organisation to realise its aspirations?

	 ●	 If there was one piece of advice they would give others to support 

the delivery of this aspiration, what would it be?

	 ●	 What one thing would they like the company to do differently?

By doing this, employees at all levels actively felt they had a voice and could 

influence what was happening and how it would be delivered. They were also 

personally identifying what part they could actively play in the change.

The responses from each of the events were collated and shared with senior 

leaders and those coordinating the D&I work. On a regular basis these were 

consolidated and shared across the organisation to continue to increase 

engagement and to enable employees to think about the commitments they 

made in those events as well as consider what their colleagues said. These 

events were run on an annual basis to ensure that all employees had formal 

opportunities to share their views and perspectives and continue to feel part 

of the change.
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Five key takeaways from this chapter

	 ●	 Take communicating the change seriously – create a plan.

	 ●	 Tailor the communications depending on who they are coming from 

and, where possible, customise with personal stories; make them 

sound authentic.

	 ●	 Review the key messages and how they are communicated on a 

regular basis.

	 ●	 Over-communicate and use multiple media channels to attract 

different audiences.

	 ●	 Use your words carefully – overuse of D&I within communications 

may limit who reads the messages.



This page intentionally left blank



9



        113

Bias and unconscious bias 
training
Everybody is a genius, but if you judge a fish by its 
ability to climb a tree, it will live its whole life believing 
that it is stupid. Albert Einstein, theoretical physicist

It is unusual to talk about D&I without the terms ‘bias’ or ‘unconscious bias’ 

being mentioned. In this chapter we look at bias in more detail, the impact of 

bias and an overview of bias and unconscious bias training.

The impact of bias

We all allow unconscious bias to impact our decisions – it’s just a fact of life. 

Unconsciously, we tend to like people who look like us, act like us and come 

from similar backgrounds to ours. We all want to think that we are open-

minded; however, our personal history heavily influences how we evaluate 

others. Of course, for survival, often our natural instincts keep us safe – for 

example, we don’t just step in to a busy road to cross over, we don’t put our 

hand on an open, hot grill. However, when we let bias influence our decisions 

at work, we can end up missing real talent and/or great opportunities.

There are many different types of bias (unconscious or otherwise) which can 

impact decision making at different points in the employee life cycle: for exam-

ple, how you evaluate people when going through the assessment process to 

hire someone, handing out special projects or assigning pay increases and 

bonuses. For decades now, writers and researchers have been publishing books 

on unconscious bias and its impact. Academics have developed online bias tests 

that you can take anonymously, such as the Implicit Association Test from Har-

vard University,1 and corporates have spent many millions across the world 

using consultants to teach their people about the impact of unconscious bias 

on decision making.

Most often you hear people referring to ‘unconscious’ bias (rather than 

bias), which is the term you will usually hear when it comes to training and 
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development. ‘Curing’ unconscious bias is sometimes perceived as the silver 

bullet for progressing D&I, which it clearly isn’t. The reason people use the 

term unconscious is usually to try and ensure that an individual doesn’t 

become defensive if you suggest that they are not as openminded as they 

like to think they are. However, we do wonder if we may have gone too far 

with the concept of unconscious bias which protects and even forgives the 

people that should actually be outed for their conscious bias. Some will sug-

gest that for many companies that are new to their D&I journey, they may 

not be at the ‘unconscious’ stage, but more at the ‘conscious’ stage of bias.

A Spanish partner recently shared with Fleur a conversation that she had had with 

two male partners about a woman’s suitability for promotion. The first partner 

said that she was not a strong performer. The second partner said that this was not 

his understanding. He had heard that she was an integral part of a recent pitch for 

new business and had done really well, resulting in them winning the business. 

The first partner then pointed out that she worked part- time. The three partners 

discussed this and concluded that there was no policy that said people working 

part-time couldn’t be promoted. As a last attempt, the first partner pointed out 

that she would be turning 40 the following year, so was too old to be promoted. 

We are not sure that any of this conversation could be classed as unconscious bias, 

but there was certainly something going on that was clearly bias.

Fleur was at a conference in Abu Dhabi listening to the EMEA and Latin American 

head of HR for Roche speaking. She told the story of being in the car when she 

was young and her mother was driving. Her mother knew she was going to 

sneeze. She tried to stop it, but eventually she did sneeze and she swerved the car 

nearly causing an accident. The little girl asked her mother whose fault it was and 

her mother said it was hers – she knew it was coming, she couldn’t stop it, but she 

was able to correct the impact of the sneeze. This HR specialist suggested that we 

think about unconscious bias as a form of brain sneeze. We know it’s going to 

happen, we often can’t stop it happening, but we can mitigate its impact.

What is bias?

Let’s take a step back and look at what unconscious bias actually is. Our brains 

are processing so much information at any one time that we need a system to 

work out what is and isn’t important. Our brains are hard-wired to make 
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these decisions based on past experience and current perceptions. However, 

when we are under pressure, for example working on a task or to a deadline, 

we are most susceptible to the influence of unconscious bias. This can result 

in, for example, making an unfair judgment about a person’s ability which 

could significantly impact future decisions made about them.

There are many different types of bias. Take for example the impact of affinity 

bias during recruitment, which is about being ‘similar to me’. This can lead us 

to like people we are interviewing just because they appear to be similar to 

ourselves. There is confirmatory bias which leads us to look for evidence that 

confirms our beliefs or judgements about someone and ignores evidence that 

contradicts those beliefs. If you believe that working mothers are less commit-

ted to their career than women with no children, without realising it, you could 

draw inferences from their comments and actions that back this belief up.

The following is a list of some of the more common biases:

Name Description

Ambiguity effect The tendency to avoid options for which missing 

information makes the probability seem ‘unknown’

Anchoring The tendency to rely too heavily, or ‘anchor’, on one 

trait or piece of information when making decisions 

(usually the first piece of information that we acquire 

on that subject) 

Bandwagon effect The tendency to do (or believe) things because many 

other people do (or believe) the same. Related to 

groupthink and herd behaviour

Bias blind spot The tendency to see oneself as less biased than other 

people, or to be able to identify more cognitive 

biases in others than in oneself

Cheerleader effect The tendency for people to appear more attractive in 

a group than in isolation

Framing effect Drawing different conclusions from the same 

information, depending on how that information is 

presented

Hindsight bias Sometimes called the ‘I-knew-it-all-along’ effect, the 

tendency to see past events as being predictable at 

the time those events happened

(Continued )
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Name Description

Negativity effect The tendency of people, when evaluating the causes 

of the behaviours of a person they dislike, to 

attribute their positive behaviours to the 

environment and their negative behaviours to the 

person’s inherent nature

Observer-expectancy 

effect

When a researcher expects a given result and 

therefore unconsciously manipulates an experiment 

or misinterprets data in order to find it 

Outcome bias The tendency to judge a decision by its eventual 

outcome instead of basing it on the quality of the 

decision at the time it was made

Stereotyping Expecting a member of a group to have certain 

characteristics without having actual information 

about that individual

Consider when any of the above biases have played a part in your decision-

making. Were you aware they were having an impact? If so, what did you do 

to mitigate the impact, if anything?

Pauline Miller, Head of Diversity and 
Inclusion, Lloyd’s of London

‘Bias is something that we all have, as the result of our background, 

environment, personal and work experience and family values. 

Unconscious bias is what happens when those influences come into 

play and affect our behaviours and decision making without us being 

aware of it.

‘In the workplace the impact of bias is most often seen when people 

are making decisions about other people, for example, who to pro-

mote, who to send on a long-term assignment, or who to bring into 

the organisation. These are decisions that affect people’s careers.

‘At my last company, a global financial services provider, we initiated 

a programme that aimed to tackle unconscious bias and stop it getting 

in the way of building a diverse and inclusive culture. We knew there 
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was a strong commitment at the top, among senior leaders, and at the 

bottom through strong grassroots involvement in employee networks, 

but it felt like the message was getting a bit lost in that middle layer.

‘That was borne out by the results of our employee engagement sur-

vey, which highlighted a need to support middle managers in devel-

oping the skills they needed to engage with their employees and 

create more inclusive working environments. We developed two pro-

grammes: a basic e-learning session for all employees; and a dedicated 

programme for middle managers aimed at helping them to under-

stand and recognise bias and develop some techniques for managing 

it in themselves.

‘The training comprised a single 90-minute session. Up to 50 people 

from across our global offices could take part at any one time, via 

Webex. Sessions were led by a facilitator and included lots of opportu-

nities for breakouts and discussion between the participants. Embed-

ding bias training was a key objective from the start and so the training 

became a mandatory module for recruiters, participants of our man-

ager development programme and also for our senior executive pro-

motion committee. Of course, a one-off session isn’t enough to change 

behaviour, so follow-up was really important.

‘We developed a range of tools, including a set of video vignettes that 

proved to be a very powerful resource. They were structured in such a 

way as to give insights into what was going on in the protagonists’ 

minds and to really highlight the points where bias kicked into the deci-

sion-making process. Managers found them really useful as a refresher, 

for example when they were about to go into an interview situation.

‘We also set up an online community, which has thrived. Managers 

have used it to discuss their experiences and share practical tips. One 

manager explained how, following the training, he decided to switch 

to doing all first interviews by phone rather than face-to-face. It made 

him aware of how his own bias was getting in the way of evaluating 

candidates in a truly objective way. Speaking on the phone removed 

some of those barriers, and created a more level playing field.

‘Subsequent surveys showed that levels of engagement were higher 

among those managers that had done the training. They were also 

(Continued )
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more likely to stay with the company. A year after the training 

launched, the company introduced three-year goals regarding the 

number of women in senior roles, so we were able to measure pro-

gress against those too and found a significant increase of female rep-

resentation on management teams and at senior levels within the 

organisation.

‘We realised though that, despite the positive feedback, the pipeline 

was still not growing as quickly as we would like. The issue was one of 

accountability: how do you actually make sure that people are demon-

strating values and behaviours that create a more inclusive environ-

ment? We decided to expand the unconscious bias training to all 

employees, including those with no line management responsibilities. 

That way everyone is aware, not only of their own behaviour, but of 

other people’s too. I really feel that if you want to bring about that kind 

of profound cultural change, you have to make everybody a part of it.’

There are different ways to help people counterbalance their bias, such as:

	 ●	 Pause and think before making a decision.

	 ●	 Always review your decisions and those of others for objectivity and 

stereotyping.

	 ●	 Know the drivers of your decisions – are you judging someone on 

style rather than their outputs?

However, it is also important to look at your people processes at each stage of 

the employee cycle to identify whether there is bias already embedded. For 

example, a common barrier is often the online graduate recruitment system. In 

many organisations if you don’t have a first or 2.1 degree, you are automati-

cally rejected from the process.

Fleur once worked with a talented chemist who had not been able to complete 

her degree finals because she had narcolepsy and the stress of exams brought 

on a life-threatening attack. Her university was happy to say that all of her 

course work indicated that she could achieve a first, but of course this was of 

no help with an online application process.
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As we have already said, what we know about unconscious bias is that there is 

no ‘cure’ for it, but by raising people’s awareness about the impact of bias, 

research shows that if this is front of mind when people are making decisions, 

the impact can be reduced, although this is not thought to be permanent and 

is something that has to be continually worked at.

Other examples of bias could include:

	 ●	 not offering a high-profile project to a team member because it will 

involve some long days and your star performer is already struggling 

with childcare and her partner travelling (you may be right and your 

decision was made with the best of intentions, but it is for the 

individual to make the choice)

	 ●	 entering an office where there are three men and a woman and 

making the assumption that the woman is the junior– we know it 

sounds like a dated example, but it still happens

	 ●	 questioning why someone has asked for the assessment centre 

documents to be produced in Braille because surely they won’t be 

able to do accounting if they can’t see 

	 ●	 giving a higher bonus to the man rather than the woman because she 

won’t care as much as her male counterpart as she is not the main 

breadwinner

	 ●	 not recruiting a woman to your small team, because she is newly 

married and you figure that she is likely to want to take maternity 

leave in the next couple of years

	 ●	 not wanting to employ someone with a disability because they may 

have a high level of sickness

	 ●	 requiring your teams to be in the office, because you are not 

convinced that they will be working hard if they are at home.

Some years ago, HSBC produced some thought-provoking adverts which beauti-

fully summed up how our own life experience fuels how we look at the world. 

They were made up of a series of pictures. One example was a picture of a tent 

with ‘holiday’ written over it next to a picture of the deck of a cruise ship with 

‘hell’ written over it. They were the flipped around with ‘hell’ written over the 

tent and ‘holiday’ over the cruise ship. Would you find camping fun or would 

you prefer to be on a cruise? It’s the same premise in the workplace: do you put 

a lot of value on how someone dresses in the office – could you be misled by 
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the calibre of a person because they are smartly dressed in a suit, rather than a 

casual pair of jeans?

Coca-Cola produced a marketing campaign that showed a picture of the iconic 

red Coca-Cola can, but there was a difference. They removed the brand. Instead 

they included the caption ‘remove labels’. They focused their campaign on 

how we naturally want to add labels to everything, including people and 

wanted to challenge that thinking.

Bias and unconscious bias training

There is value in most training if you can engage with your audience, but in our 

experience, a lot of unconscious bias (UB) training is fun at the time, but has little 

lasting impact or any clear impact measures to demonstrate its success. It’s great 

for raising awareness, and research tells us that there is a direct correlation 

between awareness raising and a decrease in bias, but you have to do this regu-

larly and give reminders at important decision-making stages; otherwise it doesn’t 

stick. Given the opportunity, our brain is quick to revert to whatever is most com-

fortable – our brains are cognitive misers, finding ways to save on time and effort.

In a webinar that Fleur attended, Dr David Rock, a neuroscientist, pointed out 

that if you have a brain, you have bias and he suggested that the best you can 

do is to raise awareness of this, rather than spend a lot of money on training 

that has little long-term impact. People tend to like UB training – it’s intellectu-

ally engaging, it’s relevant both inside and outside the workplace, it validates 

the things that we see people do and, by calling it ‘unconscious’, you are not 

pointing the blame at anyone. However, the downside of this training can be 

that, too often, people become aware of everyone else’s bias but not their own.

Rock says that there are 50–150 different types of bias and questions how you 

can possibly start to train everyone in all of them. He suggests the answer is to 

focus on your people processes and where bias might be impacting rather than 

trying to train out the individual’s bias. That said, we have both seen and expe-

rienced some good bias training that at least raises awareness, even if the 

impact is quite short term. 

For example, at EY, they have a web-based learning tool (WBL) that reminds 

managers about how bias impacts decision making. They are asked to complete 
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it once a year just before the annual performance management cycle. On the 

whole this had impact, but the real shift in results was seen when this training 

was accompanied by the use of an excel spreadsheet during the review, nick-

named ‘Just in time’. The performance rankings were input into the spreadsheet 

as they were agreed in the meeting, in real time, so there and then the review 

committee could check the distribution and equity of the ratings by gender.

This WBL itself presents the statistics that show where bias may be impacting, 

introduces some short exercises with overarching messages such as the fact 

that we can all be looking at the same thing and seeing something different, 

gets people to think about language and how easy it is to stereotype – for 

example, she doesn’t say a lot in meetings so may not have leadership quali-

ties. It also looks at what can drive bias – for example, working under time 

pressure and then helps the individual think about how they can challenge 

themselves and others.

Live workshops can also be fun if they are interactive, and what appeals about 

this approach is that we are ‘all in this together’. It’s not about minorities and 

different groups, it’s about how our brain works and the impact this has on our 

view of the world. The challenge around delivering unconscious bias training 

and the perceived impact this will create should not be ignored. There have 

been numerous occasions when Charlotte has heard employees after leaving 

this type of training joke about the fact that ‘as my bias is unconscious there is 

nothing I can do about it because I don’t know I’m doing it’.

In the Harvard Business Review article ‘What Facebook’s anti-bias training pro-

gram gets right’2 it highlights that raising awareness of bias and unconscious 

bias (as many training programmes do) is not enough to create the desired 

change and is not the primary answer to enabling change. The article argues 

that to enable change any interventions should support employees to:

	 ●	 accept that bias affects them

	 ●	 enable them to raise their concerns about the consequences and

	 ●	 ensure they are willing to learn to replace their tendencies to act on 

bias.

Critical to all of this is enabling employees to discuss and consider when bias 

has had an impact on their actions and decision making. For example, what 
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does bias mean when thinking about the pay increases in your team or who 

you decide will get involved in that really exciting project that has just landed 

on your desk? Without anchoring this back to how people behave and make 

decisions in everyday aspects of their life, anything you deliver on unconscious 

bias will be an expense without any significant impact on creating a more 

inclusive culture. 

Five key takeaways from this chapter

	 ●	 We all have unconscious bias and sometimes it can be helpful.

	 ●	 Not all bias playing out in the workplace is necessarily unconscious.

	 ●	 There is no ‘cure’ for someone’s bias and training only raises 

awareness; it doesn’t eradicate the issue.

	 ●	 The key is to find ways to protect your business and people processes 

from the impact of UB.

	 ●	 Awareness raising needs to be repeated and ideally linked back to 

critical decision-making activities such as promotions and recruitment.
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Talent management – 
recruitment to career 
development
Employees who believe that management is 
concerned about them as a whole person – not just an 
employee – are more productive, more satisfied, more 
fulfilled. Anne M. Mulcahy, former Chair and CEO, Xerox Corporation

Every stage of the employee life cycle (Figure 10.1) has the potential to be 

derailed from an equality, diversity and inclusion perspective by either your 

business or people processes (or at times both): for example, something as 

basic as your recruitment marketing literature. If the people you feature are all 

young, white men and women, you are portraying a message to the older 

generations, the ethnic minority community and others that this isn’t a place 

where they are likely to find many role models or even feel that welcome. 

Some derailers are easy to solve, such as the example just used, but others are 

deeply embedded in how your business thinks about and manages its people.
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Figure 10.1  Employee life cycle
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In the following two chapters we look at the different stages of an employee’s 

life cycle through a D&I lens, to identify where the key challenges are that 

require consideration and, at times, require change. This chapter focuses on all 

elements from joining the company to career development.

Fleur remembers in a previous organisation using an external consultant to 

review their leadership competency model through a diversity lens. The con-

sultant produced two full A4 pages of feedback covering the aspects that 

would be worthy of change. However, after going through it point by point, 

the organisation concluded that if you changed too much of the current oper-

ating model, it would be so sanitised that no one would relate to it. The art of 

all of this is finding the right balance.

In addition to this it is critical to make sure that you have identified and 

engaged the relevant in-house specialist to partner with you on each element 

of the employee life cycle. For example, you may be working with your com-

munications or marketing teams for external branding or your HR generalists 

for delivering the performance management process.

Recruitment
Pre-hire and your organisation’s brand

It is easy to be too casual about your external brand and the messaging that 

you send out to the general public through a number of different ways – 

through how you promote senior role models, create thought leadership, 

share news on innovative new benefits and your use of imagery and pictures.

Many organisations now spend a great deal of time and money achieving 

high rankings as employers of choice with organisations such as Universum, 

who measure the brand strength of a company on campus with the gradu-

ate population. Fleur’s talent lead in the United Kingdom tells a great story 

of a man that had offers from all of the ‘big four’ to join their graduate 

scheme. He chose EY, because they were the only one of the accountancy 

firms that featured in the top three of the Stonewall ranking for gay-friendly 

employers.

Research shows us that it costs a company more to attract and hire someone if 

they have a weak employer brand. When positioning your company externally, 
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ensure your images and pictures are as diverse as possible, reflecting the com-

munity that you are trying to attract. For example, for some people looking at 

a picture of a white male rowing team will leave them with the impression of 

a strong, ambitious, potentially macho culture. For others, it will leave them 

with the impression that the organisation is not open for business with them.

Senior role models can be incredibly powerful, particularly when they talk about 

their difference. Think for example of Tidjane Thiam, (former CEO of the Pruden-

tial in the United Kingdom and, at the time of writing, CEO at Credit Suisse). He 

was one of very few BAME executives in the FTSE100 and the first Black CEO of a 

FTSE100. As described in The Telegraph:1 ‘His path to the top has been, in its way, 

as fascinating as that of his peer Barack Obama, with whom parallels have, inevi-

tably, been drawn. An exotic heritage, stellar academic ability, and ambition 

have combined to create a leader in whom the expectations of many reside, in 

the business community, and in Africa. He has often spoken on a personal level 

about the impact of his ethnicity and the way that can cause people to stereotype 

him. When he appeared on Desert Island Discs, one of his record choices was Ste-

vie Wonder’s “Heaven is 10 zillion years away”, with the line “why must my col-

our black make me a lesser man, I thought this world was made for everyman”.’

Think of Sheryl Sandberg (whether you agree with her ‘Lean In’ approach to 

women, work and the will to lead or not)2 who has taken the world by storm on 

the gender debate, and Inga Beale, who became CEO of Lloyd’s of London in 2014. 

She has spearheaded the drive to force the insurance industry to put D&I at the 

heart of their vision to be a truly global industry. In late 2015, Inga Beale stated at 

a Business Federation event in Japan: ‘An inclusive workplace is the very founda-

tion of what we need for innovation as the world changes like never before. We 

are facing an economic revolution on a par to the industrial revolution of the 18th 

Century, but on a greater scale. There is a need to be evermore innovative and 

evermore inclusive. Diversity in my mind is the very foundation of innovation.’

Of course, not all publicity is good publicity. Marissa Mayer, as CEO of Yahoo, 

certainly put them on the map for her stance on flexibility when she announced 

an end to working from home, and many were shocked to read that both 

Apple and Google offer their employees the benefit of getting their eggs fro-

zen if they are planning to delay starting a family! Hitting the right note or 

pitching at the right level is not always easy, but for many companies the 

impact can be expressed in hard currency if they don’t get this right. Whether 

you are going to market to attract the best talent to your organisation, look-

ing to get the highest engagement from them when they are with you, or 
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hoping to capture their spending decisions, you must appreciate the many dif-

ferences that influence the engagement of different communities and your 

brand says it all.

The following are some areas to consider in pre-hiring:

	 ●	 Know your target audience and how to effectively connect with them.

	 ●	 Review the imagery of your internal and external literature, for 

example, recruitment, annual business report.

	 ●	 Identify your brand ambassadors and champions: what are they 

saying and how are you using them?

Accessing the talent pool

Recruitment is such a powerful route to increase the diversity of your work-

force and there are a wealth of ways to access the talent pool, but it can also 

work against your overarching diversity strategy. We have often come across 

organisations who are some years in to their D&I journey and are seeing a 

positive impact on the strength of their leadership pipeline. They are promot-

ing more minorities to senior positions, but they are diluting the diversity of 

the pool with the non-diverse candidates they are hiring.

Depending on the size of your organisation, there are many different routes 

to market and it can be difficult to pinpoint where the process is weakest. 

Where there are budget constraints there is usually a reticence to use third-

party providers for attraction and recruitment. This can lead an organisation 

to consider sourcing their new hires via word of mouth, some calling this the 

‘friends referral’ scheme. If you don’t have a diverse workforce to begin with, 

the likelihood of receiving diverse referrals from this network is minimal.

Many agencies tend to purely act as a conduit for CVs and in the days when 

discrimination was more overt, many were quite open about deselecting some 

CVs based on demographics such as gender, nationality or ethnicity. Agencies 

might be OK for high-volume recruiting, but be mindful of the diversity of the 

candidates they are putting forward as well as the employer brand they are 

portraying of your company in the market. You often hear of candidates say-

ing that they just felt processed, and when they weren’t successful they were 

rejected with no relevant feedback – they are likely to associate that experi-

ence with your brand rather than directly with the recruiting company.
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There is also the headhunting community to consider. Some are genuinely engaged 

and want to source the most diverse pool of talent for their client; some just want 

to fill the role and get out with their fee. We have identified two key challenges:

	 ●	 The business wants the role filled fast so they are not interested in 

giving the headhunter the extra time to really trawl the broadest 

talent pool.

	 ●	 The headhunter is assessing the ‘best fit’ for the client through their 

own, potentially biased lens. Often this lens is too narrow and some 

suitable, less ‘traditional’ candidates can be overlooked.

Many companies now ask for diverse candidate slates, sometimes by setting a 

target, but still too often, the overarching policy at the leadership level doesn’t 

translate down to the activity of the hiring manager. The firm is saying how 

committed they are to receiving a diverse slate of candidates, but the manager 

just wants to fill the slot – ideally with someone similar to the person they are 

replacing. This is an example of a real dilemma for organisations to ensure 

their message and commitment from the top is enacted throughout.

Research by Boris Groysberg3 actually shows us that senior women moving roles 

are more successful in their new roles than their male counterparts. Published 

in the Harvard Business Review, it suggests two main reasons for this:

	 ●	 High-performing women build their success on portable, external 

relationships – with clients and other outside contacts – unlike men.

	 ●	 Women considering job changes weigh up more factors than men do, 

especially cultural fit, values, and managerial style. These strategies 

enable women to transition more successfully to new companies.

When using third-party providers, consider the following tips:

●	 Make sure they are aware of your commitment to receiving diverse 

candidate lists. Discuss with them where they will source their candi-

dates from and how.

●	 Consider including at least one organisation that specialises in sourcing 

diverse candidates. In many geographies, this is quite straightforward 

for gender, but less so for other communities such as disabled people or 

people wanting to work flexibly.

(Continued)
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In one organisation that Charlotte worked with she developed a number of 

expectations for the business to use when working with search firms. The 

search firms were expected to report back to the organisation on a quarterly 

basis on how they were performing against their diversity expectations, and 

there was always a veiled threat to the companies that, if they were unable to 

perform without a very clear and acceptable reason for a lack of diversity, they 

would be in fear of losing their business.

An example of the expectations can be found below:

●	 Make sure your provider is committed to helping candidates prepare 

for interview.

●	 Make sure that they are up to speed with your focus on D&I and can 

talk to candidates about your progress.

Recruitment agency/search firm – diversity 
requirements
Our organisation is an equal opportunity employer and strongly believes 

in the value of a diverse workforce. As one of these trusted partners, we 

would request that you undertake the following:

●	 Provide evidence to us that your organisation and those involved in 

the candidate recruitment process are well trained in the legislation 

relating to equal opportunities. In addition, provide evidence that 

your agency considers diversity, inclusion and bias within its training 

and development processes for its staff and supports the ethical and 

business case for diversity.

●	 Regularly assess the diversity composition of candidates on your 

books and take steps to make your agency more attractive to under-

represented groups if necessary.

●	 Promote diversity and are actively trying to achieve it (e.g. workshops; 

presentations; forums).
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Another approach is to get the recruiter to conduct a market-mapping exercise 

to identify what talent is where. It can be quite impactful to show your hiring 

manager just how rich the pool is, but again you need the commitment of that 

manager if you are going to turn the names on the list into actual hires. 

Another positive outcome of doing this is that you are able to start building 

effective relationships with the identified talent which, in time, may result in a 

hire. When we talk to headhunters, they always say that, in general, it takes 

longer to engage with a woman and support her through the hiring process 

than it does a man.

Targets are also a topic that requires some careful positioning and at times 

both your business and the headhunter will push back. One well-known global 

headhunter once pushed back on agreeing to work to gender targets on the 

grounds that they couldn’t guarantee the gender of the candidates even if 

they said they were female! On the whole, professional and sophisticated pro-

viders are happy to agree to a percentage or minimum number of minority 

candidates on every long list – often varying by geography and sector.

●	 The shortlist for every role must have a representation of both men 

and women as well as candidates from diverse backgrounds.

–	 If you are unable to comply with the above on a specific role, then 

we require an explanation as to why.

–	 We do not expect the quality of the candidates to be compro-

mised in order to meet the representation.

–	 There will be a quarterly review of performance on the above 

metric, and we expect that you will be able to provide us with 

statistics for all roles that you have been instructed on.

●	 If advertising a role on our behalf, ensure that the wording is inclu-

sive and states that we are an equal opportunity employer that values 

diversity and is committed to creating an inclusive workplace.

●	 As we look to increase the proportion of women and diverse talent in 

mid-senior level roles within the organisation, we are open to seeing 

strong CVs on a speculative basis.

●	 Agencies that fail to meet with the above requirements on two 

successive quarters may be terminated.
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At the time of writing this book, Lloyds Banking Group had announced that 

they were ‘banning all male shortlists’. They instructed their providers that they 

wanted a minimum of one-third of total submissions to be made up of suitably 

qualified female candidates and that no shortlist will be progressed until this 

objective is met, without exception. There was much talk about whether this is 

legal or not (and of course it will depend on geography), but certainly in the 

United Kingdom most lawyers believe that it is perfectly legal as long as you are 

addressing the specific issue of the under-representation of women.

It isn’t legal though to ask for all-female shortlists (unless the nature of the 

role dictates that it can only be done by a woman). This was confirmed in 2014 

when Charlotte was asked to conduct an independent review for the UK Gov-

ernment Secretary of State. She was asked to look at the part that executive 

search firms played in identifying and hiring more women into board posi-

tions. During her research she interviewed a number of stakeholders including 

FTSE 100 chairmen, investors, industry bodies, women who were actively look-

ing for board roles and the search firms themselves.

Her findings led to her making ten recommendations covering the organisa-

tions, investors and search firms. One recommendation covered the notion of 

all-women shortlists and she asked for clarification from the Equality and 

Human Rights Commission (EHRC). The EHRC said that it was illegal to pur-

posely create an all-female shortlist for a role if there were men qualified and 

able to do the job. This gave clarity that had been missing for some time.4

The following are the ten recommendations from ‘Women on boards – volun-

tary code for executive search firms – taking the next step’. A number of the 

recommendations are relevant for organisations regardless of the level they are 

hiring to and should consider how these could be adapted to meet their needs.

1.	 Search firms should, in collaboration with their clients, discuss each 

woman on the long-list and aim to have at least one woman whom 

they would ‘strongly recommend’ the client should meet and put 

forward onto the shortlist of all executive searches for board positions.

2.	T he original voluntary code should be considered as the minimum 

standard and search firms should create an advanced code including 

how assessment should be made as to whom should become part of 

the advanced tier.
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3.	T hroughout the interviews there were numerous discussions relating 

to what happens at each stage of the search and hiring process e.g. 

long-list, short-list and hire. Search firms should be encouraged to 

capture this information and to share their statistics with Government 

as and when requested.

4.	 Through the analysis of the search firms’ websites only 25% stated 

their commitment to the voluntary code. Only 12% shared any data 

to show their success rates of hiring women to board positions.

a.	 Search firms should be more overt on their websites, marketing 

literature and when talking to clients about their commitment.

b.	 Search firms should be encouraged to share their hiring data as 

well as some narrative and case studies of successes.

5.	 Search firms are ultimately there to deliver the requirements of their 

clients. To this end all FTSE 350 companies should challenge the search 

firms further to deliver against the codes provisions. Companies 

should include a statement in all search contracts or agreements 

clearly articulating they will comply with all aspects of the voluntary 

code and explain if unable to do so.

6.	 Some stakeholders continue to argue there are an insufficient 

number of ‘board ready’ women with the required skills for a FTSE 

350 role. A database of women with the skills to take a FTSE 350 

board position should be created. The database would be in addition, 

and complementary, to what is already available with the aim of 

connecting board chairs with talented women.

7.	T hrough the interviews a small number of the more enlightened 

investors were actively asking FTSE organisations what they were 

doing to create more gender diversity within the board. However, 

a number of the investors may well have limited knowledge about 

diversity and what good looks like.

a.	 The investor community should play a more active role on this 

agenda and challenge businesses further on their plans and 

actions to create more gender balanced boards

b.	 Information for the investor community on why gender diversity 

is important on corporate boards, including the right questions to 

ask, what they should be looking for and what a good response 

sounds like should be created.

