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INTRODUCTION

WHO SHOULD READ THIS BOOK?

This book is for everyone with responsibility for directing, managing, supporting or
influencing team members or other work colleagues.

For directors, executives and senior managers it offers specific advice and guidance on
how to provide more effective leadership in terms of diversity and equality.

Middle managers will discover what’s in it for them if they get good at managing the
inclusion of all their people all of the time and utilize their diverse experiences effectively.

First line managers and supervisors will be introduced to ways in which they can inspire
all their people and create value from the diversity of their teams.
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INTRODUCTION

WHY DIVERSITY MATTERS

Actively valuing diversity enables organisations to consistently deliver more to more of
their customers/clients more of the time, by helping more of their people to be more
engaged with their work more of the time. 

Diversity matters because:

� A diversity of perception, thinking and approaches - all aspects of which are more
likely when a group is made up of people from different backgrounds - adds value
to organisations

� It is morally right, socially desirable and economically sensible to combat
discrimination, promote equal opportunity and value difference 

� By increasing the involvement of employees, whose whole-hearted contribution
organisations have previously failed to harness, the quality and quantity of their
output will be increased
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INTRODUCTION

THE FOUR A’s

When it comes to deliberately seeking to be more profitable and/or more effective at reaching
different clients or customers, understanding the implications of diversity matters a great
deal. Remember the four A’s in the context of achieving greater effectiveness and profitability:

1. Access to markets or clients is vital for the survival and growth of any enterprise.
If an organisation does not understand the nature of a particular marketplace and/or
client group then getting access will be difficult, if not impossible. Organisations that
fail to reflect the diversity