(Continued)
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It is, however, perfectly legal to partner with organisations that focus on sourc-

ing candidates from specific minority communities. Sponsors for educational 

opportunities (SEO) in the United States and United Kingdom work with BAME 

students to secure them internships, ideally leading to a graduate entry offer. 

Another example is a UK charity called Action on Disability that partners with 

organisations to secure internships for people with severe learning disabilities.

Martin Swain, former Vice President of 
Global Employee Relations, Inclusion and 
Diversity, GSK

‘This will be the fourth year that GSK has run Project SEARCH – that’s 

four cohorts of young people whose lives have been changed, and 

who have made a huge difference to the workplace. It really has 

exceeded their expectations in every way.

  8.	T hroughout the interviews there were a number of discussions 

regarding the 30% long list and ‘women only shortlists’. There have 

been differing legal opinions as to the ability to request ‘women 

only shortlists’ as an appropriate means to redress the balance on 

boards. The Equalities and Human Rights Commission (EHRC) should 

create the appropriate guidance required.

  9.	T here is limited visibility of the code and those interviewed found it 

difficult to find the code or details of the signatory search firms. To 

ensure this has clear prominence a section within the Government 

(BIS) website should be created to publish the code, the signatories 

and case studies of how the code is working in practice.

10.	T he FRC UK Corporate Governance Code stipulates ‘the search for 

board candidates should be conducted, and appointments made, on 

merit, against objective criteria and with due regard for the benefits 

of diversity on the board, including gender’. The Voluntary Code for 

Executive Search should be referenced on the FRC website and within 

the FRC Guidance on Board Effectiveness when it is next updated.
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‘The idea is very simple: it’s to give young people aged 17 to 24 with 

severe learning disabilities the experience and practical support they 

need to prepare for work. In this case, GSK take a group of 12 each 

year, starting in September and finishing in June. GSK provide class-

room space, laptops and work experience, while the local college, 

West Thames, provides a tutor and a London-based charity, Action on 

Disability, provides a job coach.

‘During their time with the company, the young people do three 

three-month stints in different parts of the business. The focus is on 

what is called standard repeatable tasks – delivering mail, cleaning, 

working in the restaurant or staff shop, or updating spreadsheets. 

There’s a lot of variety, and GSK ensure that the roles are visible and 

involve lots of interaction. This is absolutely not about the jobs other 

people don’t want to do. It’s about identifying the strengths and tal-

ents these young people have and giving them an opportunity to put 

them to good use.

‘At the end of the year, the company has a graduation ceremony. It’s a 

real celebration. After that, the job coach will carry on working with 

them to help them find employment. So far, GSK has a success rate of 

about 70 per cent, which is incredible when you consider that these 

are young people who would probably never otherwise have found 

work. Some of them stay with GSK – they have one young man work-

ing on reception, one in the hygiene team, two in IT contracts and a 

young woman working in the gardens.

‘Although that’s the main point of the programme, there are so many 

other benefits. The young people grow so much in confidence. They’re 

mainstreamed from the start – so suddenly they have a whole new set 

of role-models. They are seeing new ways of behaving and interacting 

with people, and they start to follow suit. They’re gaining skills for life 

as well as job skills.

‘Other employees have learned so much too. GSK realised in the first 

year that they needed to offer more guidance and support, and to 

help them understand that this programme is about drawing out tal-

ent, not philanthropy. They ran a short training session setting out the 

vision, and explaining the behaviours they needed to demonstrate. 

(Continued)
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For example it’s very important to be absolutely crystal clear and literal 

in your communication, and to be punctual!

‘For GSK, it is a way of really bringing the corporate focus on disability 

to life. Being truly disability confident means experiencing it, working 

alongside it and making it part of everyday life. It’s spurred the com-

pany on to start looking for talent in other places that they would not 

have looked before. Finding talent isn’t just about fitting people into 

a cookie cutter. Project SEARCH has helped to open their minds.’

There is a small not-for-profit organisation in the United Kingdom called Rare 

Recruitment that works in the legal sector and focuses on identifying and men-

toring students that would not usually secure an offer through more tradi-

tional routes. They have developed a really interesting ‘contextual recruitment’ 

approach. This means taking a more holistic view of the candidate, in addition 

to the raw academic scores, looking at the socio-economic challenges of the 

individual and what they have overcome to achieve their grades.

Specialisterne, was set up in Denmark works across the globe, and originally 

the majority of their employees had a diagnosis on the autism spectrum. They 

partner with organisations to recruit people with autism who excel as business 

consultants on tasks such as software testing, programming and data entry for 

the public and private sectors. As well as helping source the individual, they 

will mentor them through the application and induction process and, if 

needed, come in and train the team they will be working with. In Russia there 

is a programme called ‘Path to Career’ which runs an annual competition for 

young disabled professionals. Finalists take part in a competition and attend 

training in CV writing, self-presentation and teamwork.

Two approaches that have caught our eye which support engaging with a 

diverse pool of candidates through a non-traditional route, are ‘on-ramping’ 

programmes and ‘return to work internships’. On-ramping is where an organi-

sation reaches out to people who have left their profession for a number of 

years (off-ramped) and are now keen to return (on-ramp). The terminology 

comes from an early piece of research conducted by the Centre for Talent Inno-

vation5 that identified how problematic it was for women to get back into the 
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workforce after taking a career break. The concept can be used for any group 

who find themselves out of employment for various reasons.

In response to that research, in 2005, Lehman Brothers launched a global pro-

gramme called Encore. They hosted a day that was a mix of presentations from 

different areas of the business talking about changes in the last five to ten 

years, a session on storytelling – helping the attendees to rethink their CVs and 

the rich experience they had gained during the time that they were out of the 

workforce and finished with a previous ‘on-ramper’ sharing her top tips.

Internship programmes for returners are usually for a fixed period, but, if 

structured properly, they can still give the individuals a rich and rewarding 

experience. Morgan Stanley recognises that successful careers can be fluid and 

don’t always follow a traditional path. They have created a ‘Return to Work’ 

programme that welcomes individuals back who have had a career break. This 

is a 12-week paid internship where participants are placed in roles based on 

their skills and interest. At the completion of the programme, some will be 

offered full-time roles. If this doesn’t work out, at least they have gained 

recent experience to draw from for their next opportunity.

If you are relying solely on direct, online applications, the first rule is to make 

sure that your website is fully accessible, which you can do using a website such 

as Berkeley Web Access6 or contacting the Business Disability Forum.7 By ‘fully 

accessible ‘we mean the content generated, such as PDFs and infographics, are 

accessible to people with a range of different disabilities. Second, make sure 

that your job specifications and online selection techniques are appropriate for 

the role and that people are not rejected for trivial reasons that don’t relate to 

the role. For example, it could be something as basic as the ability to change 

font size, or something more complicated such as online testing that doesn’t 

take in to account the challenges of dyslexia.

Once you have navigated and accessed the talent pool, the next step is to 

effectively assess that talent.

Effective assessment of your candidate pool

In terms of the actual assessment process, make sure that anyone recruiting 

is aware of the impact of their bias on decision making as well as having 



138        Taking the leap

undertaken some form of D&I awareness training over the last couple of 

years. Structure your questioning around competencies (which of course 

need to be bias free) and regularly track the diversity of your intake so that 

you can identify where there are potential barriers. Some forward thinking 

companies have started to move on from competency-based interviews which 

look at previous experience in certain situations to strength-based interviews 

to find the most suitable person for a job based on what that person enjoys 

doing and is therefore good at.

Dan Richards, Head of Recruitment,  
EY UK & Ireland

‘We’ve been using a strengths-based approach to assessing applica-

tions since 2009. All candidates applying for a graduate, undergradu-

ate or school leaver role are assessed against eight strengths: 

adaptability, analysis, collaboration, drive, growth, pride, managing 

relationships and work ethic. By focusing on strengths, we get a clearer 

picture of what people like to do and what motivates them – which 

tends to go hand in hand with what they are good at.

‘We validate the process each year, talking to candidates, partners and 

key stakeholders, and feeding our learning back into the process. 

We’re constantly monitoring and checking to see that the process is 

actually delivering the number and calibre of candidates we need. 

What we’ve found is that there is a strong correlation between the 

strengths we’re testing and future exam success. We can see that this 

is working in terms of helping us identify the right people, with the 

skills, aptitude and temperament to do the job. It’s working in terms 

of giving us access to a wider pool of talent.

‘We’re now looking to take that a step further, by removing academic 

criteria for applicants. In the past, we’ve required candidates to have 

at least a 2.1 in their degree, or 300 UCAS points – equivalent to three 

Bs at A-level. Of the 25,000 applicants we receive each year, we esti-

mate that around 4,000 to 5,000 are immediately screened out by that 

requirement. That’s cutting us off from a large group of candidates 
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who may very well have the strengths we need. It’s interesting to note 

that the evidence linking academic performance to subsequent exam 

success is very weak.

‘The academic criteria also has a disproportionate impact on specific 

groups. For example, research shows that students from Afro-Carib-

bean backgrounds are more likely to end up with a 2.2. We also know 

that there’s a strong link between socio-economic background and 

academic achievement. Again, that’s narrowing the talent pool, based 

on criteria that isn’t necessarily a strong predictor of future success.

‘Universum, an employer branding consultancy that focuses on build-

ing strong links between students and companies, did a really interest-

ing piece of research. They asked 42,000 students across Europe, 

Middle East, India and Africa (EMEIA) about diversity and inclusion in 

the workplace: What did it mean to them, and what did they expect 

from an employer of choice? The number one priority issue was eth-

nicity and the second most important issue the students identified was 

socio-economic background. I think it’s really important that we are 

seen to be focusing on and taking a lead in this area.

‘Getting rid of the academic screening is a big leap forward in terms of 

further eliminating bias from our recruitment process. It doesn’t mean 

that we won’t be looking to attract candidates with a high level of 

academic attainment, rather it means we will be giving an equal 

chance to all candidates including those whose strengths may lie in 

areas other than academia.’

A helpful guide to inclusive questioning and getting the best out of your can-

didates comes from R.B. Miller and S.E. Heiman’s book, New Conceptual Sell-

ing.8 They highlight five different types of questioning:

1.	T o get new information – to force you to listen and accept the 

reality of current data; it helps you clarify the other person’s needs, 

expectations and desired results

2.	 To get confirmation – to validate your data or reveal inaccuracies or 

assumptions about what you thought was true

(Continued)
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Open questions require more than a yes/no response and are particularly effec-

tive when followed up with probing questions – for example, ‘Can you tell me 

more about?’ Or behavioural questions – for example, ‘Talk me through how 

you engaged the team.’

Avoid closed questions (Do you prepare for meetings?)

Avoid leading questions (I assume you would …)

Avoid multiple questions (How would you deal with … (a), (b) or (c)?)

In addition to how you structure your questioning, you should also think about 

the setting the candidates are being assessed in. Some companies, particularly 

at the graduate level, favour assessment centres. These in themselves can be 

stressful for some candidates and stop them performing at their best. People 

with certain social styles, for example, introverts, may end up feeling over-

whelmed with the intensity of the activities. However, the structure of an 

assessment centre can be positive if the exercises are really testing the indi-

vidual’s suitability for the job. As Binna Kandola says, it is important that the 

candidate doesn’t feel that they are being assessed for rejection rather than 

recruitment.

One example of a sector that went to great lengths to ensure that they were 

hiring the best talent from the broadest pool is the arts sector. Two professors, 

Cecilia Rouse and Claudia Goldin, completed a study that confirmed the exist-

ence of gender-biased hiring by major symphony orchestras.9 To counteract 

this they adopted the ‘blind audition’ approach. This is when the identity of 

3.	T o assess attitude – to identify the other person’s values, attitudes and 

feelings

4.	T o action commitment – to help you identify your current position in 

a discussion by identifying what action the other person is willing to 

take to move things forward

5.	 To probe basic issues– to help you identify specific concerns that could 

result in no action being taken.
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musician is hidden as they audition behind a curtain. They were even asked to 

take off their shoes so that the interviewers didn’t hear the click of heels.

Blind auditions had a significant impact on the face of symphony orchestras. 

About 10 per cent of orchestra members were female in 1970, compared to 

approximately 35 per cent in the mid-1990s. Rouse and Goldin attribute 

approximately 30 per cent of this gain to the advent of blind auditions.

The following are areas to consider during recruitment:

	 ●	 Understand the impact of the different routes to market on your 

talent pipeline.

	 ●	 Be clear on your asks of your external headhunters and search firms 

and hold them accountable.

	 ●	 Ensure the whole interview process and in particular the questions 

asked are inclusive.

Performance management

We haven’t yet come across a performance management process that is entirely 

bias free and fully effective. However, there is a lot that you can do to counter-

balance human influence and subjectivity within the performance manage-

ment process.

When considering this the first step is to make sure that individuals are 

clear about what is expected of them in their role. This would include their 

key objectives, how they will be assessed against them and any areas for 

development.

The SMART10 model is a helpful way to develop effective objectives and is used 

by many organisations. The S usually stands for ‘specific’ and M stands for 

‘measurable’. Then depending on who is using it the other three letters can 

vary.

●	 Specific – target a specific area for improvement.

●	 Measurable – quantify or at least suggest an indicator of progress.

(Continued)
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Historically, many organisations underpin their process by having a mid-year 

and year-end review. More recently, this approach is being revisited to reflect 

the research available on what ‘millenials’ expect from their employers.11 Put 

simply, in addition to flexibility and the ability to work collaboratively, they 

want much more regular feedback on their performance; they prefer on-the-

spot feedback rather than waiting for the usual organisational process. Part of 

this process should include 360-degree feedback, which can be gathered anon-

ymously if required.

When using 360-degree feedback, you always have to be mindful of the situa-

tion that is being commented on. Some people have a limited view of others 

and their feedback can be impacted by this. Or they might put more or less 

value on someone’s style and experience. To bring this to life, think about the 

following example.

Jane is relatively quiet during a meeting. Someone observing this could start to 

add their own meaning – surely she should be saying more as she is a manager. 

They might make the assumption that she has nothing valuable to say or she is 

just not assertive enough, which could lead them to conclude that she can’t 

lead a team. On the other hand, with a different frame of reference, the man-

ager could decide that Jane is insightful, is a good listener, has a good under-

standing of the issues and is an important member of the team.

The observable data is the same; it’s purely being assessed with a different 

frame of reference. The way that someone speaks at meetings can affect the 

way that their confidence and competence are judged by others, as well as 

who gets heard and who gets the credit.

Style is something that research shows us can heavily influence the way some-

one conducts themselves in a performance review and how the assessor draws 

their conclusions. For example, men and women often show their ambition 

●	 Assignable – specify who will do it.

●	 Realistic – state what results can realistically be achieved, given avail-

able resources.

●	 Time related – specify when the result(s) can be achieved.
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differently. A manager may conclude that a woman isn’t ambitious because 

she is not displaying the behaviours that they would expect of an ambitious 

person. The female’s behaviour can be more ‘low key’ and this is translated as 

the woman having low confidence which equals lower ambition, ability, lead-

ership potential and promotion readiness.

This is often not the case – women express their ambition differently. Women 

are also prone to using different language to men in their performance 

reviews. Research conducted in 201112 showed that managers tended to think 

of their male team members’ success as being attributable to skill and their 

failure due to bad luck, whereas for women they tended to attribute their suc-

cess to luck or the task being easy. The bottom line is that many women are 

less comfortable than their male counterparts with self-promotion and overtly 

publicising their achievements. They can be disarmingly honest about  

their weaknesses and their perceived failures rather than their successes and 

achievements.

This can also apply to ethnic minority communities. In Sylvia Ann Hewlett’s US 

research, ‘Leadership in your midst: Tapping the hidden strengths of minority 

executives’,13 she highlighted how BAME professionals often hold leadership 

roles outside of work, serving as pillars of their communities. However, they 

chose to keep this side of their life invisible from their managers, resulting in 

employers losing out on a great source of untapped potential.

The following are areas to consider in performance management:

	 ●	 Ensure everyone has robust, clear and transparent objectives they can 

be measured against objectively.

	 ●	 Focus on outcome over style during the discussions and decision-

making process.

	 ●	 Make sure that your current performance management process is 

future proofed for what most engages and motivates your workforce.

Progression and promotion

In 2012, McKinsey conducted some interesting research into 17 professional 

services firms.14 They found that whilst hiring and retention were areas that 

should be tracked, the key issue in a company for women was career velocity 
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– for example, the time it took for a woman to be promoted versus the time it 

took their male counterparts. In law firms, the men were ten times more likely 

to move from graduate to partner than their female counterparts. In the 

accountancy firms they were three times more likely.

There will be a number of reasons for this, as with many of the issues we are 

discussing, but if you couple this with the same research finding that at every 

level more men than women are leaving, you can see a pattern of committed, 

loyal, women becoming stuck at one level whilst their male counterparts move 

up the hierarchy faster. This is something that should be reviewed closely. If 

you have the data, a good exercise would be to look at how many years it 

takes on average for each of your people to get promoted to the next level.

Depending on how promotion decisions are made, you should think about the 

impact of bias, unconscious or otherwise, in the process:

	 ●	 Is your promotion criteria free from bias?

	 ●	 How do you define high potential?

	 ●	 Have all the candidates been given the same feedback? If not, why?

	 ●	 Have all the candidates had the same level of sponsorship? If not, 

what as been the impact of that?

We have often heard it said that at times it is easier to move employer to get 

the next promotion than stay at the same organisation, which just shouldn’t 

be the case.

In one organisation Charlotte was keen to understand what was happening in 

the promotion decision meetings. The nominations for promotions were gener-

ally split 30 per cent female and 70 per cent male; however, the final promotion 

data showed that 95 per cent of all employees proposed for promotion that 

specific year were going to be men. She gained agreement from the regional 

CEO for her to sit in all promotion discussions and even got the opportunity to 

video one of the them (with the agreement that the video would be erased 

before leaving the room). Once the decisions had taken place Charlotte asked 

a number of questions of the attendees about any bias they may have had that 

would have affected their decisions. They all claimed, of course, that they were 

making decisions purely linked to the information that was given to them. With 

this, Charlotte played various elements of the video back to them which showed 

examples of where bias had played a part in their discussions and, therefore, 
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their decision making. There was one particular example where a senior leader 

stated that the woman would be ‘grateful for the promotion’ and ‘the man 

would leave if he didn’t see the commitment from us’. A number of those in the 

meeting were surprised that they had let discussions such as these slip through 

without challenge and committed to review the decisions made before leaving 

the room. It was powerful for them to see how they interacted within the meet-

ing, what they said to each other and what influenced their decisions. The 

review resulted in 25 per cent of those gaining promotion that year being 

women, a significant increase from the original number of 5 per cent.

Fleur remembers an interesting exercise that a business unit completed at one  

of their Continental European offices. They asked a third party to sit in and  

observe the promotion panels. Some of the feedback was fairly predictable, for 

example, the dangers of how individuals were presented by their sponsors. The 

challenge being that some sponsors were natural orators, enabling their candi-

dates to be ‘sold’ more effectively than their peers. The language used throughout 

the panel was referenced – apparently throughout the course of the discussion, 

the women were often described as ‘girls’ whilst the men were described as  

‘men’. The observers’ question to the panel was ‘who promotes a girl to MD?’

The following are areas to consider in progression and promotion:

	 ●	 Review your promotions process to ensure there are no barriers and 

bias present.

	 ●	 Ensure that everyone who is part of the process has some form of 

diversity, inclusion and bias training and awareness in advance.

	 ●	 Analysis the career velocity of individuals as they progress.

Training and development

We focus on leadership development programmes and inclusive leadership 

training in the chapter on inclusive leadership development (see Chapter 13); 

however, on the general topic of training, there are three areas you should 

consider from a D&I perspective:

	 ●	 the logistics of training events

	 ●	 the content of the training

	 ●	 how you select the people to attend.
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Logistics of training events

The logistics of training interventions can be a barrier for some people. 

Whether its local or global training, you should consider the community you 

are targeting and whether they can all access the programme(s). For example:

	 ●	 Is the programme residential which could rule out people with caring 

responsibilities or some flexible workers?

	 ●	 Does the timing clash with an important religious holiday such as Eid?

	 ●	 Does it entail travel on a Friday which might be impractical for a 

Jewish person who needs to be home before sundown or someone 

from the Middle East, whose weekend is in fact Friday and Saturday?

	 ●	 Is the venue and supporting materials for the programme fully 

accessible for people with any form of disability? Are the supporting 

materials available in advance?

Content of training events

The next consideration is more about how the content of the training will be 

delivered and how equalities, diversity and inclusion have been thought 

through. It is always helpful to walk through the content of a training pro-

gramme and consider the following:

	 ●	 Are your organisation’s key messages on D&I embedded throughout 

the training content?

	 ●	 Are case study content and characters diverse?

	 ●	 Do the course exercises such as team-building take into account any 

form of disability, for example dyslexia?

	 ●	 Are individual style preferences such as introvert or extrovert taken 

into account when developing the content?

Charlotte remembers working in an organisation where they were keen to 

include an extreme assault course within their training events as a form of 

team-building exercise. She kept reminding them that any exercises needed to 

be inclusive and flexible enough to be adapted for people with different levels 

of abilities. She continued to outline that team building was about the whole 

team and not purely for those who were fit and able enough to complete the 

course. This advice did seem to be ignored until one day the organisers of the 



Talent Management – Recruitment to Career Development         147

event had to significantly change the whole course when a colleague with a 

prosthetic limb attended the event and was unable to climb a rope ladder! This 

could have been avoided.

Selecting the people to attend

The other factor to consider is who will attend the events. This is highly impor-

tant when we factor in the importance of training and development for future 

career progression.

	 ●	 What is the process to collect nominations – is everyone involved who 

should be?

	 ●	 What is the selection criteria – is it consistent and bias free?

	 ●	 Do you routinely sense check the nominations to ensure they are 

diverse and reflect the community they are aimed at?

Fleur can remember the launch of her organisation’s first global talent pro-

gramme, and one of the geographies only submitted men to attend the event. 

The learning and development team reviewing the long list spotted the issue 

and went back to the country asking them to review their nominations, who in 

turn resubmitted a more diverse list. This was treated as business as usual – no 

intervention was needed from the D&I team which is ultimately what you are 

trying to achieve.

It is important to work closely with the learning and development team to 

ensure all of the above are embedded into their thinking.

Virtual training

Delivering training virtually is commonly used when people are spread across 

different offices. It is a form of delivery to consider, but it is not always ideal. It 

can be a challenge to keep everyone engaged and contributing to the training 

and too often the individual on mute, if using conference call facilities, is dis-

tracted by emails, office conversations or the interesting video on YouTube. 

Developments in technology and how we communicate have advanced signifi-

cantly with webinars, Skype and videoconferencing improving the interaction 

you can have with others when you are not physically with them. However, this 
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can impact the level of engagement you may get in some forms of training and 

development. It can be effective for things like compliance training, but more 

difficult to get right for developmental training (but not impossible).

When Fleur first started thinking about rolling out a female-specific leadership 

programme for her high-potential managers, she piloted a modular pro-

gramme virtually with a group of women who were spread across geogra-

phies. Feedback told her that whilst the women appreciated being targeted 

for development, they struggled to open up at a personal level with other 

women that they didn’t know and couldn’t see.

If you are using virtual training within your organisation, be clear on the type 

of training you are using it for and gain feedback from attendees as to how 

inclusive it has been – did they feel engaged and were they able to contribute? 

Also, make it as interactive as possible to keep people from being distracted.

	 ●	 Consider the length of the session to maximise the level of 

concentration throughout.

	 ●	 Ensure that everyone has a voice, by both inviting verbal and written 

input and questions.

	 ●	 Share documents as pre-reads so that people have time to absorb and 

reflect.

Many organisations conclude training and development events with feedback 

forms to gain an immediate reaction to the event – some call these ‘happy 

sheets’. As you embed D&I throughout, it is important to reflect on how this is 

being delivered to employees – do they feel that the training venue was fully 

accessible? Did they feel they were able to contribute to the discussions 

throughout the events? Consider how you can factor some of those questions 

and comments into any feedback opportunities that are available.

The following are areas to consider in training and development:

	 ●	 Revisit your approach to the design and delivery of your training 

through an inclusive leadership lens.

	 ●	 Consider the appropriate use of virtual training.

	 ●	 Ensure D&I is factored into the evaluation of the training and 

development.
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Five key takeaways from this chapter

	 ●	 Ensure any third-party providers used to deliver your employee 

processes are aware of your stance on D&I and are actively supporting 

and enabling delivery.

	 ●	 Take a step back – consider how D&I factors into each element of the 

employee life.

	 ●	 Start where the energy is within the employee life cycle – for 

example, if you are in the middle of the performance management 

cycle identify how you can integrate D&I in to it.

	 ●	 Ensure D&I messages are factored into all employee communications 

and all branding is diverse.

	 ●	  Celebrate and share all good practice across the whole HR 

community and other important contacts and stakeholders.
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Talent management – 
reward to exit

High performing companies should be striving to 
create a great place for great people to do great work. 
Marilyn Carlson Nelson, Co-CEO Carlson Holdings

In this chapter we continue our review of the employee life cycle (Figure 11.1) 

through a D&I lens, and focus on the elements from reward to finally exiting 

the company.

Reward – pay and benefits

For many organisations ‘reward’ is made up of a number of facets. This can 

well be a combination of basic pay, performance bonuses and benefits. Within 

all of these elements D&I should be considered. This will mean different things 
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Figure 11.1  Employee life cycle
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to different organisations depending on your policies, practices and processes. 

The challenge when thinking about this globally is that usually the only demo-

graphic data that can be consistently collected is on gender and, at times, age. 

Therefore different countries will need to develop the breadth of their 

approach in relation to the data available.

Pay

All organisations will have their own pay structures. Some are bound by legis-

lation and/or negotiated with bodies such as works councils and most are 

driven internally by the role an individual does and their job grade or rank.

In an ideal world all organisations would agree to the philosophy that men 

and women doing equal work will get equal pay, and in some countries it is 

illegal not to pay a woman the same as a man if they are doing the same job. 

However, in the 2015 Global Gender Gap Report from the World Economic 

Forum,1 they projected that it’s going to take until 2133 for the gender gap to 

close. The gender pay gap is the difference in an organisation between men’s 

and women’s average salaries.

The gender pay gap can be impacted by a number of factors: for example, the 

choices that women make in their careers, with a concentration of women in 

lower-paid occupations; women being less likely to progress to senior roles and 

a lack of flexibility or access to affordable childcare. The good news is that the 

gap is narrowing, but it is slow. In the European Commission’s 2014 report they 

found that the gender pay gap had stagnated at 16.4 per cent across Europe.2

In what many have called a bold move, the UK government announced in 2015 

that by spring 2018, companies with more than 250 workers have to publish 

their gender pay gaps. At the time of this decision, the gender pay gap in the 

United Kingdom was 19.2 per cent3 and woman on average earned around  

80p for every £1 earned by a man.

We are yet to find a global organisation that regularly completes a gender pay 

review consistently in every country that they operate in. It tends to be a topic 

that organisations turn their attention to when they are some way in to their 

D&I journey. This is due partly to the complexity of conducting a proper review 

and partly to the concern of what they might uncover and the obligation to 

address the situation.
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In addition to the above, there is some interesting research from Linda Babcock 

and her colleagues.4 She is a Professor of Economics at Carnegie Mellon and she 

showed that men’s and women’s approaches are often different when it comes 

to opening negotiations. Her research highlighted that women tend to initiate 

negotiations four times less often than men and ask for about 30 per cent less 

when they do negotiate.

When it comes to opening negotiations, there are also higher social risks for 

women than men. Babcock looked at pay rises, resources and promotions and 

found that men and women got very different responses when they initiated 

negotiations, based on the perception that women who asked for more were 

‘less nice’. Babcock went on to do more research with Hannah Riley Bowles and 

Here are some of the suggested reasons we have seen for pay gaps:

●	 Women’s work is undervalued – jobs requiring similar skills, qualifica-

tions or experience tend to be poorly paid and undervalued when 

they are dominated by women rather than men.

●	 Performance evaluation which drives pay levels and career progres-

sion may also be biased in favour of men – for example, more value 

can be attached to responsibility for a specific project than to respon-

sibility for good people management.

●	 Segregation in the market – women and men being predominant in 

different sectors, some being lower paid than others and women 

being under-represented in managerial and senior manager 

positions.

●	 Traditions and stereotypes – for example, fewer women studying 

maths, science and technology at university.

●	 Balancing work and private life – for example, being on a flexible 

working arrangement, taking maternity/paternity/parental leave.

●	 Direct discrimination – where an employee or prospective employee 

is less favourably treated because of their race, sex, marital status 

(including civil partnerships), religion, sexual orientation, gender 

reassignment, age, disability, pregnancy or maternity.

●	 Unconscious bias impacting the evaluation of an individual’s perfor-

mance and the setting of performance ratings.
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they found that, while both men and women were penalised for negotiating, 

the negative effect for women was more than twice as large as that for men. 

This may go some way to explain women’s reluctance to negotiate for better 

pay, and their success rates. 

The following gives some top tips that should be considered as part of 

your checklist when planning a gender pay review:

●	 Make sure you understand the equalities legislation in relation to 

terms and conditions of employment in each country.

●	 Make sure that your pay system is transparent – that everyone under-

stands how each element of their pay contributes to their total 

earnings.

●	 Try and have one pay system for all your employees.

●	 Base your pay structure on an objective evaluation of job demands 

and re-evaluate regularly.

●	 Limit local managerial total discretion over all elements of the pay 

package.

●	 Check salaries on entry to the organisation and on entry to grades. If 

men are starting on higher salaries than women, then you may be 

importing pay discrimination.

●	 Check rates of progression within and through the grades.

●	 Make sure that you have a range of flexible working options that are 

accessible to all.

●	 In countries where there is paternity or shared parental leave, encour-

age colleagues to use it.

●	 Carry out regular checks to ensure that the various elements of your 

pay package still reward what they are intended to reward.

On this topic to date we have focused on base pay; some organisations also 

have a performance bonus culture as part of their remuneration offering. At 

worst this can make the pay landscape less equitable so many of the above 

principles apply to your bonus process in addition to pay review.
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Benefits

In addition to core benefits such as annual leave, sickness absence and pension 

contributions, there are many different options that an organisation can 

choose to include in their benefits packages such as car allowance, gym mem-

bership and critical health cover. We will not go into a long list of benefits in 

great detail; this is to give you a sense of what should be on your radar from a 

D&I perspective.

Benefits are rarely consistent across a global organisation because in many 

cases the starting point is what local legislation states. Take for example the 

amount of maternity or paternity leave that is available (if in fact you offer 

paternity leave at all). In the United States you are not necessarily guaranteed 

maternity pay. In the United Kingdom, with the appropriate length of service 

you can take up to 52 weeks’ maternity leave and some European countries 

enable you to take up to three years. In some cases, having the right to return 

to your previous role is part of the legislation.

Of course many organisations will enhance the legal amount for maternity pay 

and there are several global organisations that are particularly generous 

because they understand the business case. Vodafone offers all new mothers 

sixteen weeks’ paid maternity leave across the globe and full pay for women 

working a reduced 30-hour week for the first six months when they return 

from maternity leave. They took this move after commissioning a survey which 

showed the cost of doing this far outweighed the cost of losing talented and 

experienced staff. This shows a clear example of where a company has created 

their own business case as to why progressing issues such as this will have a 

positive impact on the business.

That said, even enhanced maternity pay doesn’t necessarily work from a reten-

tion point of view. Fleur met a lady who enjoyed ten months’ maternity leave 

on full pay at a consultancy, but she always knew that she wouldn’t go back 

after her maternity leave because she did not want to do the travel that her 

job involved. When it was time to return, she handed in her notice and took a 

job elsewhere.

Enhanced paternity leave and pay (where applicable) are far less common. This 

does in itself compound the issue that women are still expected to take the 
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major share of childcare, at least in the early years. In 2015 the UK Government 

implemented new legislation to enable partners to share their parental leave 

in the first year of the child’s life. This move gives parents choice over how they 

decide to share the responsibility of caring for their child, as well as balancing 

their requirements and interests at work.

There has been a mixed response to this legislation. Some organisations have 

given the absolute minimum benefit required by law and others have used this 

as an opportunity to mirror the generous benefits they already offer women 

going on maternity leave. At the time of writing this book, the initial review of 

the take-up of shared parental leave by men was low, approximately two per 

cent of those who were eligible. Other countries ahead of the United Kingdom 

have said it could take up to ten more years to see a shift. Although the law 

may have changed, there is still some way to go to change organisational and 

societal cultures to make it second nature that the other parent would be able 

to take time out from their career to spend more time with their child. Of 

course, when both parents share the care of their children, this will result in a 

major mindset shift that will work in favour of women in the workplace.

When reviewing your benefits to make sure that there is no inequity across 

your employees, also think about how they apply to partners, including same-

sex partners. This is particularly important when you look at how you move 

employees to different countries during the course of their career. Areas to 

consider include:

●	 How you support the application for visas/immigration

●	 What employment support is available, for example, usually in the 

form of a budget that can be used for integration and job hunting for 

the partner

●	 Cost of living benefit

●	 Flights

●	 Shipping, for example, furniture and other personal possessions

●	 Language/cultural awareness training

●	 Home leave/visiting your country of origin

●	 Tax preparation assistance
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It’s also worth checking that an employee can do their own research in to what 

is available for them and their partner without actually having to share infor-

mation they may not want to, such as ‘outing’ themselves as LGBT.

Health insurance is another benefit that can unearth some challenges, for 

example, in relation to gender reassignment. Most of the insurers we have 

come across will not offer health insurance that covers gender reassignment. 

The usual reason they give is that they don’t cover ‘cosmetic surgery’. A solu-

tion one global technology company came up with was to take out a global 

policy through the United States who do cover this: however, more work needs 

to be done to establish consistency.

You will have noticed that we have not talked about flexibility/flexible work-

ing here because we do not believe that flexibility should be classed as a ‘ben-

efit’. We will cover that in more detail in the chapter on new ways of working 

(see Chapter 14).

The following are areas to consider in reward, pay and benefits:

	 ●	 Work through the above checklist to scope out conducting an equal 

pay review.

	 ●	 Consider the diversity of your employee base – ensure your benefits 

are equitable, applicable and accessible to all.

	 ●	 Ensure details of benefits are easily accessible for all staff without 

needing to ask.

Leaving organisations

Many organisations expect a certain level of turnover and it arguably gives you 

the opportunity to improve the diversity of your workforce. In our experience, 

there are many missed opportunities when it comes to how you treat the per-

son leaving the organisation. For example, many don’t have a face-to-face exit 

interview and we’ve heard of examples of employees being ignored as soon as 

they hand over their resignation letter.

Some of the poorer practices are driven by the myths and assumptions that 

managers believe as to why people leave. Take, for example, the myth/assump-

tion that all female leavers do so to start a family. Of course, that will be the 
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reason for some, but for most, it’s a combination of reasons. They may have 

just come back from maternity leave, noticed they have been overlooked for 

promotion, yet a male peer has progressed and decide they don’t trust the firm 

to deliver a long-term career to them.

If your organisation conducts any form of exit information gathering, it is 

important to look carefully at your data. Consider the types of questions you 

may want to ask within this process: for example, ‘I felt that I was able to pro-

gress my career in the company’ and identify whether you are able to analyse 

the data by different demographic groups. This is a great time to dispel some 

myths as well as gain valuable insights into what your ‘points of pressure’ may 

be. As mentioned earlier in this chapter, when McKinsey conducted their 

research into the 17 professional services companies, they found that at every 

level, more men than women left.

Some other examples of good practice we have seen in relation to positive and 

strategic management of leavers are: (i) alumni networks, (ii) pre-retirement 

programmes and (iii) training of senior leavers to take up non-executive direc-

tor positions.

Alumni networks

Some companies think about their leavers very innovatively and develop 

alumni networks or look for other ways to stay connected. The theory behind 

creating such a network has a number of possibilities. The individual might 

decide to rejoin the organisation at some future point in their career – often 

known as ‘boomerangs’. They may now be working for a client or a potential 

client, they may send their friends your way and, if nothing else, you want 

them to be good ambassadors in the market for you. The whole boomerang 

approach is similar to the concepts of on-ramping and internships which have 

been covered under the recruitment section.

One organisation that has created a global alumni network is Barclays plc. 

Their network is supported by a team that regularly publishes updates to the 

network on what is happening within the company as well as profiling what 

ex-colleagues have gone on to achieve since leaving the company. They also 

hold a number of events each year where alumni members are invited to talk 

about their life after Barclays. Although some may be concerned that this may 
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encourage current employees to leave the company and explore other oppor-

tunities, it does suggest a pride that Barclays still has for previous employees 

and an interest in what they have achieved since leaving.

Pre-retirement programmes

Reaching this stage in your career is both exciting and daunting. For many who 

have worked for the majority of their adult life, considering a time when they 

suddenly don’t have an employer pulling on their time can be a huge cultural 

shift. Some organisations have recognised this and responded by creating pro-

grammes of support to aid the transition.

Some programmes may be a way of giving the employee access to financial 

advice to consider what they might do with their pension and to continue to 

be self-sufficient in retirement. For others these can be as advanced as:

	 ●	 introducing the concept of phased retirement where the employee 

could consider slowly reducing their hours over a set number of 

months or years so that they can adjust to the additional personal 

time they will have

	 ●	 making personal coaching sessions available for employees to explore 

what they would like to do in the future, such as finding new hobbies 

or gaining a non-executive position

	 ●	 connecting the employees to others who are due to retire over the 

coming years, enabling them to build a network of contacts and 

colleagues they can discuss this life transition with.

Non-executive director (NED)

In many countries across the world, we have seen government pressure for 

organisations to get more women on their boards. Some have set quotas, for 

example, France, Spain and Norway. Others have raised the profile of this 

topic, for example, the United Kingdom with the support of organisations 

such as 30% club5 and Women on Boards.6 As individuals start to think about 

their retirement, forward-thinking organisations are including some infor-

mation about NED roles in their pre-retirement planning workshops or infor-

mation packs. A typical workshop would include an overview of board 



160        Taking the leap

governance, the role of the NED, how you shape your CV for such positions 

and where to look for them.

Depending on where someone is located, there are various routes to explore – 

workshops run by third parties (e.g. the FT) or companies (such as Deloittes), 

headhunters and forums.

Taking a NED role is a good way of phasing into retirement as the roles are 

usually on a part-time basis, are sometimes paid and have significant authority, 

which is a consideration for those leaving senior positions in their organisa-

tion. This also enables the individual to draw from their skills and knowledge 

acquired throughout their career.

The following are areas to consider in leaving organisations:

	 ●	 How can you gather the most insightful information from those 

leaving the organisation as to why they are leaving? Think creatively 

as exit interviews may not always be practical.

	 ●	 Is the exit data giving you some valuable insights? Are certain types of 

people leaving the company, for example, from a certain age group?

	 ●	 How can you continue to engage and stay connected to those leaving 

the organisation? This can have a positive impact on your brand as 

well as potentially create a pool of people who may decide to come 

back to work for the organisation in the future.

As you will see from the last two chapters, there are many different touch 

points in an employee life cycle. Our aim was to signpost a number of ‘hot 

spots’ and share some food for thought rather than attempt to focus on any 

one particular place in great detail.

Five key takeaways from this chapter

	 ●	 Continuously review and improve your business practices and people 

processes – continuous improvements will ensure D&I is robustly 

embedded.

	 ●	 Capture data and insights across the employee life cycle to continually 

identify ‘points of pressure’ and areas of focus.
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	 ●	 Take advantage of external debates and agendas to drive internal 

progress – for example, the recent pay transparency focus in the 

United Kingdom, United States and Australia.

	 ●	 Ensure line managers and leaders are clear on their responsibilities 

when considering D&I throughout the employee life cycle.

	 ●	 Continually develop and improve your knowledge – find out what 

other organisations are doing and what you can learn from their 

insights.
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Networks

Alone we can do so little; together we can do so much. 
Helen Keller, author and political activist

It would be impossible to write an essential guide on creating and delivering 

an impactful D&I strategy without including employee networks. For close to 

two decades they have been a key part of many organisations’ activities, and 

for most of those organisations they have been positioned as a critical part of 

the D&I agenda. Take JP Morgan Chase & Co for example, who at one time 

boasted over two hundred employee network chapters globally, or Accenture 

with thousands of employee resource groups in 120 offices around the world. 

Employee networks can be big business.

This chapter works through many of the key areas that should be considered 

when deciding, regardless of the size of your organisation, if and how to pro-

gress down this path, both from a global and local perspective. We focus on 

what networks are, how to get them up and running and how to measure the 

impact and return on investment.

Our thoughts and suggestions in this chapter are relevant for those who have 

created a number of networks in the past and would like to revisit and reflect 

on how they are progressing. They are also aimed at both an organisation that 

might want to start a network and a group of employees that want to set 

something up at a grass-roots level for the first time.

What are networks and why build them?

The Oxford English Dictionary defines a network as ‘a group or system of inter-

connected people or things’. On a less formal basis, most of us network daily 

to do our jobs effectively. What we are talking about here is a more formal 

approach to gathering people into a community – usually in person, but it can 

of course be virtually.
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Size can vary greatly and can be anything from a handful of people meeting 

informally to discuss a particular topic, for example, Christianity in the work-

place, to a global LGBT network that has the same name wherever you are in 

the world and the same core principles.

What’s in a name?

Throughout this chapter we reference ‘employee networks’ and appreciate 

that this may not fully define, in some people’s view, what their network actu-

ally is, or what they actually want it to be. In the early days of D&I they were 

called just that, ‘employee networks’. However, over time the terminology has 

changed to – affinity groups, employee resource groups (ERGs) or business 

resource groups (BRGs).

Although we can, too often, get tied up in the terminology and can be swayed 

by the trends of where the more recent thinking may be moving, you will be 

doing your community a disservice if they are not defined properly.

Arguably, employee networks, affinity groups, ERGs and BRGs are all one and 

the same. However, we thought it would be helpful to define each in a little 

more detail to help crystallise where you and your organisation are with your 

thinking:

	 ●	 Employee network/Affinity group: These are groups of employees 

who join together in their workplace based on shared characteristics 

or life experiences. They are generally there to (i) provide support,  

(ii) enhance career development and (iii) increase networking across 

the organisation.

	 ●	 Employee resource group: These are much the same as employee 

networks. In addition to the above, they move more towards 

becoming think-tank type groups that directly impact the organisation 

and are seen as a resource that can be tapped into in order to 

influence the ‘employee’ experience. For example, many organisations 

encourage their ERG members to become involved in their graduate 

recruitment activities and profile what it is like to work there.

	 ●	 Business resource group: These are similar to ERGs. In addition, they 

are a resource for the business to tap into to gain perspectives and 
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influence what they do for the workforce, clients and consumers. 

Their different insights, points of view and perspectives can be 

translated into solutions to meet organisational objectives across 

channels, brands and business units.

	 ●	 Inclusion network: For organisations that have clearly stated that 

inclusion is their main priority and don’t want a network that is purely 

focused on one strand/topic. This is a network open and available to all 

employees, ensuring that different elements of diversity are profiled 

throughout the calendar of activity. Some would argue that this 

removes the ‘affinity’ link to the networks where you are not 

necessarily networking and connecting with others like you across the 

organisation and dilutes the link back to individual support and raising 

the visibility of role models. However, there is some merit in considering 

this as a viable option especially for organisations who may not have a 

huge employee base in any one area and numerous networks would 

not be an option. The additional benefits to creating one ‘inclusive’ 

network is that all employees, regardless of their personal 

characteristics, gain wider knowledge of different aspects around the 

D&I agenda. They all, collectively, have the opportunity to create the 

agenda and purpose of the network and have regular opportunities to 

network and connect with people who are different to them.

As we write, the overall trend is moving more towards creating business 

resource groups. This is evident in organisations who have had some form of 

employee networks in place for some time. Rather than following the trend, 

be clear on what the purpose is of the groups you may be creating. If you are 

starting out, it may be that employee engagement is the critical driver; for oth-

ers, it may be the input into the business priorities that is most needed. As with 

the whole D&I strategy, this is a journey; focus on what is right for your organ-

isation now and this can be adapted over time.

Creating a network and getting it off  
the ground

One key objective of any employee network is that it is partly about bringing 

people together to support the overall aim of creating more diverse and inclu-

sive organisations. This can only be done when people feel engaged and feel 



166      Taking the leap

part of creating and delivering the solution. Don’t do this in isolation; include 

others throughout and make sure that you don’t fall into the trap of creating 

a great launch event and then having little, or no, substance or direction 

behind it. You will gain immediate publicity and attention, but this could then 

easily backfire.

Take time to consider:

	 ●	 Where the energy from your employees is: What is it they would like 

to be part of? Are there already groups of people who get together 

without the structure of a formal network?

	 ●	 What community will the network be targeting: For example, over 

the years there has been a lot of discussion about what the most 

appropriate network is for the transgender community. Many LGB 

networks include the ‘T’. We have heard the argument for and 

against. In some cases women who have transitioned say this is not 

about their sexual orientation, but about their identity, so if they 

want to join a network it will be the woman’s network. LGBT 

networks argue that the transgender community is so small, they 

could get lost in a women’s network and lose their voice.

	 ●	 Cultural relevance: Some employee networks are more culturally or 

country relevant than others. For example, in the United States, 

Veteran employee networks are popular; however, you see them less 

in other geographies.

	 ●	 How inclusive do you want the networks to be: Arguably all 

networks should be open to all employees who have an interest in 

that area. On this point it is worth remembering that many in your 

workplace will have an interest in a number of your networks – a 

BAME working mother might want to be part of the parents’ 

network, the women’s network and the South Asian network.

When you have considered the above and established your position, we would 

suggest that you do three things:

	 1.	A rticulate and clarify the business drivers and the key measures of success.

	 2.	G et sponsorship and senior buy-in.

	 3.	C reate robust governance so that you establish ownership and 

direction.
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Articulating and clarifying the business 
drivers

Similar to our earlier chapter about creating the overarching business case and 

strategy for D&I, consider the business drivers for taking the valuable time and 

resource to create your employee networks. Consider how the employee net-

works would impact:

	 ●	 Retention: Would the network help employees make a longer-term 

commitment to the organisation?

	 ●	 Engagement: What are the results of your most recent engagement 

survey telling you?

	 ●	 Culture: Would the networks help create a more inclusive environment 

where employees feel more comfortable and willing to share ideas and 

thoughts, which could ultimately improve the business?

	 ●	 Clients/customer brand: Would it help clients to better relate to the 

organisation? Could this be a driver for them to want to engage and 

work with the organisation further?

	 ●	 Shaping strategy: Would the network represent the voice of 

employees to help shape the future talent and business strategies and 

ensure the organisation is doing what is right for both the employees 

and the business?

	 ●	 External recognition: Would the networks enable the organisation to 

gain positive publicity which may increase the attractiveness of the 

brand to potential employees and new clients?

As you consider the above questions, it is important to ensure that the business 

drivers identified are also complementary to the overarching D&I strategy. It is 

important to create a clear line of sight between the vision for the overarching 

strategy and how the networks will support the delivery.

Senior leader buy-in

As highlighted earlier on developing the wider D&I strategy, having the 

senior level buy-in of people who are comfortable and able to talk about 

the role of the networks can really help to strengthen and galvanise their 

importance.
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Identifying appropriate senior leader sponsorship is an effective way to 

gain the initial momentum for the networks (and of course, often the 

budget!). Sometimes senior leaders will offer to play an active part from 

the outset which can be incredibly helpful from a number of aspects. They 

can inform the thinking around the governance structure, act as your 

ambassador across the leadership team, speak at events both internally and 

externally and get the network aspirations on the business agenda when 

needed.

Senior leaders involved in the networks should be seen as role models and 

be willing to be open, transparent and ‘be themselves’. By doing this they 

will naturally encourage others in the business to do the same. This will cre-

ate a ripple effect across the organisation. Leading by example is key and 

the importance can be overlooked. Fleur has always favoured having senior 

leaders as network sponsors and highly recommends its effectiveness. As 

well as benefitting from the high profile and influence of a senior leader, 

it’s a great developmental opportunity for the network heads to gain  

exposure to leadership and have the opportunity to receive some informal 

mentoring.

Charlotte has heard many examples throughout her career where a CEO has 

suggested a senior leader as the ‘executive sponsor’ for a specific network 

because ‘they need the development!’

Creating robust governance to establish 
ownership and direction

Creating the right structure and governance from the outset will help to save 

time and energy further down the line. However, this doesn’t mean to say that 

the structures you create from the start have to be set in stone. It’s important 

to be able to adapt as the network grows in popularity as well as its impact. For 

example, it may expand across multi sites or go global.

One of the important aspects to consider is ‘who is responsible for the net-

work?’ Is it something the organisation would like to drive, have control 

over and dictate what the network is there to do? Or is the best way forward 

one where the network is employee led, where they propose the focus and 
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priorities of the network and present a business case to the organisation for 

any resource needs or financial support? Or, should you go with a combina-

tion of the two?

Organisations vary in their approach and there are pros and cons for all of the 

above; some examples can be found below. What is important is to select the 

right route for your organisation, which includes a framework and approach 

that could be replicable for other employee networks and other locations both 

nationally and internationally.

Employee networks led by the organisation

Pros

	 ●	 Clear line of sight between the vision of the D&I strategy and the 

activities of the network

	 ●	 Direction and priorities set by the organisation

	 ●	 Consistency of brand and governance

Cons

	 ●	 Creating and leading the networks can be hugely time and resource 

intensive

	 ●	 Potentially limited engagement of employees as they perceive they 

do not ‘own’ the network

	 ●	 Disconnect between the objectives of the network and the needs of 

the targeted community

Employee-led networks

Pros

	 ●	 Enhanced employee engagement as they see it as their network

	 ●	 Enables the organisation to identify future talent from those who 

step up and take a leadership role and responsibility

	 ●	 Opportunity to identify different and important issues in the workplace 

that may be shared with ‘colleagues’ rather than ‘the organisation’

Cons

	 ●	 May find people delivering the activities of the network ‘off the side 

of their desk’ which could result in the day job taking priority and the 

network actions floundering



170      Taking the leap

	 ●	 Potentially reduced influence by the organisation on the direction of 

the network

	 ●	 Limited content for members or benefit for the organisation

A hybrid version of the above would have a combination of both employer 

and employee input and can be successful as there is a requirement from 

• Senior level colleague(s) within the organisation
• Figure head for the network and reports into the D&I
   governing body i.e. steering group Network chair/

co-chair 

• Provides guidance and direction to the management
   committee
• Ensures the network strategy is aligned to the organisation’s
   D&I strategy and business activity
• Champions the networks activities to the executive committee
   and within their business areas
• Provides funding and sponsorhip to the network    

Steering
committee  

• Develops and executes the network strategy
• Develops and manages events, programmes and workstreams
• Administrative, day-to-day organisation and operations
• Responsible for updating the steering committee on project
   updates
• Advocates of the network across the organisation
• Collaborates with other employee networks both internally
   and externally  

Management
committee 

•  Responsible for delivery of the agreed activities and projects
   of the network Network

workstreams

Figure 12.1  Example of network structure, roles and responsibilities



Networks        171

employees who are keen to contribute to the aims of the network and will 

attend events. At the same time the employer’s requirement is to assign budget 

and time to employees to participate in the network’s activity and to hold 

them accountable for delivery of their objectives.

The other consideration is how the network’s internal infrastructure is created 

and managed. For some smaller networks this level of detail may not be 

required as long as everyone is aware of the roles and responsibilities each of 

them have. For others, it may be important to consider the structure and gov-

ernance from the outset.

Figure 12.1 shows the governance structure and the roles and responsibilities 

of an employee network that was created within a global organisation head-

quartered in the United Kingdom. The principles were then replicated for all 

other networks globally.

Collaboration between networks

The key purpose of employee networks is to help employees feel included in a 

community and feel that they can contribute to the organisation. Networks 

should not feel like exclusive ‘members only clubs’.

One of the consistent criticisms Charlotte has experienced in her career when 

talking about employee networks is that they can, too quickly, become exclu-

sive. They can create their own ‘in and out’ groups and end up discriminating 

in their own way against other networks or those not in their group. This can 

become a challenge when your focus is on creating a diverse and inclusive 

organisation.

Some organisations have really focused on tackling these perceptions within 

the networks and have done some of the following:

	 ●	 Clearly stated that all networks are open to all employees who have 

an interest in that area. For example, one organisation clearly stated 

that the network for people with disabilities was ideal for line 

managers to get involved as they may currently, or will in the future, 

have someone in their team that has a disability.
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	 ●	 Changed the name and the focus of the network. For example, one 

large financial services company changed the name of their women’s 

network to ‘Balance’ and promoted the fact that the network was 

about achieving gender balance for both men and women.

	 ●	 Ensured the chairs of each of the networks (regionally and globally) 

regularly met with each other to share their plans for the future and 

plan how they can collaborate on events and projects.

	 ●	 Encouraged the networks to collaborate with other networks in 

other organisations across their industry. For example, in the 

United Kingdom the ‘Interbank’ network focuses on bringing 

networks from banks across the City of London together to share 

examples of their progress as well as ideas and opportunities to 

work together.

Ideally, the employee networks should not be seen as stand-alone and you will 

often find people signing up as members of several networks.

Taking your local network regional and/
or global?

As the development and delivery of the employee networks progress there 

may well be a desire to take them out of the head office and either into the 

regions or globally.

As with all aspects of the D&I strategy and delivery, local considerations 

should always be taken into account and respected. The way that networks 

are developed, run and operate will be different in different parts of the 

world.

Some organisations will want to have one network, with local representatives 

that report up to a central leadership team. Depending on the size, this can 

become quite cumbersome and very time consuming. A different approach 

would be to have one regional/global identity, some overarching objectives 

and operating principles, for example, having co-heads locally, but then let the 

local chapter run their network relatively independently with collaboration 

rather than accountability. This was the approach that EY decided to take 

when they renamed their LGBT network globally.



Networks        173

As you develop or review the way your employee networks operate, what 

learning can you take from the EY example?

	 ●	 How could you engage the majority in the plans for the future and 

feel that they have a voice?

	 ●	 How can you use technology to support the connectivity of the 

networks across offices, countries and different jurisdictions?

Building LGBT networks globally

EY had historically had LGBT networks that had grown organically in 

different locations across the world, including the United Kingdom, 

Ireland, America, Australia, Japan, Germany, South Africa, Hong Kong, 

Taiwan and Singapore. All of these networks operated organically and 

many had different names, so different branding.

It was agreed that they wanted to develop a more consistent brand 

globally, so the first challenge was to agree on the one name. This 

was done through a global campaign that invited network members 

and interested parties to submit suggestions. A total of 58 were 

received and each network was asked to select their top five names. 

These were reviewed by a global panel and the name ‘Unity’ was cho-

sen. It was also decided to purposefully add the ‘A’ to the LGBT moni-

ker to make it explicit that allies are a key and integral part of the 

networks.

Having a single global network is not practical for the size of EY 

and, therefore, Unity’s network of networks operate autonomously 

at a local level but are able to share the same brand and ethos. All 

of the networks now communicate more effectively using tools 

such as Yammer to share best practice and collaborate. Globally, if 

there is a requirement for all network heads to talk, this is also 

possible.

This change re-energised the existing networks and now, when a new 

chapter is set up, there is an immediately available support group that 

can offer advice and guidance.
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	 ●	 How do you take the considerations of different localities and create 

a high-level consensus as to the overarching purpose and focus of the 

network?

We like this approach because although there may be an overarching structure 

and purpose, it is critical to work through a local point of view, that is, what is 

appropriate and reasonable within that culture. Charlotte remembers working 

with a global company based in the United States who wanted to ensure that 

every single employee network was rolled out in every country they were 

based in. One of the more successful networks for this company in the United 

States was the Hispanic network and for a time, they couldn’t understand why 

the ‘Hispanic’ network was not appropriate or needed in Spain.

Challenges and obstacles

Earlier in this chapter we touched on challenges such as getting senior buy-in 

and making sure the network is inclusive. Other common challenges include:

	 ●	 When a network develops an inappropriate or unrealistic set of 

objectives. A network should not be seen as a substitute for a works 

council or a union. 

	 ●	 When a network becomes a haven for poor performers. Both 

Charlotte and Fleur have had the experience of working with 

network leads who are passionate about D&I, but are poor 

performers and are struggling with their day job.

	 ●	 Getting the business to appreciate the benefits – it is always difficult to 

encourage people to think and act differently and tap into resources 

that may not have been there in the past. Many networks, even if this 

is part of their purpose, struggle to be a real partner to the business 

and to be seen as a resource the business should use when thinking 

about new products, client services or developing client relationships.

	 ●	 Consistency – a lot of network activity relies on goodwill and people’s 

personal motivation and passion. Running a network can be time 

consuming and when others are moaning about something, or don’t 

deliver on a commitment, it can be demotivating. It’s important to 

make sure that the network is not all about one person. When Fleur 

joined one company, the black employee network was led by a 
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charismatic manager who unfortunately was made redundant. Fleur 

inherited a frustrated and very cynical group of people who had 

totally lost direction. We would recommend that you always have 

co-heads that rotate out of the role after a maximum term of three 

years. The rotation should be staggered so that both are not moving 

at the same time and part of their responsibility is to develop their 

successor.

Measuring business impact and return on 
investment

Tracking data is crucial to ensuring that you are focusing on the right actions 

and that they are having the desired impact. We have listed some of the key 

measures for you to consider for the network:

	 ●	 Employee opinion survey: Are you able to include within your survey 

a question within the demographics section (if available) for an 

employee to state whether they are a member of any of the 

employee networks? If so, would you be able to analyse the data by 

those who are and those who are not part of a network? Would there 

be any differences, or any perception gaps, in their responses? 

Alternatively, could you ask a question within the survey about the 

networks to gauge employee views: for example, ‘I believe the 

employee networks enable our organisation to be more inclusive’.

	 ●	 Attracting new employees: Do you ask potential job candidates what 

attracted them to apply for a job in your organisation? Could the 

employee networks be one of the options they could choose from?

	 ●	 Specific surveys: Does your organisation enable you to conduct 

additional surveys with your employee base: for example, pulse 

surveys? Could you conduct one specifically focused on the employee 

networks and gain the view of both those who are actively involved 

with the networks and those who are not?

	 ●	 Awards: Although this subject is covered in the chapter on 

embedding your strategy into the culture (see Chapter 18) – are there 

specific awards that are available for employee networks? Could the 

external recognition of the work the network has achieved create a 

positive impact for the organisation?
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	 ●	 Interaction with clients/potential clients: Many networks open their 

doors to external organisations for events – photograph exhibitions, 

panel events, book launches, recognising religious festivals. This is a 

great way of creating opportunities for significant business 

networking and building client relationships.

There will be many other ways in which you can measure the impact of the 

employee networks. To support this it is also important to regularly report on 

the progress the employee networks are making as well as their impact and 

successes. Where these reports are presented and shared will depend on the 

governance structures created, as outlined earlier. Some organisations create 

impressive brochures documenting their employee networks journey, globally. 

They have shared these with their clients and a wider external audience. Exam-

ples of companies who have done this include Morgan Stanley, Air Products 

and Chemicals Inc.

Networks at one professional services 
firm

An integral part of our D&I strategy is the role of our networks. Their 

overall goals are to connect people within the firm, contribute to our 

recruitment agenda and build our external profile as an inclusive 

organisation. This case study explores the key elements of a successful 

network.

Critical success factors for networks

●	 Bottom up and top down – we believe that networks need to be 

driven both from the bottom up and from the top down. That 

means that we don’t approve one just because ‘management’ 

thinks it would be a good idea – we want to see a groundswell of 

enthusiasm from the network constituency.

●	 Business case – the networks need a strong, well-considered busi-

ness case. If our people are going to devote significant time to 
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Five key takeaways from this chapter

	 ●	 Be very clear from the start on the business case and key objectives 

for launching a network(s).

	 ●	 Encourage different regions to consider the impact and support they 

may bring to the agenda – although there should be a consistent 

philosophy around networks, there doesn’t need to be total 

conformity in how they are run.

network activities, we want to see that there is value in it for them 

and for the firm. Each network produces an overall business plan 

with key objectives, performance indicators and budget 

requirements.

●	 Co-leadership – all of our networks have co-leaders. A single leader 

often struggles to maintain momentum – after all, everyone has a 

day job that they have to deliver as well as their network 

initiatives.

●	 Knowledge-sharing – we facilitate knowledge sharing between 

networks to ensure that good ideas are exchanged, wheels aren’t 

reinvented and joint working happens where relevant. This knowl-

edge sharing can be as simple as forwarding an email round all the 

networks as well as more formally with a quarterly workshop for 

all network co-heads.

Outcomes
●	 External relationships potentially leading to new business

●	 Improvement in cross-firm networking

●	 Improvement in our profile in the recruitment market

●	 Improvement in employee engagement

●	 Personal development for network members

●	 Improvement in our external profile

●	 Improvement in standards for external awards and accreditations.
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	 ●	 Consider how people who work remotely can get involved with the 

networks and feel part of it – for example, rotating the location of a 

meeting, linking in via webinars, recording/transmitting sessions.

	 ●	 Outline your expectations of the networks from the outset – agree 

achievable, measurable objectives – are they there purely to increase 

engagement or are they there to support the business, for example, 

giving feedback on new products and services?

	 ●	 If creating specific networks such as a veterans’ network, consider 

how this can be positioned to support the wider inclusion agenda as 

it could be perceived as exclusive rather than inclusive.
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Inclusive leadership 
development

Some of the greatest advances happen when people 
are bold enough to speak their truth and listen to 
others speak theirs. Kenneth Blanchard, author and 

management expert

This part of the book focuses on the key aspects of progressing your journey on 

the STAR framework and moving towards ‘achieving change’. Throughout Part 

Three we focus on elements such as inclusive leadership development as well 

as removing barriers and obstacles to both increasing engagement and con-

tinuing to embed D&I into business as usual.

In this chapter we take a detailed look at inclusive leadership, specific devel-

opment programmes for different groups of employees and cross-cultural 

working. We also review the different roles of coaching, mentoring and 

sponsorship.

What do we mean by inclusive 
leadership?

An inclusive leader is someone who has a strong self-awareness about their 

own preferred work style, but is able to flex this style to connect with all of 

their team, even those who think and work differently and who may have 

totally different motivators.

When Ann Francke, head of the Chartered Management Institute, was inter-

viewed she said that one of the Institute’s aims is to ‘eliminate the accidental 

manager. It’s about training and standards. Most people are thrust in to man-

agement because they’re good at something, usually a tactical or operational 
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role that doesn’t have anything to do with management. Often there’s no 

training for these promotions.’1

In our experience, too many organisations are full of accidental managers, 

who are technically strong, but not so effective when it comes to inclusive 

leadership. The organisation then decides to embark on the D&I journey and 

somehow expects their managers to shake off the habits they have developed 

over their working lifetime and become inclusive leaders with little more than 

the launch of a website and/or a couple of employee networks, a new global 

D&I policy and a rousing speech from their CEO.

Choosing an approach to D&I and 
inclusive leadership training

We think about D&I training and inclusive leadership training in two ways.

	 ●	 D&I training that tends to look and feel a little like compliance 

training. Usually used to raise awareness of the issues (e.g. too few 

women in leadership) and to articulate the business case. 

Organisations tend to roll this all-staff training out at the beginning 

of their journey. We call it the ‘sheep-dip’ approach.

	 ●	 Inclusive leadership training that starts to tackle how you develop and 

up-skill someone to lead difference, often managing teams that might 

be dispersed over several buildings, several cities or indeed globally.

D&I training is usually bought off the shelf from a training provider and usually 

doesn’t take the company culture and specific challenges into account. We 

believe there is some value in doing this as it does increase awareness at some 

level, as long as you acknowledge that this doesn’t lead to any particular cul-

ture change or a sustainable shift in behaviours. As a result you will have raised 

awareness, shared the business case and some examples of what ‘good’ looks 

like, but you will not have changed people’s behaviours (or at least very few) 

except for those that will be naturally inclusive without needing training, 

development and further support.

There is research out in the public domain that suggests that diversity training 

has ‘no positive effects in the average workplace’. In his 2012 Harvard Business 
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Review article, Peter Bregman refers to the research of Frank Dobbin of Har-

vard, Alexandra Kalev of Berkeley, and Erin Kelly of the University of Minne-

sota, who concluded that: ‘In firms where training is mandatory or emphasizes 

the threat of lawsuits, training actually has negative effects on management 

diversity.’2 They go on to suggest that these sorts of programmes could be 

counter-productive, for example in ‘raising the hackles of white men’ and with 

managers generally, who are left feeling that you are just ‘pointing the finger’ 

at them. They do find that they can have a small positive impact in the largest 

of workplaces, although they have found that having diversity managers 

focused on the topic, accountable and offering mentoring programmes,  

are significantly more effective. Both of these points are discussed further in 

Chapters 5, 7 and 13.

Their research also suggests that having optional (not mandatory) training 

programmes that focus on cultural awareness (not the threat of the law) can 

have positive effects. Certainly in our experience, the mandatory tick-box 

exercise can cost an organisation far more than their annual D&I budget and, 

less than a year down the line, it’s as though it has never happened. The 

sponsors of the training feel good because they can speak of the high per-

centage of people that have attended the workshop and they might have 

examples of positive feedback from a handful of people who have attended, 

but there is little or no impact on the actual impact measures they are trying 

to improve.

If you decide to embark on training, you are certainly not short of approaches, 

both in the type of delivery and the type of providers. There are web-based 

learning tools (which can be helpful when you have multiple locations or peo-

ple working shifts), in-house programmes facilitated by an external consult-

ant and/or your learning and development (L&D) professional, external 

courses and seminars (both virtual and face to face), consultants that use 

actors to perform vignettes and engage the audience in conversations and 

many more.

We would suggest that first of all you review your current L&D offerings and 

identify where you can embed some messaging/learning about D&I – for exam-

ple, what you do and say at induction, what you offer to new managers, how 

you prepare people for the performance management season. If you do feel 

that you need to start with stand-alone training, you should look for some-

thing engaging, customised for your business and highly experiential.
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At best, you are looking for mindset and behavioural change. If you are develop-

ing something that is going to be rolled out globally, do think about the cultural 

connotations and the fact that with some messaging, one size doesn’t fit all. 

Take for example team-building training that you may have developed initially 

for Europe. To include D&I you might have a section on collaboration and 

encouraging diverse perspectives with an element of healthy conflict. In some 

geographies, for example, the Middle East or Japan, it would be counter-intui-

tive to be teaching junior team members to publicly challenge their manager.

Whatever you decide to do, we would strongly recommend that you start to 

embed information about D&I in to all of your L&D offerings as soon as possi-

ble. This will ensure that employees see that this is about how you do business, 

how you behave and how you operate in your organisation. Without that, 

there is always the potential that this will be seen as something that happens 

once you have done the day job!

If you do decide to roll out some training, similar to unconscious bias training 

(outlined in Chapter 10), the benefit of rolling out inclusive leadership training 

is that you are talking about your whole workforce and not just one strand of 

diversity. You can of course include a more in-depth section on one area if you 

feel that there is a significant issue to tackle.

In our experience, the best approach to inclusive leadership training is to focus 

on engaging the individual’s head, heart and hand (the case for change, get-

ting the individual to engage on a personal level with the topic and getting 

commitment for what they are going to do differently). Budget permitting, we 

would recommend that you use a third party, who tends to be in a stronger 

position to challenge the status quo and speak with authority on the topic 

whilst ignoring inherent organisational politics and hierarchy.

The most impactful training is when the individual is able to go on a journey 

of discovery around inclusive leadership, rather than feeling that they are 

being lectured. There are many exercises online that offer great ideas for team 

games and, depending on the time available, the most sophisticated 

programmes tend to also cover unconscious bias, in and out groups and micro-

inequities (see below) – all very commonplace in the everyday work environ-

ment. The time available is, of course, often the issue. In our experience, 

organisations usually want their training delivered in as short a programme as 

possible.
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We would suggest that you need a minimum of one day, or a similar amount 

of time delivered over a number of sessions, with some pre-course work (e.g. 

completing the Harvard implicit association test3)and some follow up (e.g. 1:1 

coaching). Also highly recommended is that, if you are using an external con-

sultant, the workshop has an internal sponsor selected from your senior ranks 

who will speak to your customised business case and the company data.

For those new to the terminology – below is a quick introduction to ‘in and out 

groups’ and ‘micro-inequities’.

In and out groups: An in-group is a social group to which a person 

psychologically identifies as a member. As an example, this could be 

through race, culture, gender or religion. The in-group is the dominant 

group and often hold the power base, but they may not be the 

majority. In contrast, the out group are those people who do not 

belong, or identify, to a specific in-group.

Micro-inequities: These are subtle, often unconscious messages that 

devalue, discourage and impair workplace performance. They are 

conveyed in many ways, for example through facial expressions, 

gestures, tone of voice or choice of words. These messages can be 

sent consciously or unconsciously: they could be the way you fold 

your arms, talk to a colleague when someone else is presenting, check 

your messages when someone is speaking at a meeting, avoid making 

eye contact or dismiss someone’s idea. Whether conscious or 

unconscious, they can have a damaging effect on someone’s 

engagement, motivation and productivity in the workplace.

Minority-specific leadership development 
programmes

This topic often divides opinion, but such programmes can be beneficial 

when created and delivered in the right way and when there is a very clear 

rationale of why they are needed. The key is to acknowledge that this is not 

all about ‘fixing’ people and is just one of a number of interventions that 
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make up the bigger culture change effort. What we are clear on is that this 

cannot be delivered in isolation – delivering minority-specific training and 

believing the job is done is certainly not the answer.

Fleur remembers talking to a well-known provider of women’s leadership 

development who had run several programmes for a high-street bank. They 

had just completed a review of the impact of the programme and had been 

surprised to find that 50 per cent of the women who had been on the  

programme in the last two years had returned to the workplace and within  

six months had resigned. They shouldn’t have been surprised. If you take any 

high-potential individual out of their workplace and encourage them to open 

their eyes and think about what they want from their organisation for their 

career, if they don’t see the role models, they don’t see the commitment and 

they don’t feel a change in the dominant culture, they will vote with their feet 

and leave.

Professor Michelle Ryan at Exeter University has been doing some really interest-

ing research which we feel plays in to the debate about what you should be train-

ing people about. She has been looking at whether women and men are as 

ambitious as each other. What she has found is that the women that she sur-

veyed, who were midway through their career, were less willing than men to 

make sacrifices and to take risks to progress in their career because of the conse-

quences when they tried to ‘lean in’. We need to work with our managers and 

leaders to change those consequences and help them feel that they are working 

in a meritocracy.

Michelle Ryan, Professor of Social and 
Organisational Psychology, Exeter 
University

‘Some researchers and commentators argue that women are under-

represented in senior roles because of an intrinsic lack of ambition, or 

because they have a different set of priorities to men.

‘The research I’ve done with my team doesn’t bear that out. We’ve 

worked with the police force, the Navy, the Royal College of Surgeons 
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and a number of financial services companies, and what we have 

found is that at the beginning of their training period, men and 

women show exactly the same levels of ambition. Over time, men’s 

ambition stays the same or even increases; but women’s ambition 

drops off quite dramatically.

‘We’re talking here about women at very different life stages, from 

undergraduate science students to surgical trainees in their mid-30s, 

so it’s unlikely to be just about the biological clock. What these women 

all have in common though is that they’ve spent time in a very male-

dominated environment. To take the surgeons as an example, medical 

school isn’t a male-dominated environment, but surgery as a special-

ism is. Suddenly these women are in a place where no one that is suc-

cessful looks like them.

‘I think what we are seeing is the impact of a lack of structural support 

for these women to progress their careers, but also a lack of mentors 

and a lack of role models. One’s ambition is very much related to one’s 

expectations of success. Of course there will always be some very strong 

and determined women who think, “Right, I’m going to make it any-

way”, but there will be a lot more who think “Well, clearly the top jobs 

aren’t for people like me” and revise their ambitions accordingly.

‘In less male-dominated settings, like marketing or publishing, you see 

more women in senior jobs. What that says to me is that women don’t 

inherently lack the ambition, drive or skills to make it to the top. So it 

must be something else that’s stopping them.

‘It becomes self-limiting too. Interview questions often touch on ambi-

tion: “Where do you see yourself in ten years’ time?” Ask that of a 

woman who’s already given up on the idea of getting to the top and 

you might well come away with the impression that she doesn’t have 

a clear vision of where she wants to be. She’s then less likely to get 

promoted, and so the cycle continues.

‘As part of our work with the Royal College of Surgeons, we developed 

a vodcast for medical students and surgical trainees. We featured a 

very diverse range of people in the film itself – a gay man, someone 

who had been a refugee and people from different socio-economic 

(Continued)
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backgrounds. The idea was really to show that a good surgeon can 

come from any background, and that the profession really needs this 

diverse range of outlooks and perspectives. If you go down the route 

of showing two or three “superwomen” that can be almost as alienat-

ing as not showing any women at all.

‘The feedback we’ve had from that has been very positive. People 

have told us they found it inspiring. One young woman told us that 

she saw being the first person in her family to have gone to university 

as a bigger barrier than being female. Another young man told us 

how good it was to see a male role model on screen who he felt dis-

played similar characteristics to him – being gentle, and really caring 

for people. I guess that reinforces our decision to try to tackle diversity 

in the widest sense, rather than focusing on just one aspect.’

The bottom line is that in many organisations, the behavioural styles that are 

most valued in traditionally masculine cultures and are used as indicators of 

potential, are often unappealing or unnatural for women and high-potential 

minorities. These specialist programmes aim to provide high-potential indi-

viduals with a space to explore their careers to date, how and what they have 

achieved and what they need to do to get to the next level. In addition to the 

organisation sending an important message to those invited as part of their 

commitment to strengthening their leadership pipeline, it’s a great way to 

access organisational learning and to engage and sometimes challenge your 

business leaders who attend some of the programme as role models and lead-

ership sponsors.

Why are women on minority-specific development programmes, you might 

still be asking. There is a huge amount of research in this area which suggests 

that gender-specific training is beneficial:

	 ●	 It provides a supportive and safe environment in which to challenge.

	 ●	 Participants realise that they are not alone; there are many similar 

issues for women from different sectors and geographies.

	 ●	 Some issues such as organisational politics, being ambitious, self-

promotion and work–life integration are particularly challenging for 

women.
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	 ●	 It provides a ‘gender lens’ to help reflect on specific work experiences.

	 ●	 They are able to engage with positive role models.

	 ●	 It encourages women to support one another and avail themselves of 

other facilitating structures or opportunities available, such as 

mentoring.

	 ●	 It motivates women to become more proactive in managing their careers.

	 ●	 It increases readiness to step up to a leadership position.

	 ●	 It creates a rich network of female colleagues across the business.

EY runs three women’s leadership programmes in EMEIA targeting women at 

different stages of their career. Two of the programmes are delivered exter-

nally, by a third party and target the senior women. The third programme was 

developed for women in the middle ranks, the talent pipeline. EY were look-

ing for something that would be suitable for a large number of women spread 

over 99 countries; they developed a programme that could be used locally 

without relying on a third party. This programme includes three half-day work-

shops, (it’s recommended that you run one a month) which are presented in a 

‘toolkit’ format so that anyone with good facilitation skills can deliver them. It 

is highly accessible and is now run in many countries and cities including Paki-

stan, which was a first for EY.

All three programmes consistently receive positive feedback and when EY con-

ducted a more detailed return on investment exercise on their longest running 

programme they found that 96 per cent of respondents said the programme 

was highly impactful or impactful, with comments such as ‘best programme  

I have been on at EY’, ‘excellent programme’ and ‘highly valuable’ being men-

tioned multiple times. The alumni also stated they:

	 ●	 had learnt new career strategies – for example, taking proactive 

control of their careers

	 ●	 felt that they had increased their confidence – for example, as a result 

of the programme, they better understood their own brand and style 

of leadership

	 ●	 changed their mindset – for example, realised that barriers to 

progression can be overcome

	 ●	 realised that they were not alone – despite differences in business 

unit, home country and rank, there were many themes that they all 

identified with.
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In the United Kingdom, EY also runs a black and minority ethnic programme 

and have sent people to a programme run by Stonewall (a UK-based charity 

supporting employers to promote inclusive leadership for their LGBT employ-

ees) and to Chain Reaction, a one-day personal development programme for 

people with a disability run by Kate Nash (of Kate Nash Associates). This lat-

ter programme is designed to help people make sense of disability and 

develop strategies to manage interactions at work, ask for the workplace 

adjustments they need and develop tools and techniques to deal with other 

people’s reactions.

Cross-cultural working

Cross-cultural working is a tricky area to get the balance right with training. 

All too easily you can start to fall into the trap of stereotyping – Americans are 

this, Japanese people are that. Culture, both national and organisational, 

influences nearly every interaction that people have on a day-to-day basis. Of 

course, when working cross-culturally, it is good to understand basic  

etiquette – issues such as how to present your business card and when not to 

offer your hand to shake. It’s important for developing effective teams and 

for business relationships as well as when developing and marketing a prod-

uct or service. One example of this was when Mountain Bell Company tried to 

promote its telephone services to Saudi. Its advert portrayed an executive 

talking on the phone with his feet propped up on the desk, showing the soles 

of his shoes – something an Arab would not do and finds disrespectful.

Culture is multi-layered and you can’t teach someone cross-cultural compe-

tence in a one-off programme. That said, particularly if someone is new to an 

international team or about to start an assignment in a different country, they 

need some guidance.

It is probably most helpful to start by understanding your own preferred work 

style. Aperian has a global portal called ‘GlobeSmart’,4 which allows you to see 

how your preferred workstyle compares with the average styles of people 

from other countries. It looks at different dimensions of culture, such as 

whether you prefer direct or indirect communication, how important hier-

archy is, what an acceptable level of ambiguity is, how important a focus on 

getting a task done is versus building a relationship.
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Figure 13.1 shows an example of a profile comparison created by Globesmart.

Completing a profile like this prior to attending a workshop or other aware-

ness training could give you a useful framework to start with. Another pro-

vider is Tracom who look at social styles and the level of versatility you have to 

adapt to other people’s styles. Again, you complete a profile and ask colleagues 

to complete a profile on you. Versatility is closely related to the concept of 

emotional intelligence and is a measure of interpersonal effectiveness. This 

profile equips you to better understand how you approach your counterparts 

and could be particularly helpful if you are working cross-culturally because it 

takes you away from relying on learning about cultural stereotypes. The great 

news as well is that versatility can be learnt.

Tracom’s tool has particularly interested Fleur because Tracom has completed a 

relatively small piece of research that links someone’s level of versatility to 

their effectiveness as an inclusive leader. They found that managers with high 

versatility were rated as significantly more effective at promoting D&I than 

managers with lower versatility scores. Importantly, these evaluations came 

from the managers’ direct reports, those in the best position to determine 

whether someone is an effective inclusive leader. Managers with high versatil-

ity scores were more likely to engage in pro-diversity behaviours, such as 

actively trying to understand others’ experiences and perspectives, recognising 

employees’ contributions, fostering a welcoming environment for the team, 
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and valuing different opinions. Highly versatile managers were rated up to 17 

per cent more effective on these behaviours than low versatile managers.5

Charlotte used Aperian when she was working for a global investment bank. 

She found that this tool equipped people to understand different cultures, 

which helped them work effectively as a team as well as giving a great service 

to their clients. In parallel to rolling out the Globesmart tool, Charlotte worked 

with them to create a training programme called ‘Cultural Intelligence’. This 

training module was tailor-made for the company. It focused on the skills and 

behaviours required for individuals to be able to flex their style and behaviours 

in different cultures without conforming to cultural stereotypes and losing a 

sense of their own cultural identity. Over a 12-month period training was 

delivered across the globe with all attendees then having access to the 

Globesmart tool which supported them to conduct additional research on dif-

ferent cultures and understand how their personal style compared to others.

A third provider that we thought would be worth mentioning is Knowledge-

Workx who are based in Dubai, so arguably provide a more Eastern lens to think 

about cross-cultural working. They also have a tool to assess your own prefer-

ences and focus on inter-cultural intelligence (ICI) which is a combination of 

knowledge, skills and attitudes. They focus on the relationship between your 

own culture, someone else’s culture, company culture and national culture. Their 

model looks at how we react to the environment and our orientation to differ-

ent views of the world. This is the hidden part of the traditional iceberg model 

you may see when people talk about the visible and invisible aspects of diversity. 

It’s about individual beliefs, norms and values. They focus on three worldviews:

	 ●	 Guilt versus innocence – where there is no hierarchy and people get 

straight to the point

	 ●	 Fear versus power – where there is more indirect communication, and 

communications are tailored to the seniority of the audience

	 ●	 Shame versus honour – where communication is indirect and informal 

with a low tolerance for people who get straight to the point.

Our caution on this topic is to be careful that you don’t go down the stereo-

typical route, but do arm yourself with sufficient knowledge of cultural dos and 

don’ts. Bear in mind that many global organisations can approach this topic 

through a ‘Western’ lens which can often trip them up. For example, it’s all very 

well teaching people that they need to go out, find a mentor and then tell 
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them what you need from them. However, in some cultures it is disrespectful to 

push your own agenda and/or your own opinions, never mind try and manage 

upwards. Also bear in mind that the easier part of this is educating people 

about cultural difference. The key to sustainable success is getting people to act 

on what they learn and embed it into their everyday behaviours.

In her book, Growing Global Executives,6 Sylvia Ann Hewlett talks about the 

need for executives to be able to project credibility as they work across the 

globe and this means different things in different geographies. She suggests 

they need to adopt a double pivot – demonstrating authority with senior exec-

utives in the West (the vertical pivot) and prioritising emotional intelligence 

with stakeholders in global markets (the horizontal pivot). Pivoting can then 

be further complicated by cultural expectations around gender. She goes on to 

suggest that asserting authority and exercising emotional intelligence looks 

very different for men and women and also across different generations.

One consideration in identifying the right cultural training for your company 

is to ask people from across the countries that you operate in to be involved in 

deciding how the training should be delivered, what should be included and 

what, if any, external provider should be used. By doing that, you are using 

your own cultural intelligence and putting inclusive leadership into action. You 

are thinking about the different cultures and what would be most appropriate 

for all areas of the organisation.

Coaching, mentoring and sponsorship for 
specific communities

All of us, at some time in our career, need help to understand the unwritten 

rules of our organisation which can constantly change. Fleur took a call recently 

from a colleague in Germany who wanted to discuss an issue. They talked it 

through, confirmed that they were on the same page with the solution, and 

her colleague then said she would send through an e-mail with the issue, cop-

ying in other stakeholders and that she would be grateful if Fleur could 

respond with what they had just discussed. As she said, ‘I’ve been told that’s 

how we do things around here’. Someone had to tell her how to do that, oth-

erwise she would have just sent the e-mail. There are numerous other rules 

such as whether it is OK to push back if you don’t agree on a point. What’s the 

most impactful way to communicate? How do I get promoted round here? 

When can I speak up and when do I need to keep my thoughts to myself?
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The catalyst report, ‘The double-bind dilemma for women In leadership: 

Damned if you do, doomed if you don’t’,7 illustrated that gender stereotypes 

lead to three main ‘double binds’ for women:

	 ●	 Their behaviour, regardless of whether they fit the stereotype, is either 

seen as ‘too soft’ or ‘too tough’, never ‘just right’ for leadership roles.

	 ●	 Women are held to higher standards of performance and receive 

lower rewards than male leaders.

	 ●	 Women leaders are perceived as either competent or likeable, but 

rarely both.

In some cultures, these stereotypes are amplified by the patriarchal structure  

(a system that involves men being an authority over women). The importance 

of a coach/mentor/sponsor is to help women navigate the fine line between 

‘lacking presence’ and being ‘too aggressive’.

It would help at this stage to define what we mean by a coach, a mentor and 

a sponsor as each of these are very different.

A coach: A coach supports an individual on a specific personal or 

professional goal. It can be informal; in fact often we can be coached 

without it being labelled as such if we are lucky enough to have a 

helpful colleague or effective boss. Usually it’s a more formal 

relationship and often with a third party. You tend to contract on 

how often you will meet, for how long and what the specific focus is. 

It will often be for a short period of time – maybe 6 to 12 months.

A mentor: This is a development partnership between someone with 

experience in something and someone who wants to learn from 

them. It is often about sharing information and the two parties agree 

on their focus: for example, how can I make my flexible working 

arrangement work? The mentor can sit at any level of the hierarchy 

and there are various forms of mentoring – 1:1, peer group, reverse 

(when the mentor is the more junior person – often successful when 

trying to educate management about the challenges for a certain 

strand of diversity such as the younger generations, or perhaps to 

help senior leadership get up to speed on technology developments).
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Someone recently described the role of sponsor and mentor beautifully – men-

toring is what happens when you are in the room. Sponsorship is what hap-

pens when you aren’t in the room.

With all of the above roles, we suggest two top tips to ensure they are success-

ful. First of all, both parties must make the commitment to the relationship 

and follow through with appropriate preparation and allocation of time. Fleur 

remembers setting up a peer group mentoring programme in the United King-

dom. The model was that each group would be made up of 12 women and 

they would have two female partners to mentor them. She decided on two 

partners because she was concerned that as they were so busy, they may not 

always turn up to the session. Imagine her surprise when in fact it was the 

mentees that didn’t turn up. It turned out to be a real missed opportunity for 

them as well as a lack of respect for the partner’s time.

Secondly, the coach, mentor and, in particular, the sponsor must understand 

what the real challenges are for the person they are working with. Often the 

assertive, authoritative, dominant behaviour that people associate with the 

‘in-group’ is just not seen as attractive by the mentee or protégé or is some-

thing they would like to emulate. In McKinsey’s 2013 study of gender diversity 

in top management,8 they confirmed that 73 per cent of the men surveyed 

agreed or strongly agreed that diverse leadership teams generated better 

company performance. However, they also showed that on the whole the men 

did not understand what the challenges were for women.

Charlotte remembers creating a sponsorship programme in a global company 

which was launched at a dinner with the senior male leaders (the sponsors) 

and the people being sponsored (the protégés). They got together for the 

sponsors to hear the challenges that the protégés had experienced, but the 

programme got off to a rocky start because the male leaders were, initially, 

quite incredulous to hear these experiences. In fact they just wouldn’t believe 

that the experiences they were hearing about could happen in their company. 

A sponsor: This is a more senior person in your organisation that has the 

influence and network to make a meaningful intervention in your 

career. They are advocates for their protégé’s advancement and they 

are held accountable for achieving the individual’s next promotion.
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It did take some time to get to the stage where the senior male leaders started 

to understand the real challenges and then started to act and behave as really 

effective sponsors.

In the Harvard Business Review article ‘Why men still get more promotions 

than women’,9 Herminia Ibarra and her colleagues suggest that women are 

over-mentored and under-sponsored. They conducted in-depth interviews 

with 40 high-potential men and women. The women confirmed that they 

gained valuable career advice from their mentors; they explored their pre-

ferred styles of operating and what they needed to do to get promoted. The 

men on the other hand talked about how they planned their next moves, how 

they could take charge in new roles and how their mentor could advocate for 

them publicly (really much more of a sponsor’s role).

It’s really important to keep making the differentiation between coaching, 

mentoring and sponsorship. Fleur and Charlotte are somewhat divided on the 

most effective way to set up a sponsorship programme. Fleur tends to favour 

assigning a sponsor to each protégé based on their experience and business 

knowledge. Charlotte finds it more effective to gain buy-in and ownership up 

front from the sponsor (rather than just allocate someone to them). She once 

worked with an organisation who wanted their top 20 senior women spon-

sored. However, the executive decided to allocate protégés to the sponsors; 

the approach didn’t work. In Charlotte’s opinion sponsorship is more about 

supporting someone and building trust in them and their skill set so that you 

are comfortable to promote them to your business contacts and colleagues in 

a positive way– for example, put your own reputation on the line.

Points to consider when selecting a sponsor

As sponsorship is so critical to career progression it is crucial to get the selec-

tion right. The following shows what an effective sponsorship programme 

would involve. It must have:

	 ●	 A good level of leadership experience to be able to share the 

‘unwritten rules’

	 ●	 The personal and organisational authority to intervene when they 

feel that their protégé is not getting the right development 

opportunities
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	 ●	 The ability to create a rapport and deep sense of personal 

engagement with their protégé

	 ●	 A passion for developing people

	 ●	 A realistic capacity to commit to the programme

What is the role of the career sponsor?

The sponsor’s role is ‘low touch but high impact’ (Figure 13.2). A sponsor is 

expected to:

	 ●	 remove the road blocks; intervene and influence on behalf of the 

protégé to ensure that the organisation delivers on its promise of 

realising their unique potential

	 ●	 leverage their personal and organisational authority to hold line 

management accountable for retaining, guiding and supporting the 

protégé to a senior leadership position

	 ●	 provide anonymous feedback to the D&I steering group or  

other senior leaders on how the wider organisational system  

(the hidden barriers) needs to shift to create a more diverse 

leadership cadre.

What is the role of the protégé?

	 ●	 To be open and honest in discussing their career aspirations, 

performance and development

Actively intervene and Put their own reputation
on the line

Figure 13.2  The sponsor’s role

Believe in me and go out on
a limb on my behalf 

Advocate for my next promotion

Connects me to senior leaders

Provides air cover

Gives advice on presentation of self

Puts their own political capital on the line

Gives honest/critical feedback

Provides stretch opportunities

Promotes my visibility
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	 ●	 To take the initiative – Sylvia Ann Hewlett10 suggests that the protégé 

should be ready to do 70 per cent of the ground work

	 ●	 To proactively seek feedback

	 ●	 To do what they say they will do

	 ●	 To be willing to consider and explore new opportunities

	 ●	 To listen and reflect.

The role of inclusive leadership and, therefore, the development of inclusive 

leaders is a core of any robust strategy to create a more diverse and inclusive 

culture. Many of the focus areas within this book are clearly dependent on 

each other – ensuring that you are developing and nurturing inclusive leader-

ship skills for now and the future to support long-term, sustainable change.

Five key takeaways from this chapter

	 ●	 Invest in the awareness and education of your middle managers on 

this topic, but don’t put them through a sheep dip – be creative as to 

how you can increase their awareness and embed into their everyday 

behaviours.

	 ●	 Be clear on the pros and cons of delivering gender- and minority-

specific leadership programmes – be clear on what they will deliver 

for you that integrated training won’t.

	 ●	 Encourage everyone to consider the skills required to be an inclusive 

leader and how they can develop and enhance them further.

	 ●	 Ensure cultural nuances are taken into consideration for all training 

interventions, and cross-cultural training is seen as an imperative for 

companies who operate in, and with, different cultures.

	 ●	 Be clear on the differences between coaching, mentoring and 

sponsorship and use each one as appropriate; don’t assume they are 

all the same and do the same thing.
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New ways of working

We like to give people the freedom to work where 
they want, safe in the knowledge that they have the 
drive and expertise to perform excellently, whether 
they [are] at their desk or in their kitchen. Yours truly 
has never worked out of an office, and never will. 
Richard Branson, entrepreneur, investor and philanthropist

In this chapter we delve into thinking about how we can flex the traditional 

way of working. We will look at the business case for change, the challenges 

you might encounter and give you some top tips to achieve your vision of cre-

ating a more flexible and agile workplace.

What are new ways of working

Doesn’t it strike you as odd that, despite the enormous changes we have seen 

in how work gets done, in particular with the innovations in technology, the 

way many people think about work continues to be so traditional and, yes, 

old-fashioned? In the past ten years alone, the number of people with access 

to the internet has doubled. Thirty years ago, only one person in 1,000 had a 

mobile phone. Today, there are five billion mobile phone subscriptions world-

wide. More and more of us are collaborating across borders as part of our 

regular daily work and we naturally expect to be provided with the tools and 

support we need to carry out our work, fulfil our career aspirations and achieve 

our preferred life style.

New ways of working (NWoW) is not purely about what many refer to as flex-

ible working, or more recently agile working. It also includes:

	 ●	 Changing the current working model, sometimes including the 

physical workplace, to empower your people to find ways to work 

more smartly and innovatively
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	 ●	 A focus on individual well-being and supporting employees to enrich 

all aspects of their lives, their families and their communities

	 ●	 A trust-based approach, focusing on employees meeting their 

objectives – rather than focusing on where they are actually doing 

the work or even how many hours it takes to complete.

Too many of our workplaces have seen little change in how we actually struc-

ture our work and the working day over the past hundred years. In those early 

days the layout of offices supported factory work – every worker had their own 

workstation and it was deemed that you were the most efficient at that work-

station. Phones and typewriters fixed to the workstation then started to 

appear, followed by desktop computers.

However, the late twentieth century brought us into the ‘era of the knowledge 

worker’, which for the main part is not about working alone, but more about 

collaboration. As Alison Maitland and Peter Thomson say in their book, Future 

Work,1 now it is more about ‘minimising the constraints and maximising 

autonomy’ of how we work. Today’s thinking is moving more towards work 

being an activity, rather than a certain location where teams come together as 

a function.

Why the focus?

There are numerous reasons for a real focus on new ways of working, both 

from a business and a talent perspective. Such is the intensity of how many of 

us are expected to work today, that we need to find ways to balance the many 

demands on our time and attention, both personally and professionally. Most 

organisations are constantly trying to do more with less, and the current way 

of working for many of them just doesn’t fit with the expectations of both our 

people and our clients. A focus on how work can be delivered differently can 

also be a great way to refresh the culture of your organisation by putting a 

focus on teamwork and cross-company collaboration.

Productivity
On an individual level, presenteeism doesn’t guarantee productivity or quality. 

Employees can keep showing up at the office, to sit at the same desk for their 

contractual hours without necessarily feeling engaged or being productive. The 
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reality is that they could be more productive somewhere else. Both academic 

and organisational research repeatedly show that when someone feels empow-

ered to choose where, when and how they work, they are more engaged; and 

we know that higher engagement leads to higher productivity and stronger 

retention. At EY, for example, in 2015 the people who said they could work flex-

ibly were 57 per cent more engaged than people who said they couldn’t.

Multi-generational expectations
Earlier in the book we talked about the ‘demographic divide’ which will soon 

arise between countries with younger skilled workers and those that face an 

ageing workforce. Initial research indicates that whilst the younger generation 

want flexibility from their employer, they don’t want to work remotely, or at 

least, not all of the time. They highly value the opportunity to work as part of 

a team, but don’t want to have to sit at one desk from 9.00am to 5.00pm, just 

because traditionally that’s what everyone has done.

This isn’t just about the younger workforce. In many countries people are work-

ing longer, and with many different age ranges in the organisation there will be 

people at different stages of their life with different motivators and challenges. 

For some, their 30s and 40s can be the most challenging time of their lives as 

they juggle bringing up a family with caring for elderly and/or sick relatives – 

you may have heard this described as the ‘sandwich years’. To compound the 

challenge of this situation, unlike maternity leave, caring for the elderly often 

can’t be planned for as you don’t know when there will be a problem, or how 

long you will need the ability to flex how and where you work.

Well-being
One key area of consideration, which in recent years has received more air-

time in many geographies, is the health and well-being of employees. In the 

majority of cases organisations aim to operate at standards above basic 

health and safety requirements. More sophisticated thinking recognises the 

real value that supporting health and well-being brings. Many organisations 

will regularly review and upgrade work environments, such as technology 

and infrastructure, to promote the physical and psychological well-being of 

their employees. This could include access to a confidential employee assis-

tance programme, or ensuring there is an accessible online approach for com-

pleting ergonomic and work space assessments linked to their specific ways 

of working.
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In a world where mobiles and instant messaging mean we are always accessible, 

we must remember that ‘anytime, anyplace, anywhere’ shouldn’t mean ‘all the 

time and everywhere’. Organisations should encourage their employees to take 

control of their own well-being which means taking quality time away from 

work, taking regular breaks throughout their working time, for example moving 

away from their computer, both to recharge the mind and to stretch their body. 

This can be particularly important for people who work alone or remotely. If not 

managed appropriately, the isolation may lead to feeling separated from the 

team or not feeling part of it and could impact their psychological well-being.

Of course, organisations with the best of intentions can go too far without real-

ising it (in our opinion). Controversially, a German carmaker announced they 

would stop their Blackberry servers sending emails to some of its employees 

when they were formally off-shift. This was in direct response to a number of 

staff complaints that felt their work and home lives were becoming too blurred. 

You have to admire the motivation of the organisation for making this move, 

but for some people the inability to access their emails could cause more stress 

than it relieves – particularly if someone relies on leaving work early for a per-

sonal appointment and chooses to continue working during the evening. Actions 

such as this are well intended, but can reduce the level of flexibility some people 

have when deciding how and when they want to work. What would be more 

impactful is creating a culture where employees feel comfortable, and empow-

ered, to not have to answer emails as soon as they open their email account.

Will Hutton, Chair of the Big Innovation Centre at the Work Foundation in the 

United Kingdom, said, ‘It’s bad for the individual worker’s performance being 

online and available 24–7. You do need downtime, you do need periods in which 

you can actually reflect on something without needing instantaneously to give 

a reaction. Second it has a poor impact on an individual’s well-being. I think that 

one has to patrol quite carefully the borderline between work and non-work.’2

What is flexible working?

When you mention flexibility to many people they generally picture the more 

traditional flexibility that is usually requested formally and agreed as part of 

the employment contract. Examples of this include:

	 ●	 Flexi-time, for example, starting later or finishing earlier

	 ●	 Job sharing
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	 ●	 Working a reduced number of days in a week, for example, three 

days a week rather than five

	 ●	 Compressed working (working contractual hours in fewer but 

longer days)

	 ●	 Remote working, for example, working from home

	 ●	 Term-time working (working weeks mirror school term times).

Your organisation may not be at a place in their journey where they are ready 

to introduce informal flexibility or you might be in a sector that can’t be par-

ticularly flexible: for example, an organisation that relies on shift working and 

assembly lines, such as factories and call centres.

The challenge with formal flexibility can be that the flexible worker can end 

up being the least flexible within the team in terms of when and where they 

work. Fleur remembers working with someone who was contracted to work 

three days a week in the office and an additional day from home. You could 

have set your clock by her arrival and departure. She would never deviate from 

those set hours, even if it meant missing deadlines or having others working 

significantly longer hours to cover. Of course, in some cases, the individual 

does need the comfort of having set hours to enable them to deal with other 

demands in their life. For example, they might be pursuing a sport, have an 

additional job elsewhere, or be in the midst of studying, which will all have an 

impact on their ability to be flexible.

In some countries everyone has at least the right to ask for a flexible working 

arrangement (FWA) and good practice would suggest that you start from a 

position of wanting to agree any requests. Obviously you will need to weigh 

up the impact on your business, your clients and the others in the team. How-

ever, if you start with an open mind you are more likely to grant the request –  

even if it’s purely on a trial basis to begin with.

Some countries have legislation that grants people the right to work flexibly 

on a temporary basis. The Netherlands, by law, entitles men and women with 

a child under the age of eight years to temporarily reduce their hours for 26 

times their number of working hours per week (per child). This means that if 

you work 40 hours a week, you are entitled to a maximum of 26 × 40 hours 

off to use before your child reaches nine years of age. The leave is unpaid; 

however, some employers do elect to pay an element of the employee’s salary. 
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One effective approach that we have come across in France was an organisa-

tion offering women returning from maternity leave a four-day week for the 

first month whilst paying for the full five days. In another case, in India there 

was the opportunity to work from home for the first three months of a phased 

return to work where they would gradually increase their working hours and 

time in the office.

Having established the basic operating approach for formal flexibility, you 

should now have a full suite of formal options, a transparent, fair process for 

people to apply and some form of reporting to regularly track the level of 

take-up. Once at this stage you can start thinking of how you can progress to 

the stage of offering a broader range of flexibility.

Flexible working is not …… Flexible working is ……

•  purely a way to cut costs • � empowering people to have choice in how, 
when and where they work

• � securing a quick win or 
a short term initiative

•  both formal and informal working

• � a work agreement that 
only suits the individual

• � future proofing your organisation by 
investing in infrastructure and technology

• � an agreement that is totally 
inflexible

• � finding new and innovative ways to team

• � an approach that leaves the 
main share of work to a 
handful of team members

• � flexible and inflexible arrangements

Figure 14.1  What flexible working is and is not

Informal flexibility/agile working

On the whole, formal, rigid terms and conditions fly in the face of everything 

we stated in our opening paragraph. In many cases we are allowing and ena-

bling people to flex from a working construct that is now outdated. Ideally, 

what we should all be looking for is an approach that empowers everyone to 

work the hours/days that are required to deliver their objectives and these will 

vary at any given time. We call this ‘informal flexibility’.
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You might also hear organisations who are well on their flexible working journey 

talk about agility, agile working or smart working. Agile working seems to be 

used by organisations trying to move away from the stereotype that the descrip-

tion of flexible worker often leaves you with. Some organisations may also refer 

to ‘activity-based working’ (see Figure 14.2) which is based on the theory that you 

don’t have one desk; you base yourself in different work areas depending on the 

work you are doing. For example, you might start your day at a desk in an open-

plan office to respond to your emails, you may then go to a breakout area for a 

quick chat with a colleague and then you may find a private booth to make a call.

Regardless of where you are on the flexible working continuum, it is an incred-

ibly important topic and certainly not something that is going to go away. As 

we have mentioned before, we do not believe that flexibility should be viewed 

as a benefit. It’s much more than that – it’s a cultural approach to the way that 

work gets done, how effectively you engage with your people and how you 

support their well-being and performance.

Workplace of the future

Many workplace of the future (WOTF) programmes are initially driven by 

the real-estate function as a way of streamlining and reducing property 

9–9.30 am:
Check emails/
vmail  

9.30–10.30 am
Account Team
Weekly Call  

8–9 am:
Team Strategy
Session  

11–1.00 pm
Board Meeting  

10.30–11 am
Prepare for board
meeting  

2–2.30 pm
Coffee with New
Hire  

4–6 pm
Annual Review
Committee 

2.30–4 pm
Client Meeting
(offsite) 

Figure 14.2  Activity-based working
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costs despite a backdrop of often an increasing headcount. In the flexible 

working report, ‘A study of flexibility in professional services workplaces’,3 

Luke Connoley, Head of Knowledge at UnWork, suggests that for organisa-

tions with offices in capital cities such as London, the cost of a desk per 

person, per year, is somewhere between $19,000 and $22,000. This figure is 

calculated taking rent, rates and service charges into account, but often 

excludes technology costs. For a professional services firm, the average cost 

of the workplace real estate is usually between 5 per cent and 6 per cent of 

profit.

There are enormous savings to be made if you can encourage people to 

release their offices and dedicated workstations and move to hot-desking 

and working remotely. This can be a particular driver for an organisation that 

is running out of office space and purchasing more is not an option. However, 

the realisation of the real estate savings cannot be achieved in isolation and 

will fail if the productivity and engagement of the individual’s involved 

decreases. This can happen if the organisation has failed to up-skill and equip 

both leadership and staff into how they work, manage and lead differently.

In a previous organisation Charlotte played a lead role in a large programme 

that was commissioned to deliver WOTF to over 67,000 employees. The project 

was called ‘Liberation’ and aimed to:

	 ●	 rationalise the real estate portfolio, release properties and create a 

minimum annual cost saving of £5 million

	 ●	 create a culture of flexibility for employees, enabling them to work 

when, where and how they wanted

	 ●	 ensure the right technology, great working environments, clear and 

simple processes, and supportive line management were in place and 

utilised.

The three elements to the programme that were interdependent and had to 

be integrated to deliver the overall benefits were (i) the long-term property 

strategy, (ii) the people strategy and (iii) the IT strategy.

All aspects of HR, IT and property worked closely together throughout the life 

of the programme and were assigned to deliver the following:
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HR

	 ●	 Develop working styles and behaviour change programme

	 ●	 Create new contracts of employment or revisions to existing/new 

policies, for example, expenses

	 ●	 Clear guidance notes and processes for WOTF.

IT

	 ●	 Create a simpler process to order IT kit and create the provision of a 

flexible support service

	 ●	 Development of wireless technologies

	 ●	 Maximise use of existing software to enable remote working, for 

example, collaboration tools.

Property

	 ●	 Create revised travel strategies

	 ●	 Develop transition plans to support productive working throughout 

transition

	 ●	 Close and dispense with old buildings

	 ●	 Create updated processes for consumables and procurement.

To help drive the mindset change, a set of ‘work styles’ were created to house 

the 67,000 roles across the world. They were defined as:

Fixed office

Colleagues need 

to be in the same 

office to carry out 

their role for the 

vast majority of 

time… with 

flexibility around 

when they work

Flexible office

Colleagues spend 

over 70–80 per 

cent time working 

in an 

organisation’s 

office, but not 

necessarily the 

same office

Mobile office

Colleagues have a 

nominated work 

base (office or 

home) but 

generally spend 

less than 30 per 

cent time there… 

majority of time 

spent at other 

offices customer/

client sites

Home office

Colleagues whose 

home is their 

contractual work 

base, visiting 

organisation 

offices occasionally 

for team or other 

specific meetings
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Each work style clearly defined (i) the technology required to work in that way, 

(ii) appropriate office facilities such as space allocation or hot desks and (iii) 

leadership development support such as the need for a robust performance 

management process and training for leading remote teams.

The programme was phased into the organisation over a number of years to 

ensure that it was appropriately embedded in each business area before 

moving on to the next. At the time of the Liberation project being rolled out, 

it was ahead of its time and would still be considered as leading edge a dec-

ade later.

Challenges to progressing a culture 
of flexibility

There is often resistance on multiple levels to creating real, sustainable 

change. Some of it is well grounded, but often the issues being raised are not 

insurmountable. The three challenges that seem to come up consistently are 

technology, legislation and mindset/behaviours.

Depending on where in the world you are operating, there are a number of 

areas for you to consider:

	 ●	 Local legislation: You need to understand the local legislation and 

what this means for your organisation. It may be in the way contracts 

are written and any changes will require careful negotiation with 

local works councils to gain their buy-in. For example, in Italy, there 

is legislation that protects an individual if they work remotely. 

Should they become injured, the law looks to the organisation and a 

named member of the senior leadership team to take responsibility, 

which at worst could lead to prosecution and jail. There are countries 

in the Middle East that have legislation preventing you from 

reducing someone’s contractual hours. Most recently Fleur was 

talking to a colleague in Japan who was struggling with the concept 

of remote working. The business was most concerned about the 

client’s reaction if an employee lost their laptop and its confidential 

contents. In some cases they could face prosecution and most likely 

they would lose the client.
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	 ●	 Technology: Technology is often cited as a challenge, particularly when 

flexibility involves working remotely. IT solutions can be expensive and 

globally may be beyond your control. For example, in parts of Asia the 

internet can be unreliable, slow and expensive, but having the right 

technology strategy to support your vision and objectives is both an 

imperative and an obvious investment. Identify whether you have the 

infrastructure to support flexibility. Some organisations still think of 

Blackberrys and iPhones as a ‘luxury’ or ‘perk’ of the job and have 

policies that only allow certain grades or roles to have one.

	 ●	 Mindsets and behaviours: The way individuals think and act plays a 

significant role in progressing this agenda and can be the most 

challenging to overcome, in particular the thinking of managers. They 

may have concerns which include:

●	 How do I know my team is working if I can’t see them?

●	 How can I create a sense of community?

●	 How can we effectively collaborate if not physically together?

●	 How can I develop my people if they aren’t near me?

●	 How can I keep them engaged?

For many, they are asked to be more flexible in their thinking, be more proac-

tive and to change their habits, such as micro-managing. Many of these habits 

have developed over a long period of time and may well have seemed effec-

tive in the past.

In addition, on an individual basis, not everyone wants to work flexibly; some 

people prefer to come in to an office to work. They may prefer having specific 

boundaries between work and home. They may live in a city such as Paris or 

Hong Kong where property prices are expensive and they may not have a 

home big enough to create a specific office or work space. They may live in a 

country that routinely has multiple generations living together or they may be 

a millennial with research suggesting that they want flexibility, but don’t want 

to work alone and would prefer to work in an office environment and collabo-

rate with their colleagues.

Very few organisations consider the influence of personality types such as 

Myers Briggs Type Indicators (MBTI)3 on how people feel they are most effec-

tive at work. For example, people who have a preference for introversion (that 
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doesn’t mean they are shy, but rather that they restore their personal energy 

from within) generally find that a quiet space allows them to be the most pro-

ductive. On the other hand, extroverts draw their energy from collaboration 

and brainstorming and will prefer to be around other people in the office. 

Both are effective styles, but both want different things of both the available 

workspace and how they are able to flex their work.

From a cultural perspective, the Harvard Business Review, ‘Balancing “We” and 

“Me”’ by Christine Congdon, Donna Flynn and Melanie Redman,5 shared some 

interesting insights about people’s attitudes towards personal space across a 

variety of cultures. They found that German offices allocate an average of  

320 square feet per employee, American offices allocate an average of 190 

square feet. For workers in India and China, the figures are 70 and 50 square 

feet respectively. Yet despite their relatively dense workspaces, both Indian 

and Chinese workers rated their work environments highly in terms of their 

ability to concentrate and work without disruption.

Some solutions to overcome the 
challenges

Professor Lynda Gratton is spot on when she says that the early frays into 

‘untethered’ work can go through a rough patch.6 As the mindset often has to 

change, so too does the behaviour. It’s the same when creating a diverse team. 

At the beginning, the level of dissent can be challenging, but with effective 

inclusive leadership we know that these teams will ultimately be the most  

successful.

Find ways for teams to build trust with 
managers and colleagues

Fundamental to the success is the ability to establish trust, both in one-to-one 

relationships and across teams. A significant amount has been written about 

trust with a number of definitions of what it means in relation to the work-

place.

Think of trust as the foundation for effective collaboration, particularly when 

you are working across geographies. What most writers and researchers agree 
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on is that trust is the number one driver of engagement and productivity – 

teams that trust each other outperform teams that don’t.

In his book, The Speed of Trust, Stephen Covey7 argues that employees will stay 

at an organisation longer, and will be more engaged, when there is a high 

degree of trust. In her work, Suzanne Jacobs of The Positive Group, developed 

the Jacobs Model8 of trust which identified eight intrinsic drivers (such as 

choice and autonomy, fairness and purpose) and three external factors (flexi-

ble working, workload and work–life integration) that were critical to creating 

trust. She refers to trust as the ‘performance currency’.

Building trust in the workplace is challenging enough when working face to 

face; when it comes to virtual teamwork, everyone needs to work harder at 

building it. To enable trust to grow there is a reliance on reading and under-

standing non-verbal cues; depending on who you are working with, cultural 

influences will also play a part. For example, when working with colleagues in 

Asia and particularly in Japan, there is a much stronger hierarchical leadership 

style which means that a more junior employee will not want to be seen to 

contradict or disrespect someone senior to them by talking over them.

If a manager is really nervous about a team or team member changing their 

hours of work or where they are working, a suggestion is to set delivery goals 

for the short term with more regular reviews to ensure both the team member 

and manager are comfortable with what is being delivered and how the differ-

ent ways of working are impacting this. Regular reviews and check-ins could 

take place as often as needed. Start with a focus on weekly or monthly outputs 

and you can extend timescales as confidence with the arrangement grows.

It’s worth remembering here that the average contract of employment will 

specify an amount of pay for a number of hours to be worked; it rarely speci-

fies the actual productivity expected. As we have mentioned earlier, someone 

can be sitting at either their desk or in a meeting and not really be productive. 

What you are ultimately looking to achieve is an engaged, motivated work-

force that is operating to their highest potential to deliver their objectives. The 

bottom line is that a manager should trust their team until they become 

untrustworthy and not start from the other way round in a position of auto-

matic distrust. It is human nature that if you know someone trusts you and 

shows that in their actions, there is a much higher possibility that you will trust 

them in return.
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Be clear on objectives, deliverables and time 
frames

A lot of what we have discussed in this chapter, and the rest of the book, 

comes back to strong and effective leadership. We have never seen success-

ful and sustainable culture change occur without the full sponsorship of 

the leaders. This means people who understand and buy in to the business 

case, who ‘walk the talk’ and who inspire and enable others to think dif-

ferently. In terms of walking the talk, they might for example: openly say 

that they don’t respond to email over a weekend; set SMART objectives 

and regularly review them with their team; challenge themselves to make 

sure that they include people who work flexibly in high-profile projects; 

and avoid micro-managing their people once their goals have been agreed 

and signed off.

Work hard on identifying effective 
communication channels

An important aspect of strong and effective leadership is good communica-

tion, and this is just as important for new ways of working as it is for wider 

culture change. From a leadership perspective, it is helpful to consider and 

agree how and when regular updates are going to take place. Where possi-

ble, adopt an open diary approach. Arrange regular virtual updates as well as 

aim to meet in person as often as needs be. Plan contingency time in the 

diary for the unexpected deadlines or challenges that will invariably come 

your way.

Adopt smart work practices that leverage 
what is already available

Each individual also has a responsibility to make working flexibly a success. 

Given the level of technology available, there are so many more ways to com-

municate and stay in touch – instant messaging, teleconferencing and Skype 

all make new ways of working far more effective. It is important that individu-

als set their own boundaries, know their limits in terms of where and when not 

to work and ensure that they do have quality down time during the week. 

Most important is that they must schedule holidays which should be a break 

from work, not purely a different place to work.
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Another important factor that we have both seen fall by the wayside when 

people reduce their working hours is factoring in the time they should be 

spending on their own development. For example, often when someone 

reduces their working time from five to four days a week, they retain the same 

level of work and drop anything that is not obviously seen as ‘work’, such as 

attending training, having coaching sessions or coaching and mentoring others.

Jane Ayaduray, Manager, Group Diversity 
and Inclusion, Standard Chartered

‘We need to move away from the idea that flexibility somehow matters 

more to our female employees – it’s something that matters to everyone. 

We also need to stop thinking of it as a benefit, or something we do for 

people as a favour, and start recognising it as a real business driver.

‘As a global business spanning 69 different countries, we depend on 

our employees being flexible. We require people to do things outside 

their working day as a matter of course, and we need to acknowledge 

that cuts both ways. We also need to make sure that we’re not putting 

unnecessary barriers in the way of recruiting the best talent: we should 

be looking for the best person for the job, not the best person that can 

work in a certain place between certain hours.

‘It’s not easy to change the culture, though. When I came into this job 

two-and-a-half years ago, we had rolled out flexible working arrange-

ments in 13 countries. People said they were interested, but very few 

were actually doing it. Part of the problem was the bureaucracy – you 

had to fill in a form, get it signed off, and so on. There was also an 

underlying assumption on the part of both employees and managers 

that in order to be doing the job properly you needed to be putting in 

long hours in the office.

‘What we set out to do was to get people focused on outcomes rather 

than process: on what people achieve, rather than how they achieve 

it. We also asked managers to make a public commitment to support-

ing flexible working, by signing up to our Flexibility Charter. The 

Charter states that work should be treated as an action not a place, 

(Continued )
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puts the emphasis on adding value to the organisation, and calls on 

managers to model good time management and work–life balance.

‘At the same time, we tried to overcome some of the specific barriers. 

For example, some managers were worried that team members might 

not be getting the job done if they were working remotely. Equally, 

employees worried about managing their time and staying focused. 

The solution to both concerns was the same: set clear objectives, and 

agree to review the situation after a certain period of time, and, of 

course, constant communication.

‘People also worried that they may not be seen to be sufficiently ded-

icated and committed if they initiated a conversation about flexibility, 

and that they may not get the same opportunities as their peers who 

were in the office. Again, that comes down to making sure managers 

are really committed to the goals of the Charter and also making them 

aware of the potential for bias to creep in.

‘We know from both our own analysis and external research that dis-

tance has an impact on performance rating. Someone sitting near 

their manager will be rated differently to someone sitting in an office 

elsewhere. It comes back to really focusing on what adds value to the 

business. Actually, where someone sits should have no impact whatso-

ever – it’s what they deliver that counts.

‘In a business like ours, people will always have to work long hours at 

times, but there should be flexibility around that. They need to know it’s 

not going to happen every day. Or that if they’ve been working really 

hard on a deal they’ll be able to take some time off to relax and reflect.

We want to create a safe space for those kinds of conversations to 

happen and for both managers and team members to take a broad 

view of flexibility as a tool for enabling people to be more effective in 

all areas of their life.’

Tips to achieving your NWoW vision

To achieve a change in mindset and behaviours for an organisation to success-

fully move to new ways of working can be significant if the deeply ingrained 
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norm within the organisation is that managers need to be able to physically 

see their team around them. Achieving real change requires a systematic 

approach and we would recommend the following steps:

	 ●	 Create your vision for new ways of working: What are you trying to 

achieve and what will success look like? When EY started their 

journey in EMEIA, their first milestone was to get each region to have 

a set of formal flexible working policies that were open to all ranks 

and both genders (yes, initially one region thought flexibility was a 

benefit for working mothers only). Their long-term goal included a 

number of key performance indicators (KPIs or, as we talk about in 

this book, ‘impact measures’), including the consistent approach that 

applications for flexible working would be ‘reason neutral’ and 

everyone would be working in an environment that supports their 

current activity – that is, activity-based working. Alongside the vision, 

a customised case for change for your own organisation is essential to 

gain the buy-in of your most senior sponsors.

	 ●	 Create a change management group: Sometimes known as a steering 

group or innovation group who will act as catalysts for change and 

ambassadors within the business. This group should include 

representation from different areas of the business, different ranks 

and different functions and, as a minimum, IT, communications, 

property and HR. It is important to also identify people who will lead 

the change – including ideally someone with change management 

experience. One of their first jobs should be to source any data that is 

available to understand the size of the challenge. This could be in the 

form of people survey results, number of people on formal flexible 

working, outputs from focus groups or people who already access the 

organisation’s IT infrastructure remotely, for example, email or 

intranet access.

	 ●	 Assess how well the current technology is enabling flexibility:  

When Fleur first started working in this field, she found that a 

Blackberry was only given to people at certain ranks and the rules 

varied by business units meaning that two people of the same rank 

could be at the client site, one with a Blackberry and one without. 

Technology is often used as the reason that flexible working can’t 

work. There may be geographic challenges, potential security 

concerns and interesting rules set within organisational technology 
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firewalls, but on the whole these can largely be an excuse put 

forward from the resistors. We acknowledge investment in 

technology that enables remote communication and collaboration 

may well be required; however, this sort of investment can be justified 

by increased productivity through increased engagement and, in 

some cases, reduction in real estate costs.

	 ●	 Complete a skills gap analysis: Create a plan with detailed 

deliverables, timelines, milestones and impact measures (or KPIs). The 

plan should reflect the outputs of a training needs analysis and 

include how you intend to approach behaviour change and up-

skilling your people to think and act differently; therefore working 

with relevant functions such as learning and development are 

important. The training element may well cover a number of facets 

including: (i) use of any new technology; (ii) getting the best out of 

collaboration platforms; (iii) effective virtual working (setting of 

objectives, performance management, communication, 

teamworking); and (iv) effective paper management.

	 ●	 Share the training with your steering group/innovation group: This 

will equip them with the knowledge and skills to help them think 

about the different ways to influence and engage other stakeholders 

as well as how to manage resistance to change. An added bonus is 

that their level of engagement and commitment to the change may 

well increase, giving you more committed and well-informed 

‘ambassadors’ for the change throughout the organisation.

	 ●	 Create and deliver an effective communications plan: At times of 

change there is no such thing as over-communicating. As mentioned 

previously, finding ways to engage people with the change that is 

two-way, listening as well as telling, so that they feel that they are 

part of the change rather than something being done ‘to’ them, is 

really important. It is also important to recognise within the 

communications plan that the level of change required in many 

organisations on this topic will take time. When we say time, we 

don’t mean weeks or months but years, and during that time the 

pace of change will not be consistent.

	 ●	 Share success: Report on progress regularly with a compelling story 

and this will increase your chances of engaging those who remain 

sitting on the sidelines waiting to see what happens. This will also 
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give you the opportunity to identify and celebrate good role models 

and share good practice from different parts of the organisation. 

Fleur remembers working in an office that moved from structural 

offices to an open-plan working space. The sceptical leader found it 

challenging to have to relinquish his own private office space and go 

and seek space for private and confidential calls; however, he found 

that the benefits of collaboration far outweighed these challenges 

and he took every opportunity to talk about the benefits. As a result 

they found that:

●	 work flow increased because people didn’t have to wait for formal 

meetings to gain a decision

●	 communication flow improved with a more seamless transfer of 

knowledge across the team

●	 junior members of staff really valued the improved access to 

leadership whom they felt that they could learn from.

Five key takeaways from this chapter

	 ●	 Too many of us expect our people to work to an outdated work 

model – there has never been a better time to think about working 

differently.

	 ●	 There will be lots of challenges from people resistant to change, for 

example, technology, legislation, but it’s rare that they cannot be 

overcome.

	 ●	 To create effective and sustainable change requires a collaboration 

across the whole organisation; as a minimum, HR, property and IT 

must work together.

	 ●	 Working flexibly doesn’t automatically mean working fewer hours, 

just often more productively.

	 ●	 A change in mindset is critical to success, which also drives a change in 

behaviours.
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Removing barriers and 
obstacles

If you can’t fly then run, if you can’t run then walk, if 
you can’t walk then crawl, but whatever you do, you 
have to keep moving forward. Martin Luther King, Jr, civil 

rights activist

Before change is embraced by employees there will be some form of rejection 

and pushback during the process. In this chapter we focus on why some D&I 

strategies fail, identify what the barriers and obstacles may be and how to 

reduce their impact.

Why some D&I strategies fail

Over the years we have both seen a number of organisations throw themselves 

into the D&I arena – spending a lot of money externally on sponsorships, pitch-

ing for awards and rolling out firm-wide training. This has all been at a high 

cost of both budget and resource – only to then reduce or close the function 

when the business priorities changed or the sponsorship moved on and often 

disappeared off the radar for several years.

Ideally, failure is not an option; however, this is not unique to delivering a 

more diverse and inclusive workplace. John Kotter, who we mentioned earlier 

in the book, found that approximately 70 per cent of change programmes do 

not deliver the aims and outputs they were originally designed to do. He found 

a number of reasons why change generally fails:

	 ●	 Allowing too much complexity – falling into the detail rather than 

focusing on the bigger picture
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	 ●	 Failing to build a sustainable coalition – failing to create momentum 

through teams that can drive the change

	 ●	 Not understanding the need for a clear vision – if you don’t know 

where you are going, how do you know how to get there?

	 ●	 Failing to clearly communicate the vision – no clarity on the future 

goal to drive towards

	 ●	 Permitting roadblocks – not understanding or acting upon potential 

roadblocks

	 ●	 Failing to create short-term wins – these build morale and motivation; 

long-term change will suffer if the impact, in some way, cannot be 

seen

	 ●	 Declaring victory too soon – it’s a long process; celebrate successes but 

continue to keep the foot on the pedal

	 ●	 Not anchoring changes into corporate culture – the lack of reinforcing 

the change and the lack of transition plans can set the sustainable 

change up for certain failure.

Change is difficult; however, the level of difficultly is compounded if appropri-

ate thought, governance and structure is not created around the programme 

to support both the delivery of the change and those delivering it.

How to identify barriers and  
obstacles

Creating change, getting people to think differently and do things in ways 

that they may never have done in the past, will not come without its chal-

lenges. In fact, if you don’t encounter barriers and obstacles whilst doing this 

work, you should really be asking yourself whether you are doing it right in the 

first place and whether you are pushing far enough.

Regardless of how supportive and committed the senior team are, regardless 

of how passionate your employee networks are and regardless of how ‘bias 

blind’ your organisation says they are, there will be barriers, obstacles and 

challenges to overcome through the life of creating the change.
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There are a number of different types of barriers and obstacles that you may 

well need to navigate. The different types of barriers do not work in isolation 

and you may be faced with more than one of the following:

	 ●	 Structural: This could be, for example, a physical obstacle such as a 

building that has access issues for people in wheelchairs and, as you 

don’t own the building, you are told that you can’t change the 

layout. Or it could be a hierarchy within an organisation, such as the 

management structure that has D&I reporting in to HR who then 

report in to the chief of administration (COA) who only has an 

interest in cost cutting and headcount control.

	 ●	 Procedural: This is where a current process or procedure is causing a 

challenge. This could be an HR process: for example, the IT system used 

as the first stage of the recruitment process that automatically rejects 

applicants that don’t have a 2.1 degree. Or, for example, the way that 

headcount is tracked and reported. Fleur once worked at an organisation 

that reported on the number of people rather than overall payroll costs. 

Where there was a need to reduce numbers, people who were in a job 

share arrangement (i.e. two people sharing one role by sharing the 

working hours of a full-time contract) were disproportionally penalised.

	 ●	 Attitudinal: For many this will be the biggest barrier or obstacle as 

well as one of the more challenging to tackle because, quite often, 

people can mask what they really think. This will include bias, 

stereotypes, beliefs and perceptions as well as the motivation to 

change. It isn’t enough to just understand why the change is required 

if the individual doesn’t believe it is important. ‘If it’s not broken, why 

fix it?’ is at the back of many people’s minds when we talk about the 

business benefits of introducing more diverse thought and 

perspectives to a team. For all of your great policies, it’s the people 

bringing them to life that you most rely on.

	 ●	 Skills and knowledge: Where individuals have limited or no skills or 

knowledge around the specific topic and are unaware of how this 

may be progressed or do not understand the importance. D&I can be 

such a broad agenda that some people may have extensive 

experience in one area and know very little about another. For 

example, if you have little emotional intelligence or versatility of 

style, you are going to struggle more when navigating the challenges 

of working differently and working with difference.
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Overcoming barriers and obstacles and 
reducing their impact

When tackling a barrier or an obstacle it is important to understand which of 

the above are hindering progress, as this will help you identify how to address 

it and the actions required.

At this stage it is also important to consider whether the barrier or obstacle 

you are encountering is the ‘root cause’ or the ‘symptom’ of something else.

The root cause is defined as ‘a key issue or reason why a symptom is evident’ 

whilst the symptom is defined as ‘an indicator that a problem exists’. There-

fore, identifying and tackling the root cause will have a better chance of stop-

ping the symptoms from emerging in the future.

Tackling the symptom will have no impact in the longer term and could result 

in other symptoms emerging over time. Many D&I action plans, unfortunately, 

focus on the symptoms and not on the root cause.

This may sound confusing and can be difficult at first to really define what a 

symptom is and what the root cause behind it is. A simple and effective way to 

do this is to use ‘the five whys’1 technique. This is a technique that is used 

within Six Sigma which is a disciplined methodology for eliminating defects in 

any process. The technique can help you delve past the different layers of 

symptoms and get to the root cause of a problem. This usually presents itself 

as a statement that you can then take action upon. Although called ‘the five 

whys’, it may take fewer or more times to ensure the root cause is identified. 

Let’s give you an example:

Point: The data shows that people with disabilities don’t progress in the 

organisation past associate level.

Question: Why don’t people with disabilities progress?

Point: Some decide to leave the organisation. The ones that stay with us 

usually stay in the same job.

Question: Why do some decide to leave the organisation?
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In the example above, the symptom is that people with disabilities are not 

progressing through the organisation. The root cause of this is that the organ-

isation is not providing the support and help to the line managers who have a 

disabled person in their team, which in turn is limiting the support available 

for the individual.

For sustainable change to take place, this organisation should focus on chang-

ing the root cause issue rather than delivering an action that will respond 

purely to the symptom. In this case, responding to the root cause may be add-

ing specific awareness events for people with disabilities and their line manag-

ers to outline the support and tools, such as appropriate reasonable 

adjustments, available to them.

One final consideration to take into account is that you may well not be aware 

of all the different barriers and obstacles that are within your organisation. 

Ensure that you engage and involve individuals from across the organisation, 

at different levels and different backgrounds to consider what the challenges 

are, where they are and what they can do to ultimately remove them.

Five key takeaways from this chapter

	 ●	 Seventy per cent of change programmes do not deliver the aims and 

outputs they were originally designed for.

	 ●	 Continually sense check your plans against the key reasons why 

change fails.

Point: The exit interviews don’t share a lot of information; however, a 

couple have suggested a lack of support for the individual.

Question: Why do they suggest a lack of support? What could that refer to?

Point: We may not be aware of the level of support employees with 

disabilities need and we may not make it easy for them to ask.

Question: Why aren’t we aware of the level of support employees need?

Point: We don’t make it clear to line managers how to give the appropriate 

support to employees with disabilities of where they can go for help.
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	 ●	 For sustainable change, focus your energy and activity on tackling the 

root cause rather than symptom.

	 ●	 It is likely that there are a number of different barriers and many are 

inter-related.

	 ●	 This is a long process, so don’t celebrate victory too soon.
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Thinking global, acting 
local

Globalisation means we have to re-examine some of 
our ideas, and look at ideas from other countries, from 
other cultures, and open ourselves to them. That’s not 
comfortable for the average person. Herbie Hancock, 

pianist and composer

In this chapter we consider how to create a global ethos and translate that into 

local delivery. We also review the part that local leaders and employees play to 

help deliver their plan.

Glocal – think global, act local

Regardless of whether your company is truly global with locations in many 

countries or you are an organisation based in one country with a number of 

sites in different regions, your vision and strategy needs to be meaningful on 

a global level and resonate locally.

For every size of organisation it is absolutely right to have a global, overarch-

ing ethos and vision. However, it is also important to have the flexibility to 

enable local areas to define what that actually means for them, what their 

priorities are within that and what is right for them. For example, in South 

Africa their focus is directed by Black Economic Empowerment (BEE) which is a 

programme launched by the government to redress the inequalities of apart-

heid by giving certain previously disadvantaged groups (Blacks, Coloureds, 

Indians and Chinese people) of South African citizenship economic privileges 

previously not available to them.

        231
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We have both seen examples where the global strategy and expectations of 

how this will be delivered have been so restrictive or inappropriate, that it has 

been difficult and close to impossible for the local locations to do what works 

for them – which is ironic given that this is what D&I is all about. Think, for 

example, about the sensitivities of trying to set up an LGBT network in some 

African countries. In fact, in some countries it would be illegal. An example 

that often comes up relates to people’s focus on ethnicity and nationality. In 

the United States, many companies have networks for their Hispanic employ-

ees and will ask about activity in Europe where being Hispanic is viewed 

differently.

Creating a global ethos

To do this effectively from the outset there are a number of elements to con-

sider. Fundamentally, your D&I strategy should underpin your business strat-

egy, as we have highlighted in earlier chapters. Ideally it shouldn’t be purely 

driven by ‘Western’ values if you are an organisation operating across the 

world. This is a common complaint that we hear from our emerging markets as 

we roll out cross-cultural training which is stereotypically based on nationality 

through a Western lens. The framework that contains what you are planning to 

achieve must be globally applicable along with many of the tools and resources. 

To get this right, there are a number of additional considerations including:

	 ●	 Engaging people from across the different parts of your organisation, 

giving different countries and jurisdictions the opportunity to input 

into the overarching global direction

	 ●	 Thinking about the use of vocabulary – for example, ‘people of 

colour’ can be offensive in some locations and yet used in others

	 ●	 Ensuring all governance structures such as D&I steering groups have 

appropriate representation from across all global or regional sites

	 ●	 Factoring in enough flexibility for all regions, jurisdictions, countries 

and sites to have the space to translate what the global direction 

means for them – for example, ethnicity will mean different things in 

different countries

	 ●	 Enabling and supporting, where needed, for different locations to 

create a number of actions and impact measures that are right for 

them, whilst aligning with the global vision and direction – for 
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example, in some countries in the Middle East, they have to comply 

with quotas for the retention of nationals

	 ●	 Considering and discussing with colleagues from across the regions, 

jurisdictions, countries and sites what, within the strategy, should and 

could be globally consistent – for example, a focus on strengthening 

the leadership pipeline from a gender perspective

	 ●	 Identifying how you work across the different areas to ensure that 

whatever is delivered takes into account important differences such as 

cultural norms, regional customs and legislative requirements

	 ●	 Customising centrally created tools to show respect for local 

colleagues – for example, Fleur worked with a company that ran 

training using actors and vignettes. As they travelled round Europe, 

they made sure that at least one of the actors spoke the local 

language in each country.

Translating a global aspiration to local 
delivery

When Charlotte created a strategy for a global financial services firm, she 

knew that the cultures across the many international offices were vastly differ-

ent and one approach would certainly not fit all. To respond to this she created 

an overarching D&I vision and four themes which were an enabler for the 

wider business plan. The vision and the four themes were discussed and agreed 

across all of the business areas globally.

The overarching vision for the organisation was: ‘Inclusion and diversity is sim-

ply about the way we are and the way we do business here. It is part of our 

DNA and embedded into everything we do’.

The themes of the strategy were created into a ‘strategy pyramid’ articulating 

the four themes as well as the supporting actions required to enable sustain-

able change (see Figure 16.1).

Each of the countries were then tasked with creating their own plans, articu-

lating what the above meant for them, what their challenges were, three 

actions within each theme they were going to deliver and how they were 

going to measure the impact.
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As you can imagine, the action plans had very different starting points and 

each had prioritised different actions depending on their own set of cir-

cumstances in their part of the organisation, country or region. For exam-

ple, within the theme of ‘Engagement and retention’ the focus in Botswana 

was to increase the percentage of senior positions held by locals rather 

than ex-pats, and in Japan it was to increase the percentage of women in 

the workplace. Another example within the theme of ‘Fundamentals’ was 

the focus in Germany of creating an initial agreement with the work coun-

cils of what flexibility meant for them, whilst in the United States the focus 

was to equip the individuals with the technology and support to work in 

other locations such as home and not have to commute in to the office 

every day.

Don’t underestimate the complexity of working globally or across multiple 

sites. You will have multiple plans in place and feel that you are juggling a 

number of balls at any given time. The art here is to ensure that you bring 

people along with you, enable others to create the plans with your support, 

give them a level of ownership and accountability for their part of the organi-

sation and, importantly, look for progress, not perfection. There is no point in 

having a perfectly created action plan if it is not being delivered.

Ownership
and

sustainability 

Measures
and

metrics 

Engagement and
retention

In
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Com
m

unications

Cultural intelligence

Fundamentals

Integration and mainstreaming
Diversity and inclusion will become
integrated into all business and people
processes and will be one of the key
considerations when developing or
amending practices and processes     

Authentic leadership

Success is dependent upon ensuring
that the fundamental principles of
D&I are incorporated into all of our
daily activities       

Our leaders at all levels must act with
integrity in everything they do and ‘walk
the talk’ on D&I     

Improving our awareness and understanding of
cultural and national differences will improve
working and client relationships   

Regular research and analysis will direct our attention to the
activities that best help us engage with all internal and
external stakeholders   

Ownership and sustainability are the key objectives of the D&I
strategy. By focusing holistically on all aspects of the pyramid,
diversity and inclusion will become part of the way we do business

A clear measurement and reporting system will be developed,
which is unique and relevant to our organisation and which
will enable us to monitor each of the key themes of the strategy

Communications
We will inform and consult
with employees using clear
and consistent messaging,
whilst ensuring efficient
mechanisms are in place for
two-way communication     

Figure 16.1  Strategy pyramid – global D&I
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Rohini Anand, Senior Vice President, 
Corporate Responsibility and Global Chief 
Diversity Officer, Sodexo

Sodexo is a large global organisation with a geographically dispersed 

footprint. We have 420,000 employees from 130 different nationali-

ties, working in 80 countries in 35,000 locations and we are the 18th 

largest employer in the world. Given the diversity of our employee 

base and that of the 75 million customers we touch every day, it is no 

surprise that Diversity and Inclusion (D&I) are an inherent part of our 

culture and our business growth strategy. 

Our global D&I strategy encompasses four key strategic focus areas – 

workforce, workplace, marketplace and communities. The success 

of each of these focus areas is dependent on our ability to create 

value through tailoring strategies and interventions to local and 

national needs that serve to develop culturally agile leaders. We 

empower regions to prioritise their focus based on their local con-

text, recognising the need for customisation to accommodate 

regional cultural differences. For example, France and Brazil priori-

tise disabilities as their diversity focus, while developing local 

nationals is a key focus in many of our Asian, Middle Eastern and 

African locations, and in China generational issues and retention of 

talent are focus areas.  

While gender is a focus in every region, the approach is nuanced 

and can take disparate forms as countries ensure relevance and suc-

cess. An illustration of this is within our Indian market, where ini-

tially we were leveraging mentoring and leadership development 

for mid-level managers to advance gender representation. However, 

the importance of listening to the local workforce became evident 

as women in India shared their experiences and unique challenges. 

They shared that often they live with their in-laws as part of a larger 

joint family and when they worked late, they were often chastised 

as dinner would be rushed or delayed. Consequently, a recognition 

day for women was initiated, which entailed extended families 

(Continued )
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being invited to the workplace where the women were honoured 

with awards to acknowledge their contributions. Following the cel-

ebrations, the women reported a shifting dynamic of greater accept-

ance. In fact when the women had to work late the family was 

willing to prepare meals rather than be dependent on the working 

women, enabling them to more fully engaged and commit to their 

careers.

As with any new strategy, the articulation of a strong business case is 

crucial to develop buy-in. To that end, Sodexo conducted an internal 

study to demonstrate the correlation between gender-balanced 

management teams and performance. Each of the six key perfor-

mance indicators which were studied (employee engagement, brand 

image, client retention, organic growth, gross profit and operating 

profit) increased with a gender-balanced management group. Ulti-

mately, the study revealed that gender-balanced teams generate 

positive outcomes, which are more sustainable and predicable. As a 

result, this study was instrumental in neutralising resistance and ena-

bling our gender diversity initiatives to progress. Additionally, buy-in 

has been enhanced through training such as Sodexo’s Spirit of Inclu-

sion training that raises awareness and provides managers with 

robust tools to advance our diversity and inclusion culture. Thinking 

globally and acting locally is integral to the roll out process of this 

successful initiative. The training program has global objectives, as 

well as a consistent framework and message. However, in order to 

ensure relevance and resonance in different countries we adapted 

the details, including local challenges and case studies to suit local 

needs. As we cascade the training in various countries, we collabo-

rate with the local teams at the very outset to gain their input, result-

ing in greater ownership. Senior executives serve as champions and 

the training is delivered in the local language. Taking a cascading 

approach, the training, which includes the business case for D&I, is 

first delivered to the executive committee. These leaders then 

endorse further roll out through a train the trainer certification pro-

cess for designated internal facilitators. While time consuming, this 

process has proven successful and has resulted in an expanded roll 

out, made possible by a global network of ambassadors. Over the 
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past 10 years we estimate that 37,000 Sodexo employees based in  

28 countries in 4 continents have participated in the programme. We 

will continue the process of tailoring our Spirit of Inclusion training 

to local needs, with anticipated roll outs planned in Asia, North 

Africa and Eastern Europe. 

Remaining open to new perspectives and adapting initiatives will cre-

ate synergies that drive business success. As evidenced, the key is to 

understand the importance of the local context and gain the input of 

regional stakeholders to successfully execute local D&I strategies 

within a global framework. This has proven integral to achieving 

Sodexo’s Quality of Life mission.

Empowering local employees to deliver 
their plan

At EY, Fleur covers 99 countries in EMEIA clustered into 12 regions with over 

100,000 people. At an area level she is one half of a team of two; she is totally 

reliant on her colleagues working locally. She tends to think of her role as 

that of an internal consultant with the business as her clients. The approach 

she has taken is to have at least one dedicated D&I lead in each region (see 

Table 16.1 for job description), who feeds in to the EMEIA strategy and then 

translates it to be relevant locally. Most regions also have a D&I partner spon-

sor who is responsible for maintaining the profile of the leadership team’s 

agenda.

Fleur calls this her core stakeholder group. Her extended group is then made 

up of anyone who has expressed an interest in driving progress through 

their functional roles: for example, recruitment leads, leadership and devel-

opment managers, HR business partners and internal communications spe-

cialists. The D&I lead role can be hard to fill. It needs to be someone that 

usually has little direct resource, but is skilled at working across a matrix 

with many different stakeholders and can engage others to help deliver 

their priorities.
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Table 16.1  Role description for a senior D&I manager

Purpose Accountabilities

Responsible for developing and driving 

the diversity and inclusion agenda 

across the region. The strategy will 

vary by region, but will include:

	 1.	�E ngaging our stakeholders – to 

build buy-in so that they 

understand the organisational 

and commercial benefits of 

investing in D&I

	 2.	�E ducating our people – increase 

stakeholder understanding and 

appreciation of how to leverage 

difference effectively.

	 3.	�I ntegrating D&I into our  

processes – embed D&I in to  

our business systems, policies  

and practices.

Typical areas of responsibility could 

include:

• � Engagement with our key internal 

stakeholders on how to integrate 

D&I into everyday activity

• � Project management – such as 

benchmarking and initiatives

• � Data analysis, tracking the impact of 

the D&I strategy, reporting and 

action planning

• � Provision of consultancy and support 

to the business

• � Representing the firm externally  

on D&I

• � Working in partnership with 

external interest groups to support 

our D&I strategy

• � Representing the region as part of 

the area D&I stakeholder group.

This role could also contribute to:

• �C orporate communications – 

monitoring and ongoing 

development of internal and 

external communication plans

• � Working with our functional 

partners (e.g. recruitment, supplier 

diversity, L&D) to embed D&I into 

their business systems

• �N etwork management – key partner 

for network leaders as they develop 

and drive their network plans

• � Governance – budget management, 

coordination of sub-area and 

network plans.
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It can be quite a lonely role, but the stakeholders have a formal call once a 

month where they share updates on what they are doing, what has proved 

successful and how they plan to tackle any challenges they face. Over the years 

it has been an inspirational source of good practice sharing and, despite being 

a virtual team, the group members, many of whom haven’t met each other, are 

a great support for one another. For example, Fleur developed a programme 

for high-potential female managers that could be customised and delivered 

locally. The Middle East had done a fantastic job of rolling this out and the 

Central and Southern Europe (CSE) region were keen to follow suit. So the D&I 

leads in the Middle East ran a ‘train the trainer’ programme (virtually) for the 

HR team in CSE.

Most recently Fleur has hosted a series of webinars about change management 

for her core stakeholder group, which focus on topics such as managing resist-

ance and leveraging your network. She talks with each of them individually 

and visits them as often as she can. Her most important lesson learned over 

time is that key to success is to make sure that your stakeholder group know 

that your number one priority is to support what they are aiming to achieve.

Five key takeaways from this chapter

	 ●	 Make sure from the outset that you include local stakeholders in the 

development of your D&I strategy.

	 ●	 Be prepared for pushback and some compromise – for example, if 

France is keen to reduce their fines for not meeting their disability 

quota, they may not initially have the resource to also drive the LGBT 

agenda.

	 ●	 Think carefully about the role of the person driving D&I locally and 

work with them to ensure they understand the principles of change 

management, are tenacious about their deliverables and can 

influence at all levels.

	 ●	 Create some form of body that helps your key stakeholders to 

regularly connect, fuel the momentum and share their success stories.

	 ●	 Make sure that what you are creating at ‘head office’ is something 

that your local leads actually need and can use. Engage them in your 

thinking from the outset.
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Measuring impact and 
realising the benefits

Success requires first expanding ten units of effort to 
produce one unit of results. Your momentum will then 
produce ten units of results with each unit of effort. 
Charles J. Givens, author

We are now in the ultimate section of the STAR framework of ‘reaping the 

rewards’. To truly operate at this level you will be embedding D&I into every-

thing the business does as well as engaging employees as a normal way of 

doing things.

Measuring the impact of the work done in D&I is really important and one of 

the key areas that can be kept at too basic a level. For example, whilst it’s good 

to track how many people attend networking events, you also need to assess 

the actual impact of the events.

In this chapter we take a look at creating the right trackable measures, the 

differences in targets and quotas and how to convert impact measures into 

business benefits.

Creating the right, trackable measures

When thinking about the right impact measures, this isn’t just about reporting 

on the number of people you have at various levels within the company by 

diversity characteristic. That is an important part but take a look back at all the 

information we asked you to consider when assessing your current position in 

Part One (Starting out). How does that section help you think about the impact 

measures you would like to create? How does that help you create your own 

case for change over time, why this is so important and the positive contribu-

tion it brings to the wider business strategy?
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There are a small number of golden rules to consider as you identify and create 

the right impact measures:

	 1.	 Be clear on what is important for your organisation: What you 

measure will depend on your organisation. This will be governed by 

what information is available and what you need to know to track 

progress against your strategy. There is a standard set of measures 

which are relevant for the majority of employers, such as:

●	 employee demographics (by characteristic, level)

●	 employee opinion survey data (by specific questions and  

perception gaps of different characteristics depending on  

question) 

●	 employee insights at different areas of the employee life cycle, 

such as exit interviews.

Make sure you are tapping into what is important and of interest to 

both the organisation and the senior leaders. For example, if the 

organisation is reaching out to attract a wider consumer base, are you 

able to find the data that will tell you whether this is happening? If 

you don’t have it, are you able to work with others to create the 

infrastructure to be able to find that information out over time?

	 2.	 Measure diversity AND inclusion: You need to gather demographic 

data and engagement information. Some organisations fall into the 

trap of stating that D&I is really important and then only measure the 

diversity. Ensure you are measuring the impact of all your actions on 

diversity AND inclusion.

	 3.	 Different measures for different geographies: The legislative and 

regulatory expectations and requirements are very different across 

the world. What we can ask in one country may be seen as culturally 

taboo in another and illegal elsewhere. When deciding what your 

impact measures are, consider what is possible in the different 

countries and jurisdictions you operate in. The majority of companies 

who measure impact in some way only have gender as the consistent 

measurement across multiple countries, and even then there can be 

data protection issues. That is fine; however, that should not limit or 

hinder what you can measure locally. Reviewing global impact is 

great, measuring the impact locally as broadly as possible is critical – 

global direction, local measurement.
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	 4.	 Personalise your measurement journey: It has been mentioned 

earlier that it is important to measure what is important to your 

organisation. How this is reported and presented can be done in a 

number of ways. Some companies create their own ‘balanced 

scorecard’ which includes the key measures for their company. Put 

simply, a balanced scorecard is a strategic planning and 

measurement tool that has been used across many sectors and 

industries to align business activities to the vision and strategy of 

the organisation. For some, D&I measures may be included within 

the wider business balance scorecard or, for others, they may have 

created a specific scorecard purely for D&I.

Take Barclays, for example, when Charlotte was part of the Equality and 

Diversity team in the early 2000s, they were one of the first companies 

to include diversity measures across their whole business planning sys-

tem. Fast-forward to 2015 and Barclays has a diversity measure within 

their whole business balanced scorecard. Figure 17.1 is an example of 

how D&I measures may be included within the business scorecard.

The challenge with the balanced scorecard is that this can be purely 

focused on the numbers. Yes, you can include aspects of engagement 

scores from employee opinion surveys that will give an indication of 

how inclusive the company is or how the culture is changing; how-

ever, that alone can hide a multitude of other important aspects.

Charlotte has worked closely with a number of companies to create 

their own version of the D&I roadmap. Figure 17.2 provides an over-

view that maps the progress made within specific areas or countries 

COMPANY
Increase return on equity year
on year  

Improve conduct reputation
as measured by stakeholders 

CUSTOMER
Increase customer satisfaction

Innovative products and
services

COLLEAGUE
Increase percentage of
women in leadership pipeline 

Sustain employee engagement
across all levels and disciplines 

COMMUNITY
Achieve a sustainable reduction
in carbon emissions  

Increase funding and support
to local charities  

Figure 17.1  Business scorecard including D&I measures



Clear methodology and assessment that will monitor progress on delivery and movement towards the ultimate goal of embedding 

into the ‘way we do business’. This is appropriate for all areas of the business and wider than the colleague agenda i.e. including 

client and suppliers.

Starting out Take the leap Achieving Change Reaping the rewards

• � Clearly understand the ‘as 

is’ and the impact on firm

• � Appropriate resources 

in place to deliver 

against plan

• � Data monitored by different 

‘groups’ to identify trends and 

‘hot spots’ within HR activity 

i.e. promotions, and 

appropriate action taken

• � D&I thinking actively discussed and 

integrated at the start of any 

activity/project within the business

• � Vision of ‘where we want 

to be’ in x timescale defined 

and articulated

• � Awareness and 

understanding raised 

within region/country 

of subject matter 

including business 

rationale

• � Data monitored and 

reviewed by business to assess 

activity and how to improve 

further i.e. client engagement

• � Senior leaders take full 

responsibility for their performance 

on D&I and actively seek feedback

• � Management/leadership 

commitment and 

accountability established

• � Visible support from 

management/

leadership seen

• � D&I thinking incorporated 

into all communications from 

leadership

• � Authentic leadership seen from 

leaders at all levels across the firm

• � Appropriate 

communications and 

engagement plan 

developed

• � Leadership teams have 

a plan of how to 

embed D&I into their 

business priorities

• � Inclusive leadership 

behaviours assessed within 

people processes and  

360-degree feedback

• � D&I naturally part of any business 

strategy and planning process

Figure 17.2  STAR – measuring progress
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• � Legal requirements in place 

and performance against 

them reviewed regularly

• � Key policies and 

practices include D&I 

thinking

• � Improvement in engagement 

and perception figures for 

‘different groups’

• � D&I seen as a commercial 

opportunity to think about business 

issues and challenges differently

• � Clear understanding 

of perception figures 

for ‘different groups’ 

and action required

• � Business issues and challenges 

reviewed looking through 

the ‘D&I lens’

• � Colleagues know how to, and do, 

embed D&I thinking into their day 

to day responsibilities

• � Reaches beyond the 

headquarter offices and 

culturally appropriate

• � Engagement and perception figures 

of ‘different groups’ in line with 

‘majority’ responses

• � D&I enhances the firm’s 

brand and external profile

• � All practices and processes 

incorporate D&I thinking (wider than 

HR, including client and supplier)

• � D&I central to the firm’s brand and 

external profile

Each level is ongoing and builds from the previous one. Moving up to the next level can only be achieved by clearly delivering 

against all areas, unless business structure or rationale prevents that.

Ownership and sustainability will only be achieved by systematically delivering each level and embedding that activity/process 

before moving onto the next one.
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of the organisation as well as across the overarching company to cre-

ate a continual sense of progress made. It also includes barriers to 

continue to focus on as well as activity for the future. Figure 17.2 

shows an overview of the measurement tool that supports the STAR 

framework as outlined in Chapter 1.

In this specific company the roadmap was used in each country and 

division to find out how individual progress was being made and then 

reported back to the steering group and executive committee of the 

company. What worked well was that each part of the business was 

measured against each other, which created a competitive edge as 

well as a very clear line of sight of what their delivery focus needed to 

be over the coming months. That said, as we touched on in point 3 

above, be cautious when comparing across geographies. It may not 

always be a fair comparison.

Some organisations use an ‘inclusion index’ as a way to share a high-

level overview of what progress is being made. In one organisation 

Charlotte created an index that consisted of 20 key questions from 

the employee opinion survey. The questions were pulled together to 

create an ‘inclusion score’ which was an overarching positive score of 

all 20 questions combined. This was also created for all diversity char-

acteristics the organisation was able to measure to give an overview 

of how the ‘inclusion score’ changed depending on which group of 

employees were responding. Although the inclusion score was high 

level, it did create an overview of which employees felt more included 

and encouraged further detailed analysis to identify the issues and 

how to potentially overcome them.

EY in EMEIA has taken a two-pronged approach to measurement. 

They have a detailed template that is completed annually to inform 

strategy planning with a focus on gender. It focuses on measures such 

as retention, promotion, recruitment, engagement scores, participa-

tion on leadership programmes, scheduling of assignments and per-

formance rankings against the three principles of:

●	 fair representation

●	 no dilution

●	 no regression.

They also ask all functions of the business to include a gender split in 

their regular reporting such as recruitment.
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	 5.	 What you measure is also a journey: What you are able to measure at 

the beginning of this work may be less than what you will ultimately 

want to measure. Ensure you are clear on the data and information 

you would ultimately like to have in order to measure the impact, 

and add that into your wider delivery plan. Also ensure that others 

know why the data is important and how it will be used.

Individual measures

The above has mainly focused on the organisational metrics to measure the 

change that is taking place. However, what we haven’t yet touched on is individ-

ual measures on D&I. Individual measures will focus the mind on the actions and 

behaviours at the micro level of the organisation, with each manager or individ-

ual employee. If this is a route that your organisation feels ready for, the develop-

ment of the individual measures depends on the scope of the individual’s role.

Some companies have responded to this by creating a performance manage-

ment system that measures the ‘whats’ and the ‘hows’. The ‘whats’ focus on 

what you have actually achieved, for example, the percentage of new hires 

who are female. The ‘hows’ focus on the behaviours, for example, were the 

new hires made to feel welcome and at ease throughout the process? To date, 

if organisations are measuring D&I progress at the micro level they have often 

focused this on the behaviours, the ‘hows’ of their activity. National Grid 

acknowledged this and has created a performance development system that 

focuses on the behaviours and values, where the ‘whats’ and the ‘hows’ have 

equal weighting in the regular performance discussions.

National Grid – P4G
National Grid1 is an international organisation based in the United King-

dom with significant operations also in the United States. It is dedicated 

to being the world’s premier network utility primarily focused on deliv-

ering energy safely, reliably and efficiently. They articulate their vision 

as ‘connecting you to your energy today, trusted to help you meet your 

energy tomorrow’. They employ over 26,000 people worldwide.

National Grid created P4G (performance for growth) which is a perfor-

mance management system which places equal importance on what 

their people do and how their people do it. By adhering to a ‘50% 

(Continued)
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If your organisation has either already implemented this way of measuring per-

formance or is considering going down this route, it is important to consider the 

impact it can have on employees and the culture if implemented and delivered in 

the wrong way. Charlotte remembers working for one organisation that imple-

mented the ‘what and the how’ style of performance management and then 

found themselves heavily criticised quite quickly afterwards. The challenge for 

the chief executive was that he publicly committed that the behaviours you dis-

played whilst delivering your targets were just as important as what you deliv-

ered. He then refused to dismiss one of his star traders who was clearly displaying 

bullying behaviours in order to reach his significant targets. This created the per-

ception that what you delivered continued to be far more important than how 

you delivered it. As a result, the importance of behaviours in the workplace was 

never really taken seriously for the remaining tenure of that particular CEO.

When considering going down the route of individual measurement, it is 

important to consider the following:

	 ●	 The maturity of the D&I activity – do you have a culture of measuring 

progress or will this be the first time?

	 ●	 The culture of measurement – do individuals usually get measured on 

other aspects that are important to the company at a micro level?

	 ●	 What is the role of the individual and what are they responsible for –  

it is important to ensure you are able to measure an individual on 

something they are responsible for, for example, a line manager may be 

responsible for the pay and recruitment decisions in their team – could 

they be measured on the level of diversity and inclusion in the process?

what you do, 50% how you do it’ framework, which applies to company’s 

management population and non-operational staff, they have effected 

widespread, positive cultural change in a relatively short space of time. 

P4G is used globally and is communicated to their people annually as part 

of their ‘line of sight’ people framework enabling people to see how 

their personal objectives link back to the company vision.

Prior to implementing P4G, like most organisations, National Grid faced 

the challenge of placing too much emphasis on targets and not enough 

on behaviours.
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	 ●	 Are you at a stage where individuals feel ownership and 

accountability for progress?

	 ●	 Do you have a culture where the ‘what and the how’ are equally 

important? If not, how are you going to measure behaviours?

Again, one size will not fit all when it comes to individual measurement. What is 

important is to tailor any specific measures to the individual and the role. It is also 

important to consider when is the right time on your D&I journey to introduce this.

Targets versus quotas

It would be impossible for us to talk about measurement without discussing 

targets and quotas. Over the years targets and quotas have been hotly debated 

by numerous bodies across the world. Unfortunately the two words have also 

been used interchangeably without clear understanding, in some discussions, 

about the difference. We both favour using targets as you usually do for any 

other area of your business, but we are more cautious about quotas.

A target is a result or situation that you intend to achieve. Most businesses 

work to targets – for example, the turnover they want to achieve in a given 

month or year. It’s a specific number or an upper limit on a specified subject 

which is usually set by an organisation at their own discretion. For example, 

with a target you might decide to try and improve the number of female grad-

uates you recruit and set a target of aiming to get a 50 per cent split of male 

and female hires. 

A quota is much more specific. For example, you agree that you are hiring ten 

people this year and six of them must be female. If you can’t find six females 

you can only hire four men. Quotas are often mandatory and are often set 

externally by a body with authority to impose them on organisations.

The threat of imposed quotas for women on boards has been challenged by a 

number of countries including the United Kingdom who believe that they 

should be a last resort. Other governments, such as Norway, adopted quotas 

some years ago and at the time of writing this book, they continue to have the 

highest representation of women on boards across all European Union coun-

tries. That said, this hasn’t translated to women at the executive level where 

they are still under-represented.
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Some countries also have Government quotas for the number of disabled people 

they employ, and in the Middle East for nationals. Some carry with them fines 

for not meeting the quota, others are linked to the ease with which you can do 

business in that geography, for example how easy it is to obtain work permits 

for expats. EY’s French business has worked hard over the past five years to suc-

cessfully reduce the fine that they paid for not meeting their disability quotas. 

So, whilst it’s not ideal to have such a stick, it certainly works in some cases.

That said, many organisations have made the decision to focus on creating 

targets within their companies for the areas in which they are wanting to pro-

gress. This isn’t particularly new, although what is more recent is the number 

of organisations that are willing to go public with their targets. In the early 

2000s when Charlotte was at Barclays, they created targets for the representa-

tion of women and ethnic minorities in senior positions. Again, fast-forward to 

the current day and companies such as PwC, Lloyds Banking Group and KPMG 

have publicly set very clear targets for the future demographic representation 

of senior levels within their companies.

As always, there are a number of elements to consider before jumping into 

creating targets for your organisation:

	 ●	 What is the culture of the company? Is it target driven?

	 ●	 Will creating a target encourage inappropriate behaviour? Will 

leaders aim to hit the target, whatever it takes or will they also 

consider the behaviours displayed to get there?

	 ●	 Do your maths – what are the projections for the future if nothing 

else changes?

	 ●	 Project longer term – what would you have to do over the next x 

years to hit the target, for example, how many new recruits into the 

organisation have to be from that particular group to hit the target?

	 ●	 What would the ramifications be of not hitting the target? Public/

brand reputational issues? Financial losses for senior managers? Is the 

consequence big enough to drive change?

	 ●	 Is the timing right? Do people within the organisation understand the 

importance of D&I? Do they understand why a target may be 

required? Timing, and communication, are everything.

If an organisation decides to go down the route of creating and communicating 

a target, it is important to do your homework first. A number of companies have 
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failed at the first hurdle by creating a target that, once reviewed in more detail, 

is impossible to achieve taking into account their business objectives, their growth 

for the future and their recruitment projections. There is nothing more damaging 

to this agenda than creating a target and publicly promoting it when it can’t 

stand up to the rigour and scrutiny of how it is actually going to be achieved.

Converting impact measures to business 
benefits

Realising the business benefits is about delivering what you said you would 

deliver and ensuring that it has the desired impact on the organisation. This is 

a critical time for the strategy. At this stage you are firstly sending a signal to 

the organisation about how all the hard work is having an impact on the areas 

of focus. You are setting an expectation of the future and making sure that 

you retain stakeholders’ commitment to the work and the momentum – is the 

hard work to change the culture really worth it?

There are three key areas to consider when getting to the stage of realising 

the business benefits that we will look at in a little more detail:

	 ●	 Gearing up to measuring the impact

	 ●	 Measuring the impact and converting to business benefits

	 ●	 Progressing further.

Gearing up to measuring the impact

Throughout the book we have highlighted the point that you can’t do this 

alone. Sustainable culture change, regardless of the size of the organisation, 

isn’t usually created by one person; it’s rather a movement of people all going 

in the same direction, with the same vision.

When getting to the stage of measuring the impact, it is important to remind oth-

ers of the measures that were agreed as well as the business benefits that were 

hoped to be realised. For example, the focus may have been on creating a more 

flexible workplace, so one of the measures may have been looking for improve-

ment in the number of positive responses to specific questions within the employee 

opinion survey. The anticipated benefits may be increased productivity, increased 

employee morale and reduced travel expenses.
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It is also important to continue to hold people accountable for the commit-

ments they have made and the part they agreed to play at the outset. We have 

both seen people not take their commitment to the delivery of the D&I plan as 

seriously as they have taken other aspects of their business delivery commit-

ments. They have then struggled to meet deadlines and have not achieved the 

required level of impact to support converting action into benefits. Help where 

you can; however, don’t take responsibility for other’s commitments or in-

actions. If you do this once, they will continue to expect that in the future.

Make sure that the relevant departments/people who are helping you to pull the 

data and required information together, are aware of your deadlines and what 

you plan to do with the information. They may well be able to help you with the 

analysis and identify how much of the anticipated benefits have been realised.

Focus on
delivery 1 5

Impact
measures

Realising
benefits

Figure 17.3  Realising benefits equation

Company x run their employee survey every other year (with a shorter 

people pulse in between) and within that there are some specific 

questions about inclusion. In addition they ask a number of demo-

graphic questions at the end of the survey. Depending on the geogra-

phy, they may ask about a person’s ethnicity, their gender, their sexual 

orientation and their religion. Most recently they have added a ques-

tion asking employees whether they work flexibly (excluding contrac-

tually reduced hours). Not only has that given them a measure to track 

progress, they are able to link the level of engagement of employees 

with the amount of flexibility they have. They found that the people 

who responded to the flexibility questions favourably in the survey 

were more engaged than their counterparts who didn’t.

Measuring the impact and converting to 
benefits

You’re now at the stage where you are pulling the required information 

together and are able to convert that to show the impact the hard work and 

focus on this agenda has created. It may well be that you are unable to 
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measure the impact of all aspects of your plan at the same time. For exam-

ple, you may have agreed to deliver a pilot of a project to identify the ben-

efits before rolling it out across the organisation, or your employee opinion 

survey is conducted once every year and has to be completed within a certain 

timescale. This isn’t an issue; the main point here is that you are able to gain 

the information required, you are able to measure the impact and you are 

able to convert this into benefits. To be honest, staging the review of the 

impact and benefits will have a positive impact on the work that is being 

delivered as there will be regular drip-feeds of action, progress and impact 

within the organisation.

To do this effectively, first ensure you have the data available for the impact 

measures you are reviewing at this time. Don’t forget, the initial measures and 

data you collected right at the very beginning of this process when assessing 

your current position will act as your benchmark data and will give you an 

overview of how you have progressed.

Review the information you are using as your benchmark data against the 

most recent data you have received and chart the difference. For example, if 

one of your measures was ‘increase the percentage of candidate shortlists that 

are diverse’, what was your benchmark data at the beginning and what does 

the data look like now?

Once you have that information, you will be able to see whether any change 

has taken place. Hopefully in this instance, you will see that the percentage of 

candidate shortlists that are diverse has significantly increased.

At this stage, it is time to convert that information into the business benefits. 

Ideally, this should be done with a number of people to discuss the benefits 

and ideally people who have been involved in this work. The benefit of doing 

this is that you have other people’s perspectives who may well highlight some-

thing that you may not have considered.

If we continue with the example above, increasing the percentage of candi-

date shortlists that are diverse, the difference in results will enable you to con-

sider some of the benefits below, for example:

	 ●	 How many more talented ‘diverse’ individuals has the company 

interviewed that they may not have seen before?
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	 ●	 How many of those roles have been offered to ‘diverse’ individuals?

	 ●	 How have the perceptions of the hiring managers changed by seeing, 

and interviewing, more diverse candidates?

	 ●	 How many new relationships have you formed with potential 

candidates for the future?

	 ●	 What impact has this had on the diversity of your talent pipeline?

	 ●	 Can this be converted into a financial impact to the bottom line at 

this stage?

	 ●	 What impact will this have had on the external perception of the 

organisation and your brand?

As you can see, the benefits will not all have a numerical response attached 

to them; however, it is important that you think about and articulate the 

benefits from as broad a range as possible. The wider the range of benefits 

and how you measure them, the more impactful this will be for your stake-

holders.

To support your thinking on the business benefits and how they can be real-

ised, take a look at some of the examples that large organisations have 

talked about:

Citi created a ‘Maternity Programme’ to up-skill line managers on how 

to support women on maternity leave. Their return-to-work rates 

increased from the industry average of 70 per cent to 97 per cent in a 

three-year period.

JP Morgan created a sponsorship programme for 56 ethnic minority 

employees. Over a six-month period 20 per cent of attendees 

improved their performance and 12 per cent were promoted.

PwC ensured all partners were educated in ‘unconscious bias’ before 

making partner promotion decisions. In 2014, 40 per cent of 

promotions to partner level were women compared to 21 per cent  

in 2012

IBM saved approximately $100 million a year on property costs through 

rolling out flexible working across the company

BT save, on average, 12 million litres of fuel per year through 

encouraging more conference and video calling than travel. This is 

both a cost saving and a benefit for their green credentials.
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Progressing further

Once you have completed the above exercise and started to see the impact and 

benefits of the work you are doing within D&I, it’s important to maintain the 

momentum. This will be a combination of action, communications and a con-

tinued review of the impact the actions are having, as well as the business 

benefits for the organisation.

For some, however, the impact measures may not be moving in the right direc-

tion or the actions you had identified are not releasing the benefits you had 

intended. Don’t take this as a defeat; take this as a learning opportunity and 

an opportunity to review what the next steps and focus will look like.

The following questions are an example of the questions you should ask your-

self, and others, at this stage as an opportunity to reflect:

	 ●	 Was the plan delivered as expected?

	 ●	 Were the actions the right ones in the first place?

	 ●	 Has anything changed within the organisation that may have had an 

impact on delivery?

	 ●	 Were the impact measures/timescales for delivery too ambitious?

	 ●	 Is the commitment really there from the organisation and the people 

who will influence the change?

	 ●	 Is there anything we would do differently if we were to do this again?

The responses to the questions will help you identify what may need to change 

in the future to be able to realise the benefits you are committed to.

You may have also seen an increasing amount of focus on the ‘return on invest-

ment’ (ROI) element of D&I over recent years. For those who have a back-

ground in training and development, you will know how difficult it is in some 

cases to make direct links to the bottom line. For example, with leadership 

development, you know intuitively that it improves business outcomes. Sure, it 

is great if you can show that financial ROI and you will see this in a number of 

examples throughout this book. However, some of the links will be much more 

tenuous, for example, the impact of D&I awareness training beyond people 

attending and enjoying the session or the direct link to the bottom line from 

heightened morale.
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As you can see, measuring the impact of the plan and the work the organisation 

decides to do on this agenda is a lot to think through. Many organisations do 

fall into the trap of thinking this isn’t important or it will sort itself out as they 

start to deliver the plan. Our advice is to get your measures agreed at the outset.

Know what you are working towards and how you are going to measure it. 

How will you know how successful it has been and where the future focus is 

required if you’re not measuring it. Taking the time to work through this at the 

start will reap dividends in the long run, and let’s not forget the old adage, 

‘what gets measured, gets done’.

Five key takeaways from the chapter

	 ●	 Be clear on how you are going to measure the impact of the D&I 

strategy from the start.

	 ●	 Be flexible in how you measure impact in different locations – not all 

measures can be consistently applied across all countries.

	 ●	 Consider how you can create individual measures for employees –  

how can you make them all accountable?

	 ●	 Work with others to convert the progress made on your measures 

into tangible business benefits.

	 ●	 Measure both the what and the how.
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Embedding your strategy 
into the culture

Strive for continuous improvement, instead of 
perfection. Kim Collins, athlete

In this chapter we focus on continuous improvement and how to leverage your 

successes across the organisation. We will also consider the role that external 

awards and sponsorships play in embedding D&I into the culture.

Getting to the stage of embedding the D&I strategy into the culture is a clear 

indicator that a good level of progress has been made; the impact of the strat-

egy will increasingly be clear to identify and you will be reaping the rewards. 

However, this is also the stage where some of that hard work can either be lost 

if not transitioned into the culture appropriately, or continue to be seen as an 

additional delivery plan rather than part of what the organisation stands for.

This is the stage where the work transforms from a programme to ‘a way of 

life’, where D&I becomes embedded into the day-to-day people and business 

processes and becomes a sustainable way for how the organisation operates 

and how it thinks about future plans for the business.

Building on the change and continuously 
improving

As we are all aware the world is constantly changing and constantly evolving. 

Business plans are regularly reviewed to ensure they are fit for purpose and 

will continue to deliver benefits for the organisation; this is no different for 

the D&I agenda.

Many organisations have spoken about their focus of embedding D&I into the 

fabric of the organisation and into all their practices and processes. This can be 
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easier said than done. Embedding D&I into your practices and processes doesn’t 

mean that the job is done, and being diverse and inclusive will now naturally 

happen. What it does mean is that everyone within the organisation now has 

responsibility in some way and is accountable for the part they play in ensuring 

that D&I is continually embedded into what they do.

Ask yourself these questions to get a sense of whether D&I is embedded or on 

track in your organisation:

	 ●	 What are the behaviours you are seeing at a senior level? Has D&I 

influenced their behaviours? Are senior leaders behaving as inclusive 

role models or is further work required?

	 ●	 Has D&I been integrated into existing business practices and 

processes, for example routine reporting? Can you clearly see where 

this has made a difference? If not, what would you have done 

differently?

	 ●	 How are employees talking about equality, diversity and inclusion? 

Do they see this as an add-on or part of what they do on a day-to-day 

basis?

As well as reviewing what is already in place when embedding D&I into the 

business for a continued, sustainable impact, it is important to consider how 

this is going to be embedded into future business priorities:

	 ●	 What are the new practices and processes within the business that 

require review to ensure that D&I thinking is embedded from the 

outset?

	 ●	 What are the business priorities for the coming 12 months that you 

should be aware of and tapping into?

	 ●	 Who are the leaders/stakeholders across the business you should 

continue to build a relationship with to ensure D&I thinking is 

embedded into all future activity?

Embedding into the business and culture of the organisation isn’t a one-off 

event. Continuously connecting with different groups and levels of employees 

is critical to ensure that D&I remains front of mind, so that it is automatically 

considered at the outset of any further change or adaptations, rather than 

seen as an add-on which it may have been in the past.
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One way that you can effectively embed D&I into the business is by creating a 

‘continuous improvement’ mentality. One of the more popular methods being 

Kaizen.

Kaizen is an improvement process that can focus on a whole raft of business 

issues including quality, technology, processes, company culture, productivity, 

safety and leadership. Done right, it creates an opportunity to involve every 

employee in identifying and delivering ways to continually improve, thus 

increasing the level of employee engagement through the whole journey  

of D&I.

The principle behind the concept is that everyone is encouraged to identify 

small improvement suggestions on a regular basis. In most cases these are not 

ideas for major changes but small incremental changes that will create a much 

bigger impact over time.

Originating from Japan, the Kaizen philosophy is:

‘Do it better, make it better, improve it even if it isn’t broken, because if we 

don’t, we can’t compete with those who do.’

Today it is recognised worldwide as an important pillar of an organisation’s 

long-term competitive strategy. Kaizen has a number of guiding principles, 

which include:

	 ●	 Good processes bring good results

	 ●	 Take action to contain and correct root causes of problems

	 ●	 Work as a team

	 ●	 Kaizen is everybody’s business and everyone is involved in making 

improvements

	 ●	 Big results can come from small changes accumulated over time.

When embedding into the business, as with the Kaizen principles, you can 

never truly say that you have finished; it becomes more of a way of life. Busi-

ness and people practices and processes are constantly changing and this is 

where you need people to be aware of their role to ensure that you are con-

tinually embedding D&I into the fabric of the organisation and into everything 

they do.
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Leveraging progress and celebrating 
successes across the organisation

With any culture change it does take time for the changes to become everyday 

activity. This does get easier to achieve when it starts to be embedded into 

day-to-day activities as discussed above. Another way of encouraging the con-

tinuous change is to recognise and celebrate successes and progress made.

There are a number of ways of doing this, whether publicly or privately, and 

the way that this is done really depends on how other areas of success are 

recognised within your organisation. From an internal perspective some 

organisations have included D&I within their own internal awards and other 

recognition schemes showing that it forms part of the daily expectation of 

good performance.

Some organisations recognise achievements through their performance man-

agement processes and this is discussed in more detail in the chapter on meas-

uring impact (Chapter 17). We have both experienced organisations that 

incorporate D&I measures into individual performance reviews where people 

are either recognised or penalised for their contribution to the agenda.

Charlotte worked with one organisation where supporting the delivery of D&I 

was seen as part of everyone’s role. If you were unable to prove the contribu-

tion you made to creating a more inclusive culture, your overall performance 

rating and bonus were reduced and feedback was included within your review. 

This continually sent the message that D&I was part of everyone’s role regard-

less of job or level.

In contrast Fleur worked in one organisation where a significant ‘bonus pot’ 

was created and distributed to individuals that actively drove D&I, in addition 

to their ‘day job’, for example running an employee network. This sent the 

message that, although important and you would be rewarded for your con-

tribution, it was in addition to your role and not quite embedded into what 

was expected from you on a day-to-day basis.

Leveraging progress and celebrating successes is also about sharing good prac-

tice across the organisation. In essence this can be achieved by bringing people 

together to share their learning points and experiences and encourage others to 
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consider what they could either deliver or adapt to fit their part of the business. 

The key is to create an opportunity for employees to come together to share:

	 ●	 what they have done

	 ●	 the impact it has had

	 ●	 if they were to do it again, what they would do differently.

Awards

One of the areas that is of great interest amongst organisations is how you can 

connect to the wider market through D&I. Many are keen to profile what they 

are doing and the positive impact this has had on their organisation. This also 

enables them to raise their profile as a progressive employer. This is a great way 

to increase the level of your knowledge about what others are doing. The chal-

lenge, however, is to achieve a fair balance between the market recognition/

how the outside world sees the organisation and what the individual actually 

experiences in their daily role within the organisation (see Figure 18.1). 

Charlotte calls this the ‘external perception versus internal reality gap’. The 

challenge for all organisations is to consider how the external perception of 

your organisation manifests itself in the day-to-day behaviours and actions 

that your employees see and feel. If an existing employee reads a copy of your 

promotional literature, would they recognise it as the same company they 

work for? If they read about you winning a high-profile D&I award for best 

practice, is this something that they have seen internally or even heard about?

Earlier (Chapter 6) we shared some perspectives on how you might recognise 

progress and successes from an external point of view via the benchmarks and 

charters that are available. Similar to benchmarks, the D&I-related awards 

have the potential to strengthen your brand and position your organisation as 

innovative and market leading. It can lead to increased motivation and height-

ened morale for your internal stakeholders, helping maintain momentum and 

keeping the spotlight on D&I.

At the time of writing this book, geographies such as New York and London 

are quite literally saturated with awards and there seems to be a new one 

launching on a regular basis. Some of the awards are classed as sector- or 
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country-specific. They may be for a firm-wide initiative or recognising one role 

model or ‘influential’ person. Some have the word ‘European’ embossed in 

front of them, some are even heralded as ‘global’, but in our opinion some of 

them are of dubious quality, with a low and/or inconsistent level of rigour. The 

challenge for any organisation is that, if all of their competitors are winning 

awards, your own leadership team may well start to question why their brand 

is missing from the list.

The challenges with the quality of some of the awards tends to be: (i) the 

nominations process and (ii) the transparency of judging. We have both sat on 

a number of judging panels and have a good sense of what happens in the 

background. Take, for example, the Business in The Community (BiTC) awards 

in the United Kingdom. The process is professionally managed, with entries 

having to pass a number of stages including: (i) blind judging – where the 

judges have no idea who the nomination is from and (ii) the organisation/

individual is invited to present to the judges or be interviewed.

The judging panel consists of three independent people, who have knowledge 

and experience in the field, and a formal observer whose role is to make sure 

that a consistent amount of time and questioning is given to each candidate. 

Each of the panellists have to rate the answers from each of the candidates 

using detailed guidance. Each panellist’s ratings are then discussed, with the 

INTERNAL
REALITY

EXTERNAL
PERCEPTION

Figure 18.1  External perception versus internal reality
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aim of coming to a group agreement on the winner. Feedback is later shared 

with all of the entrants, enabling them to learn from the whole experience.

At the other end of the scale, Fleur once judged an award where she didn’t get 

to speak to any of the other judges. She was sent over 20 entries of varying 

levels of length and quality – some had clearly been written by the awards 

company themselves. She was told to score each of them on a scale of 1 to 20 

and then didn’t hear a word after she submitted her scores. It will come as no 

surprise that many of the genuine entrants left the awards evening very dis-

illusioned, with the sense that there was a lot of ‘inner circle’ activity going on 

between sponsors and the awards organisers, with absolutely no transparency 

or fairness evident within the process.

Unfortunately, although a lot of this work is well intended, with the aim of rais-

ing the profile of people making an impact and being great role models, many of 

these lists can end up being thrown together and being judged by a group of 

‘mates’. This process undoubtedly increases the potential for bias to creep into the 

whole process, and people looking in could be forgiven for thinking that there is 

an element of ‘I’ll scratch your back if you will scratch mine’ thrown into the mix.

A type of award that is starting to gain popularity, especially in the D&I field in 

the United Kingdom, is an award that people are asked to vote for. This is a 

great way to publicise the award nominations, increase the award brand visi-

bility and drum up interest. However, if you are nominated for an award such 

as this, but don’t have an extensive network to vote for you, or you are not the 

type of person that would go out and ask people to vote for you, then you are 

put at a disadvantage, regardless of how great you are.

We may be sounding a little cynical, but we have been immersed in this special-

ism for many years and we can usually identify the awards that are genuinely 

looking to recognise role models and share best practice that really does make 

a difference. Some are incredibly robust and are definitely worthwhile being 

associated with, but do your homework before getting involved.

Some of the areas to consider before you decide to get involved with a specific 

award are:

	 ●	 Don’t do anything that isn’t evidence based. For the awards to be 

credible, you should be able to back up your submission with factual 

data and information.
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	 ●	 Will your employees recognise internally the work that is winning an 

external award?

	 ●	 Consider the credibility of the awards organisation. Would it be seen 

as an accolade if they recognised you or your organisation or do they 

lack real knowledge in this area?

	 ●	 Don’t just follow the pack. How will getting involved with a particular 

award support the delivery of your overarching vision, D&I strategy 

and delivery plan? Would the recognition increase internal support 

and engagement, for example?

	 ●	 How can you use involvement in an awards process to consider how 

you can continue to embed D&I into the culture of the company? For 

example, could you invite colleagues who are more cynical about the 

agenda to attend the awards event to better understand how well 

you are doing against your competitors?

Sponsorships

Another opportunity to increase your profile externally is with some form of 

sponsorship. These opportunities can come in many different guises, with 

many different price tags. Probably the first question you should be asking is 

how your involvement will ultimately support delivery of your vision, your D&I 

strategy and your delivery plan.

The vast majority of sponsorship opportunities will expect a financial payment. 

In some cases you might be able to offer them support for a project: for exam-

ple, offering meeting room access in your building, printing the final report 

in-house, hosting a launch event or a training programme that gives you a 

couple of places on the course.

Not all D&I budgets have the flexibility to get involved in sponsorship opportuni-

ties, but where you do, this can be a difficult subject to make a decision on. There 

will be times when someone will approach you and the opportunity is a perfect 

match. For example, if you are a construction company and a consultancy wants 

to conduct some research into how to effectively attract women into the sector, 

which also happens to be your top priority. Another example might be an awards 

ceremony which has one particular award category devoted to ‘Women in Retail’ 

which is your sector and your key objective is to build your brand externally.
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In our early days of D&I, we remember there was a vast amount of money spent 

on sponsorships – at times it felt like organisations found the easiest route to show 

their commitment to D&I was to write a big cheque. We saw (and still do see) 

multi-year sponsorships such as a three-year deal to sponsor a charities awards din-

ner, headline sponsors at a D&I conference, platinum members of a D&I not-for-

profit organisation which then gives you a seat on the board. All of this is mutually 

beneficial, as long as you are clear about the motivators and are confident that the 

external perception you are creating mirrors the internal reality for your people.

A few areas to take into account when considering sponsorship include:

	 ●	 Consider the credibility of the organisation you plan to sponsor. 

Would it be seen as a good partnership? Do their brand and the 

quality of their work have a good reputation?

	 ●	 How will the sponsorship support the delivery of your overarching 

vision, D&I strategy and delivery plan? If there is no real benefit to 

any of these, then why are you considering it?

	 ●	 If you were successful in gaining the sponsorship, what would that 

partnership say about what you are focused on achieving internally? 

Is it aligned? Would employees be surprised when they find out about 

the sponsorship? How could the partnership be perceived by other 

key stakeholders?

	 ●	 Who else is a sponsor: for example, are you sponsoring alongside a 

competitor or can you gain exclusivity?

	 ●	 How much influence do you have over the actions of the organisation 

you are sponsoring? For example, you wouldn’t want to commit 

money and your name to a conference and find there is a lacklustre 

panel of speakers.

	 ●	 What is the value for your brand and your people? For example, 

perhaps your CEO is invited to speak, your logo is included in the 

awards booklet or you are invited to be a judge.

Using your organisation’s brand and your commitment to something exter-

nally via sponsorship is an important step to take. If you are unsure at any 

stage, talk to your colleagues and steering group, or other governance groups 

to gain their thoughts and perspectives. Regardless of how great the sponsor-

ship opportunity may look, if you don’t have the support to do this internally 

you will not realise the benefits that it could really give you.
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Five key takeaways from this chapter

	 ●	 Embedding D&I is more than a discrete one-off activity. You need to 

constantly be on the lookout for opportunities to embed into 

everyday business.

	 ●	 Encourage others to consider how they can adopt the principles of 

continuous improvement when reviewing their areas of responsibility.

	 ●	 Identify how you will be able to leverage successes across the 

organisation from the outset – how can you share and promote good 

practice and encourage others to consider how they may use this 

within their part of the organisation?

	 ●	 Ensure D&I is integrated into internal reward mechanisms such as 

performance management or internal recognition awards and clearly 

articulate the success criteria.

	 ●	 Think strategically about how you use award and sponsorship 

opportunities – how will they support delivery of your strategy and 

delivery plan as well as raising your profile internally?
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Leveraging D&I in the 
market

The customer’s perception is your reality. Kate Zabriskie, 

business consultant

When organisations start to leverage D&I in the market it is a prime indicator 

that they are truly seeing D&I as a business imperative rather than purely an 

important element of the talent management strategy. In this chapter we look 

at the role supplier diversity plays in the broader strategy, how to market to a 

diverse consumer base and how to think about creating appropriate products 

and services.

There are multiple reasons for you to turn your attention to what you are 

doing externally on D&I; it’s just a question of timing which is important. You 

shouldn’t really be out in the market talking about the value and impact of 

D&I and making demands of other organisations if your own programmes are 

in their infancy. Particularly, as discussed in the last chapter, if it means that 

your people will start to see you in the market, but what you are saying/doing 

doesn’t resonate internally.

As we have covered in various chapters, you need to think about your brand – 

your attraction to customers, clients and potential employees. You need to 

develop products that appeal to the broadest customer base. It’s always good 

to be recognised for the impact of your work, but as we say in the United King-

dom, don’t try and run before you can walk. We have sat through too many 

conference presentations where we know that what the speaker is sharing is 

the vision, rather than the true reality in their organisation.

Something close to our hearts is being able to create opportunities to convene 

events for interested parties, to share best practice and, where possible, drive 

the agenda collectively. An example of this is when Fleur hosted a think tank in 

the summer of 2014. She invited a number of other organisations to spend half 
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a day discussing the implications of taking the LGBT agenda global. From this, 

they produced a piece of thought leadership which identified eight ways to 

advance the global agenda from policy to practice. This was launched at a web-

cast that was run to mark IDAHOT day (International Day against Homophobia, 

Transphobia and Biphobia) which was attended by over 1,000 people globally.

Supplier diversity (driving inclusive 
procurement)

Supplier diversity is not usually high on the agenda for organisations to tackle 

in the early years of their D&I journey. That is, unless your organisation pitches 

for business where, increasingly, potential clients include supplier diversity 

questions in their business documents such as ‘request for procurement’ (RFPs). 

Fleur remembers attending a supplier diversity workshop at BT (British Telecom-

munications) a number of years ago and speaking to a man representing an 

engineering company. They had not focused on D&I at all, but had calculated 

that if they couldn’t answer the relevant questions in their RFPs they would not 

be able to pitch for business, which could result in a potential loss of millions of 

pounds. For them, this was their initial, clear business case for a focus on D&I.

The aim of supplier diversity is to give companies owned and run by under-

represented groups, the same opportunities to compete to supply quality 

goods and services alongside other, often larger, suppliers. This helps the 

organisation scale their procurement goals and supports a more sustainable 

future for their business as well as for economic growth. A minority-owned 

business is usually defined as being over 51 per cent owned and managed by a 

person/people recognised as a minority. In their 2011 research, the Environ-

mental Information Management forum, EIM,1 found that the top three 

aspects that SMEs (small- and medium-sized enterprises) are looking for are:

	 ●	 Access to international customers

	 ●	 Meeting customers/partners that otherwise they would have been 

unable to meet

	 ●	 Increasing their knowledge on how to enter new markets.

There are a number of organisations who certify businesses as minority owned 

and will then introduce them to corporate members – organisations such as 
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WEConnect International2 (United Kingdom, Canada, India, China), The 

National Minority Supplier Development Council3 (Australia, Canada, China), 

National Gay & Lesbian Chamber of Commerce4 (United States) and MSDUK5 

(United Kingdom) have all successfully done this.

For the SMEs, they conduct workshops on topics such as how to do business 

with multinational companies and effective use of social media. They also host 

forums to ‘meet the buyer’ and offer networking opportunities that all sup-

port the SMEs to be able to do business with larger organisations.

Maggie Berry, Executive Director for 
Europe, WEConnect International

‘Supplier diversity is still in its infancy in Europe, but in the United 

States, it’s firmly embedded in the business agenda. Our corporate 

members – mainly big US-based multinationals – want to replicate 

globally the way they’re working with diverse owned businesses in 

America so that they can experience the same benefits across all of 

their operations.

‘Essentially, it’s about ensuring that diverse-owned businesses are 

properly represented in the supply chain. At WEConnect International, 

our focus is on businesses that are majority-owned, managed and con-

trolled by women. Our role is to bridge the gap between those 

women-owned businesses and the corporates that are looking to pro-

cure a particular product or service.

‘We believe that having a more diverse supplier base is a business 

imperative, in the same way as sustainability or protecting the envi-

ronment. Put very simply, it fosters local economic development: if 

you invest in local businesses, you create jobs and wealth, which peo-

ple can then spend on your products and services. Broadening out 

your supplier base also reduces risk, and encourages innovation and 

new ideas.

‘Over the past few years, we’ve seen a move towards consolidation 

within procurement, going for one big supplier rather than several 

(Continued )
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You may receive pushback when trying to introduce the concept of supplier 

diversity. The reason is generally that you are asking the functional owner of 

that specialism to potentially increase the number of companies they work 

with. This is usually in conflict with their strategy to reduce the preferred sup-

plier list to a manageable minimum.

smaller ones but now I think we’re seeing the pendulum swinging 

back the other way. Companies want to know more about their 

suppliers – their credentials, their ethos, the way they do business.

‘Of course they are also motivated to do the right thing and to be seen 

to be doing the right thing. Diversity isn’t just about workforce 

diversity – responsible business practice means looking for opportuni-

ties to level the playing field in every area. Working with women-

owned businesses ticks all of those boxes and more. It’s a question of 

raising awareness, of making these suppliers more visible and making 

tender opportunities more accessible to them.

‘For the potential suppliers, there are some barriers to be overcome. 

One is size: most SMEs (small- and medium-sized enterprises), including 

women-owned SMEs, are micro-businesses. That impacts on all sorts of 

things – their capacity for going out and winning new business, their 

readiness and ability to scale up to meet the demands of a larger con-

tract and their preparedness for the corporate procurement process 

itself. We are able to provide that support, for example by connecting 

them with mentoring and networking opportunities. Often the cor-

porate companies procuring will offer quite targeted training and 

support too.

‘In future, I’d like to think that supplier diversity would be another 

aspect of business practice for which companies will be held prop-

erly accountable and on which they will need to report. We’re some 

way away from that at the moment. At the same time, huge pro-

gress has already been made in other areas of corporate social 

responsibility. Now corporate organisations really should be asking 

themselves: What are we doing to support diverse businesses? Are 

we giving SMEs an opportunity to grow? Are we encouraging the 

economic empowerment of women?’
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In our experience, it can be quite overwhelming to try and work out where to 

start on supplier diversity. Our advice is to start small by creating a pilot. The 

first step is to review all of your business functions and choose a small number 

that would be open to embracing the concept. They may be interested for a 

number of reasons, such as they are committed to this agenda and want to be 

more involved, or they see there are business benefits that could be quickly 

realised if they were to be one of the early adopters.

In Fleur’s case she chose the business departments responsible for printing, 

recruitment and training. After gaining leadership buy-in, Fleur worked closely 

with WEConnect International and MSDUK to host events where the depart-

ment heads could meet the SMEs who may be in a position to do business with 

them. The plan for the events was to:

	 ●	 talk the SMEs through the firm’s procurement process

	 ●	 start to identify and understand the challenges the SMEs faced.

For example, as part of the procurement process, the SME is required to have 

a minimum annual financial turnover which is usually unrealistic for a small 

company.

Marketing to a diverse consumer base

Similar to the supplier diversity agenda, marketing doesn’t always get to the 

top of the agenda when organisations focus on D&I. Unfortunately, for many 

this is a missed opportunity, as getting this right will have a positive impact not 

only on how potential consumers and clients perceive you but also on those 

who are your potential employees in the future.

Marketers that understand the impact of D&I know that they have to develop 

a mix of different communication approaches, different styles and channels in 

order to reach people in each of the diverse groups that make up their market. 

As in many other disciplines, not all marketing departments understand this.

Charlotte remembers working with the marketing team in a large organisation 

who stated ‘our products are for the mass market so we don’t have to tailor 

our commercials’. Charlotte has often wondered how much more impactful 

they could have been if they had been tailored for different consumer groups.
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Organisations that include marketing in their wider D&I strategy generally do 

this for a number of reasons, including:

	 ●	 They believe that how they are seen in the external market will have 

an impact on who they are able to attract and hire.

	 ●	 They believe that D&I has a place in every part of the organisation as 

they aspire to embed it throughout all practices and processes.

	 ●	 They are aware of the value of diverse groups: for example, the 

disposable income of the LGBT community called the ‘pink pound’, 

female breadwinners, and the ‘silver dollar’ of people over the age of 60.

	 ●	 They know that supporting and promoting different communities can 

have a significant impact on their brand and increase the number of 

‘brand advocates' out in the market.

To engage your organisation in diversifying their marketing can initially be a 

challenge as it tends to cost more than marketing to the masses via one wider 

strategy. To do this effectively often requires additional research to identify 

which market segments are worth pursuing and why. They require the crea-

tion of more self-defined marketing materials to address each of those target 

segments in an appropriate and individual way. They also require a more tai-

lored and far-reaching distribution process to promote the products and ser-

vices to that market in an accessible and effective way.

There are a number of examples where organisations have taken the principles of 

D&I and placed them right in the centre of their marketing with obvious payback. 

Take for example, General Mills who aired a commercial in the United States 

for the cereal Cheerios. It featured a mixed-race family – white mum, black dad 

and mixed-race daughter. African-American audiences had an overwhelmingly 

positive response to the advert, which was popular among all viewers who 

were surveyed by television analytics firm Ace Metrix.6 This is a classic example 

of an organisation taking the opportunity to engage with the people that are 

portrayed in their marketing. This incurred very little additional cost, as the 

marketing team looked at how they could embed D&I into the commercials 

they had already commissioned.

Another example is HSBC Bank, who we also referred to in the chapter on 

bias and unconscious bias training (see Chapter 10). For a number of years 

their marketing strapline ‘The world’s local bank’ highlighted the cultural 
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differences across the world. Many of their marketing campaigns have taken 

a prominent place in international airports as well as via their television cam-

paigns. Their visual promotions, for a time, took the same format – showing 

the same picture two or three times with different captions under each of 

them highlighting the fact that we all have different perspectives of the 

world depending on our location and experiences.

Sadly, we still often see examples of stereotyping within marketing that clearly 

is not on the radar of the organisation. We regularly see retailers show pictures 

of girls playing with their toy kitchen and boys playing with their dumper 

trucks. Worse still, we see all-white families with Mum in an apron and Dad 

with a brief case, with nothing depicting some families as having two mums or 

two dads.

In late 2013, The Guardian reported on the progress that the pressure group, 

‘Let toys be toys’ and customers were making to end gender-specific packaging 

and promotion of toys in shops.7 One of their targets had been Marks & Spen-

cer who had launched a range of toys called ‘Boy’s Stuff’, which included 

planes, cars, dinosaurs and a pop-up fire station. The description on the latter 

said: ‘This pop up fire station is perfect for little firemen everywhere’, while 

the description of a watch in the same range read: ‘The perfect wrist accessory 

no boy should be without’, and a joke book read: ‘Boys know the best jokes 

and here are 500 crackers to keep you ahead of the girls’. Marks & Spencer 

quickly responded by agreeing to make the packaging of all of its toys gender-

neutral by spring 2014.

Whilst writing this book, Fleur found herself in a well-known children’s toy and 

clothes shop and took a number of pictures of packaging. One was of a little 

boy playing with a wooden garage and the other was a little girl playing with 

her portable cleaning trolley – need we say more …

We’re sure there are other examples from across the world you could point to 

and show whether a company has or has not considered D&I within their mar-

keting. Regardless of how much your organisation focuses on this from a mar-

keting perspective, there are a number of next steps that we would recommend:

	 ●	 Have an initial discussion with your marketing team, find out what 

their strategy is and how D&I is already considered and embedded 

throughout it.
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	 ●	 Review the demographics of your consumer/catchment audience. 

Work with your marketing teams to understand the future 

demographic trends. How can these influence the content of your 

marketing campaigns for the future?

	 ●	 Consider how the organisation’s key messages on D&I can influence 

the marketing campaigns.

Creating products and services for a 
diverse consumer base

Closely linked to the marketing element is how an organisation takes the 

insights and information that D&I can give them to directly benefit their bot-

tom line via their commercial offering. This may be in the form of creating a 

new consumer product, an adaptation of what is already available or sourcing 

products that reflect the demography of your potential consumer base.

This is an important consideration for organisations when anticipating the on-

going changes in demographics as well as the shift in the spending power and 

disposable income. The following shares a very small example of the spending 

power of different groups of consumers:

Women Globally, women control approximately $28 trillion in annual 

consumer spending.

Women represent a growth market twice the size of China and 

India combined.

They make the decisions in the purchases of 94% of home 

furnishings, 92% of vacations, 91% of homes, 60% of cars and 

51% of consumer electronics.8

Baby boomers 

(over  

55 years)

In the next decade 66% of retail spending growth in the United 

Kingdom will come from shoppers aged 55 plus and it is 

predicted that the over-65s will account for £1 in every £4 of 

retail expenditure.9

BAME In 2012 the spending power of the United Kingdom’s black 

community was worth an estimated £300 billion.10

Hispanic consumers in the United States commanded a $1.2 

trillion market in 2013.11
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LGBT Globally, the annual spending power of the LGBT community is 

estimated at $3.7 trillion with Asia alone estimated to be $1.1 

trillion.12

Disability In the United Kingdom it is estimated that disabled people have 

a disposable spending power of over £80 billion; in the United 

States this is estimated to be $220 billion.13

As you can see from the above, if done right, the potential to tap into the 

disposable income of different consumer groups is significant. Many of these 

consumers are very discerning and will prefer to do business with companies 

that they believe understand them, their lifestyle and their requirements. 

Increasingly more organisations are taking this seriously and there are some 

good examples where organisations have got this right. Let’s take a look at 

two here:

The Co-operative Funeralcare business in the United Kingdom was a very tra-

ditional business. As a result of increased life expectancy, they realised it 

needed to review its products as demand for its traditional services was stabi-

lising. After reviewing the demographics across the United Kingdom, they 

decided to focus on broadening their customer base from a predominantly 

Christian one to include funeral services for other faiths. This marked a signifi-

cant change in almost every aspect of how the business had traditionally oper-

ated. They systematically worked through the funeral and burial requirements 

of a number of faiths and what they needed to amend and change within their 

processes to deliver those requirements effectively and with respect: for exam-

ple, they ensured that customers were aware they could ask for a person of the 

same sex to wash and dress their deceased loved one. They also focused on 

building relationships with the local communities to really understand their 

requirements during a time of mourning.

As a result of this work, Co-operative Funeralcare business benefited from a 

number of positive outcomes, including:

	 ●	 Increased market share by 17.5 per cent

	 ●	 Improved links with communities that the business serves

	 ●	 Improved business profile with more people now knowing what 

Co-operative Funeralcare stands for
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	 ●	 Increased diversity within the workforce and an increase in business 

opportunities

	 ●	 Stronger brand loyalty. Customer satisfaction spread through word of 

mouth and travelled quickly through some communities.

In 2014, Samsung Electronics opened a video call centre for the hearing 

impaired in Turkey, which is projected as being 3.5 million people. The cam-

paign video ‘Duyan Eller’,14 or the ‘Hearing Hands Project’ in English, shows 

how a customer with a hearing impairment reacts when all barriers are 

removed and is able to communicate effortlessly with the people around him. 

Samsung digitally provide a sign language service that can be accessed via a 

webpage via PC or mobile phone. At the other end of the service are a number 

of consultants who speak directly to the clients using sign language.

On the first day of the campaign video launching on Facebook it was viewed 

over two million times. By the end of the third day, views had increased to over 

seven million. There is little information available as to the impact this has had 

on attracting new clients or perceptions of customer service; however, the 

brand recognition alone with the video downloads will be significant.

The above was not intended to be fully comprehensive. Purely an exercise to 

whet your appetite with some examples of what some forward-thinking com-

panies have done to build on their D&I strategy externally. Our key recommen-

dation is for you to do some research into your market. Who are you trying to 

reach? What are their preferences in how they access information? What chan-

nels do they rate? What do they most value? Of course, you won’t get one 

clean answer, but you will get a valuable insight into how and where you 

spend your investment ‘dollars’.

Five key takeaways from this chapter

	 ●	 Start small when introducing the concept of supplier diversity into 

your business – it can seem overwhelming.

	 ●	 Spend your time wisely with your leadership teams to consider the 

impact of diversifying the supply chain – be armed with the case for 

change especially if their only motivating factor has been cost 

reduction.
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	 ●	 Work closely with your marketing department to share your 

knowledge and insights into the impact of non-diverse images – share 

examples of how they could make them more diverse.

	 ●	 Arm yourself with the facts and figures of your market segment 

potential – be ready to sell the benefits of upfront investment.

	 ●	 Spend time with the teams that create and develop the consumer 

products and services – how can you help them improve their 

knowledge and awareness of D&I?
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Looking forward

Insanity is doing the same things time and time again 
and hoping for a different result. Albert Einstein, 

theoretical physicist

Throughout our book we have focused on how to deliver sustainable change to 

really create the diverse and inclusive organisations we are all striving for. How­

ever, what we are doing now will not necessarily be right for the future. A 

future that will see disruptive innovation continue to increase and potentially a 

whole new approach to work with various traditional roles displaced by tech­

nology. In EY’s December 2015 report on transforming talent in the banking 

industry, they remind us that part of the technology innovation we will be seeing 

is the use of robots – now, that could drive an interesting conversation about D&I!

So much of this book has been about driving change, looking at the workplace 

differently, changing policies and processes, but none of this is a one-off activ­

ity. We need to be constantly looking ahead, assessing the landscape, thinking 

through the impact of pending legislation, changing demographics and tech­

nology innovation.

All that said, looking back on our journey to date, change on the whole has 

been slow in the D&I space and sometimes what we predict for the future can 

take time to evolve. Charlotte remembers making a public speech in 2001 

about the ‘ageing timebomb’ in the United Kingdom, the impact it would 

have on companies in 2015 and what they should do to be prepared for it. She 

was asked to give a speech in 2015 on the same topic. Her opening comments 

were, ‘Given that the pace of change in companies has been so slow to tackle 

the challenges of the ageing demographics, I have decided to share with you a 

speech I gave in 2001. The challenges we face and the actions we should take 

are exactly the same as then – it’s just that we haven’t done it.’

Earlier in the book we shared some of the mega trends that are emerging. In 

this chapter, we have taken some of that information into account as well as 
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considering some of the trends we are seeing in forward-looking organisa­

tions. We won’t go into any of these in great detail; however, this is food for 

thought and may well help you think about the challenges you face now a 

little differently.

Changing demographics

One topic that impacts many geographies is the changing demographics. What 

we mean by this is how the population is changing across the world as well as 

in the regions and countries in which you may operate. These changes will 

have an impact on every organisation in some shape or form from how they 

attract and retain future employees, right across to the products and services 

their client base may require.

As we write, we are in the middle of a refugee crisis with statistics telling us that 

EU member states received over 1.2 million first-time asylum applications in 

2015, a number more than double that of the previous year. Germany, Hungary, 

Sweden and Austria received around two-thirds of the EU’s asylum applications 

in 2015, with Hungary, Sweden and Austria being the top recipients of asylum 

applications per capita. Already companies are responding with programmes to 

help retrain and on-board new citizens, but the impact of these demographic 

shifts will be far reaching as we support the refugees to acclimatise to their new 

cultures and, in some cases, support our own people to welcome their new 

neighbours.

More broadly, a report published by PwC in 20151 stated that the global popu­

lation is expected to increase by an additional one billion people by 2025, 

reaching eight billion, with the over-65-year-olds being the fastest growing 

group. Within that there are sharp regional variances; for example, Africa’s 

population is projected to double by 2050, while Europe is expected to shrink.

Other projected changes to consider include:

	 ●	 The number of people being assigned by their employers to roles 

outside their home country has increased by 25 per cent over the past 

decade. PwC has projected a further 50 per cent rise by 2020.

	 ●	 Women in the G7 countries already control two-thirds of the 

household budget, the wage gap between men and women is 
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narrowing, and an estimated 865 million women are set to enter the 

workforce in the coming decade. So the purchasing power of women 

will continue to rise.

	 ●	 The combination of rising life expectancy and – in some parts of the 

world – declining birth rates, will drive dependency ratios upwards. In 

2050, the average age in Japan is set to be 53 years, compared to 

Nigeria where it is projected to be 21 years.

Demographics such as these will impact so much of what we do in the D&I 

space. In addition to still needing to attract and recruit the best talent, you will 

need to have a culture and people policies that support the diverse needs of 

that talent. For example, the global mobility of same-sex couples, an employee 

value proposition for an older employee with a portfolio career and more 

women on-ramping after their extended maternity leave.

With the changing demographics as a backdrop, here are some further 

thoughts on what may be on the horizon for us:

The need to connect with your mid-level 
managers

Throughout the book there has been reference to the role that senior leaders 

play in creating the right tone from the top and instigating change. Without 

exception, any change management expert will tell you that the commitment 

and drive for this agenda from senior levels is critical. However, we would 

argue that as much time, energy and resource, if not more, is needed from the 

mid level of an organisation – from the managers who are sometimes referred 

to as the ‘permafrost’. This is the layer where great organisational vision often 

seems to get lost, forgotten about or stalled. In her research, Elisabeth Kelan2 

refers to this layer of management as the ‘linchpin’ who are ‘reluctant to 

change because they are overwhelmed by their daily activities’. They are 

‘drowning in responsibilities with limited decision-making power, being under­

trained and overworked, resistant to change’.

Looking to the future, there has to be far more focus on the mid-level manag­

ers and creating a case for change that they will buy in to. They are the ones 

that deliver what is expected from the top and deal with the challenges coming 
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from those underneath them. They are the gatekeepers for the talent of the 

future and are a critical stakeholder in enabling organisations to build the tal­

ent pipeline required for sustainable change and growth. They are also in the 

frame for being the future leaders themselves; increasing their awareness and 

commitment now will stand the organisation in good stead for the future.

More emphasis will be required on supporting managers and leaders at all 

levels to effectively translate the vision and words of senior leaders on D&I into 

practical actions that are embedded into their day-to-day activities. Further 

focus will also be required into how managers and leaders are motivated to 

implement D&I which may be a result of how they are rewarded and the posi­

tive impact doing this right may have on their own career.

Put simply, the mid-level managers will be the deciding factor as to if and how 

sustainable change in creating a more diverse and inclusive organisation is 

actually achieved.

Small actions, big impact

Over the years, we have seen a lot of money in the D&I space being spent on 

sponsorships – conferences, awards, glittering dinners, publications and 

research. What we have concluded is that you can achieve just as much in a 

much more low-key way. It is often the smaller actions, what some call the 

‘nudges’, that will have the biggest long-term impact.

We see this thinking taking shape with examples outlined in Margaret Heffer­

nan’s book Beyond Measure – the big impact of small changes.3 In her book she 

reveals how organisations can make huge changes with surprisingly small steps. 

When a colleague says ‘Just tell me what to do’, you can be greeted with a look 

of surprise when the suggestions include active listening, the importance of 

reducing work hours and encouraging colleagues to share their views in meet­

ings. These don’t initially sound like the actions that will change a culture, but 

done by the majority the accumulation of small, everyday thoughts and habits can 

generate and sustain culture by strengthening social capital between workers.

Other examples of how small changes can make a big impact is the emerging 

profile that behavioural economics (BE) seems to be creating. BE is the study of 
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psychology as it relates to the economic decision-making processes and choices 

of individuals and institutions. It looks at why and how people make irrational 

decisions and how behaviour does not follow predictions of economic models. 

Organisations such as the UK Government has used BE to influence small 

actions that will, ultimately, make a big impact. For example, they made a very 

simple amendment to their organ donor process by changing the usual ‘opt in’ 

opportunity to an ‘opt out’ one – instead of ticking the box to ‘opt in’, you had 

to tick the box to ‘opt out’. As people generally left the box blank, it resulted 

in more people ‘opting in’ without changing their own behaviour.

Behavioural economics builds on the themes of bias that have been prevalent 

in the world of D&I over recent years. As this has been predominately used to 

influence behaviours and decisions around health and financial savings, it 

surely must only be a matter of time until this is considered and developed for 

other areas that require some form of behavioural change, such as creating 

more diverse and inclusive organisations.

Engaging men/allies as agents for change

In 2009, Catalyst introduced the notion of ‘Men as agents for change’ specifi­

cally focusing on the gender agenda. Since then the United Nations has cre­

ated their #HeForShe campaign and the UK Government launched their 

programme of profiling prominent male business leaders and their support for 

gender equality. Many organisations that run awards have also started to 

include one that is specifically for men who are personally driving change in 

their organisation. The bottom line is that unless we are able to engage with 

the majority in leadership, which is often straight, white, men, we are not 

going to achieve the change that we want to see.

Although we have used ‘engaging men’ as an illustration, the LGBT commu­

nity has leveraged the notion of engaging the majority group to support the 

cause of minority groups through the use of ‘straight allies'. The principle 

behind this model is that people who are ‘privileged’ to be part of the majority 

group support the aims and aspirations of the minority group. Their focus is to 

raise the profile of equality, making it everyone’s business and that we all have 

important roles to play in challenging cultural norms and stereotypes that hin­

der true equality.
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The following is how EY describe the role of Allies:

Allies play a critical role in effecting culture change and making EY a 

place where our LGBT people feel safe and able to be out in the work­

place. They can:

● �B e heard! By openly challenging derogatory language and behav­

iour, we create a more inclusive work culture and productive work 

environment.
● �B e involved! Stay informed of any internal or external client events 

and find out about activities in which your team can participate.
● �B e inclusive! Foster an open environment by sharing family stories 

and ask about those of your colleagues in return.
● �B e aware! Seek to understand the unique issues and challenges 

your LGBT colleagues face. Don’t be afraid of saying the wrong 

thing or being rude – through mutual respect, your colleagues 

will appreciate the time you took to support an accepting work 

environment.
● �B e seen! Display the available LGBT postcards or stickers at your 

desk. Create a safe place where LGBT colleagues can find support 

and understanding in the workplace.

Allies are needed at all levels of the organisation and the only qualifications 

required are that they care and people can relate to them.

Our prediction for the future is that more work will be done in this area with 

increased engagement of those who are in support of the various minority 

groups. We will not achieve sustainable change without the engagement of 

the majority of the people. Increased focus will be placed on inclusion and how 

the changes in the workplace for people deemed to be in ‘minority groups’ 

will positively impact and benefit the lives of everyone.

Multi-generational working

The demographic shift clearly articulates the impact that an ageing society will 

have on the workplace, as well as the challenges this will bring. For the first 

time in history, for the majority of countries, five different generations will 
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soon be working together in the workplace – all at different life stages and all 

expecting a different proposition from their employer. 

Some more enlightened organisations have started to focus on the impact that 

multi-generations will have both in the workplace and on business products 

and services. This focus will open up a real opportunity to engage every 

employee in D&I, given that everyone, of all ages, will be included.

Organisations will need to consider how they engage and retain employees in 

their late teens and early twenties as well as providing support to colleagues who 

believe that work contributes to their overall well-being well into their seventies.

Moving away from a focus on single 
strands to multiple strands

Difference is infinite and arguably you are setting yourself up to fail by divid­

ing up your population and approaching inclusion and engagement through 

single strands. We have often heard researchers arguing that there are many 

more differences between women than there are between men and women. 

That said, you have to start somewhere and it is often the case that your burn­

ing platform is the turnover of your talented women and it is often the only 

metric that you can access.

We anticipate though that more and more companies will start to think about 

the multi-dimensional aspects of D&I. For example, how do you engage with 

your black lesbian population or how do you support your transgender gradu­

ate? Over the coming years more emphasis will be placed on understanding 

the impact of multi-dimensional characteristics of individuals and tailoring 

how organisations respond to this. D&I strategies and supporting actions will 

become more sophisticated and will focus more on how these dimensions 

enhance the drive to create more inclusive environments rather than hinder it.

We will start to see other areas of more sophisticated thinking, such as a move 

away from thinking about disability as just something you can see. Fleur was 

recently told by a people leader from a country with over 1,000 EY people that 

they had no disabled employees. What she meant was that there were no obvi­

ously disabled people in the office. Organisations focused on well-being are 
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already doing a lot on mental health, looking at ways to proactively manage 

the challenges of job stress on individuals, before it impacts their health.

This will mean treating people truly as individuals rather than grouping every­

one of a certain ‘gender’ or ‘age’ as being all the same with the same aspira­

tions, needs and expectations. This will not be easy to deliver without a robust 

culture of openness and two-way communication. 

Building the pipeline

As the number of women gaining boardroom seats increases in many geog­

raphies, there is a move in focus to ensure the pipeline of women coming 

up through the ranks is sustainable enough to feed these more senior posi­

tions. There is also a push to consider other strands of diversity. For exam­

ple in the United Kingdom, there has been a debate about the lack of BAME 

non-exec directors and CEOs. In the United States there has been a recent 

call for a focus on getting more of the LGBT community in to leadership 

positions.

In EY’s paper about the future of talent in banking,4 they consider the question 

of how to change the culture of a very big and very old organisation so that 

employees can truly connect with customers of the future. They suggest that 

the key to achieving this is encouraging diversity of thought: ‘The banking 

industry is still a long way from reflecting the makeup of society in terms of 

gender, ethnicity or background, at least at the senior levels of its workforce.’ 

To change this, EY believes banks must ‘change the way they make it possible 

for people to progress in their career: make their paths less siloed, foster flex­

ibility and eliminate bias’.

We also predict that as organisations become comfortable on their D&I jour­

ney and in fact more confident, we will see more targets set for the pipeline: 

for example, with headhunters for the diversity of candidate lists, and these 

will be measurable and transparent. The debate about quotas versus targets 

will rumble on, but we both believe that, like any other part of your business, 

you set targets for what you want to achieve, so why not with D&I … but don’t 

forget the inclusion element in this.
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Increased transparency

An emerging theme within corporate governance circles is the desire to 

increase transparency of what is happening within companies on a whole raft 

of issues – D&I increasingly becoming one of them. There has been equal pay 

legislation in many countries for decades – 1963 in the United States, 1970 in 

the United Kingdom and 1976 in Denmark to name a few, but the issue of the 

gender pay gap is a relatively new focus.

In the United Kingdom, in the last Conservative manifesto, they made a 

commitment to require companies with more than 250 employees to pub­

lish the difference between the average pay of their male and female 

employees. As David Cameron, their then Prime Minister said, ‘You can’t 

have true opportunity without real equality’. As we write, the government 

has announced that pay transparency reporting expectations will com­

mence in 2018.

In the United States, President Obama announced new pay transparency rules 

for US companies arguing that ‘women are not getting the fair shot that we 

believe every single American deserves’ and, at the time of writing this book, 

California had just passed the Equal Pay Act which will provide for transpar­

ency in pay reporting starting September 2017.

Organisations have also started to share select parts of their demographic 

data via their corporate social responsibility (CSR) statements or annual 

reports and accounts (ARA) and some are comfortable publishing targets on 

their websites.

One sector that has become more transparent is the technology world. There 

was a media storm when the lack of diversity within Silicon Valley was branded 

across global news headlines. Since then companies such as Microsoft, Apple, 

Google and Facebook have started to share their demographic data and make 

public commitments to make significant improvements.

We expect the trend towards increased transparency will continue into all 

aspects of the diversity and inclusion agenda, ultimately resulting in nowhere 

to hide for organisations that do not take this seriously.
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Heightened expectations of other 
stakeholders

Building on the previous area of transparency, we believe that there will be an 

increased interest from external stakeholders into what your organisation is 

doing and the potential impact your brand and reputation will have on theirs.

Stakeholders such as investors, pensions providers and sector-governing bodies 

will see D&I as an important agenda item when monitoring organisations. A 

survey conducted in 2015 found that only 23 per cent5 of investors felt that D&I 

was important for them; however, they also felt that the level of importance 

would increase over the coming years.

Stakeholders will start to become more vocal on their thoughts of what organ­

isations are and are not doing. They will increasingly feel confident to use their 

powers and challenge where they think progress is too slow and will increas­

ingly start to vote with their feet, making organisations’ lives challenging if 

this is not taken seriously.

Structuring the D&I function

Given the amount of change and our views of what the future may well have 

in store, it would be remiss of us to omit the thinking of where D&I will sit in 

the future and, indeed whether a dedicated D&I team will be required.

Historically D&I has usually sat within either HR/talent or CSR. Once or twice you 

might find it sitting under strategy or even reporting in to the CEO or chief admin­

istrative officer (CAO) office, but that is unusual. As we outlined earlier in the book, 

there is always a challenge with having too big a dedicated team leading D&I 

which can allow the business to think that they can just let them get on with it.

There is also the argument that, as you increase the sustainability of the 

changes delivered and continue to embed them into all practices and pro­

cesses, the specialism is no longer required.

We would argue that access to the professional expertise and specialist knowl­

edge of D&I is absolutely vital and required for all organisations. The level of 
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complexity outlined throughout this book as well as the impact of a changing 

world and thoughts for the future clearly show that. However, how an organi­

sation structures this is their choice; again, one size does not fit all.

The ideal scenario is to have a core specialist/s on hand to operate as in-house 

consultants who then work in partnership with the people on the ground who 

own the different functions/policies – for example, reward and recruitment. To 

deliver the impact that is usually sought requires a level of knowledge and 

experience that cannot be gained overnight. Our constant frustration is that 

this specialism is given to someone within the organisation that has ‘a passion’ 

for the subject but no skills, experience or knowledge – if this is really a busi­

ness imperative, as so many leaders state it is, why would you give that respon­

sibility to someone who is under-qualified?

Five key takeaways from this chapter

	 ●	 Our world is ever-changing and our thinking about our talent has to 

be ahead of the game.

	 ●	 Too many organisations are still spectators, which means they don’t 

have a workforce that offers diversity of thought and the ability to 

really innovate.

	 ●	 Employee engagement is key and it is critical to understand your 

people’s motivators, particularly when you have four generations 

working together.

	 ●	 Key to any real progress will be how to successfully engage your 

majority group in the conversation.

	 ●	 Whilst culture change in the business should be owned and driven by 

the business, it needs strong support from a D&I specialist – passion 

alone is not enough.



296      

Conclusion

I believe in the equality of men and women and I 
believe that we still have an awful lot of work to do to 
get there. What are you doing to change that 
configuration and draw out those extraordinary 
women who can be the leaders we need?. Justin Trudeau, 

Canadian President

As the world continues to adapt and evolve, the level of diversity will both 

increase and become more complex. Diversity is a given; what we do with that 

diversity is an option – whether we focus on harnessing those differences and 

creating organisations where people can, and do, progress based purely on 

their skills, knowledge and expertise or whether we decide to do nothing in 

the hope that something will change naturally.

Throughout this book we have focused on how to create change within your 

organisation, from starting out on your journey to reaping the rewards with 

real progress. We have touched on the significant areas that are staples of the 

majority of D&I strategies as well as sharing our views of what may well be 

coming our way over the coming years. We have also focused on turning words 

into action, ensuring that every chapter includes some of our experience, as 

well as outlining pragmatic and tangible next steps for you to consider.

How we respond to our ever-changing world and workplaces is also evolving. 

Examples of good practice will continue to develop, research will continue to 

be published and new issues and challenges will continue to be identified. 

How we respond to all of this is critical – with an open, inquisitive mind and a 

desire to really want to get the best out of everyone. The constant in all of this 

will be the use of change methodology to create truly, sustainable change. 

This means moving away from initiatives and viewing D&I as a business imper-

ative for the new age … without this, organisations will not flourish.
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As with all change, when it comes to D&I, the work is never finished. Following 

the guidance in this book you will, ultimately, get to the stage of reaping the 

rewards of creating an inclusive culture, but this doesn't mean that the journey 

is complete. Yes, it is important to celebrate your achievements along the way 

but don't think that it is done. There will always be something to do to ensure 

you and your organisation are continually improving and learning to maintain 

the sustainable change we are all aspiring to.

We wish you well on your continued journey. Do visit us at www.diversity-
andinclusiveleadership.com to access further information and content that 

will support you to achieve that sustainable change. We welcome you to share 

your stories of how you have progressed in creating more diverse and inclusive 

organisations as well as the impact that this has created.

http://www.diversity-andinclusiveleadership.com
http://www.diversity-andinclusiveleadership.com
http://www.pearsoned.co.uk/bookfeedback
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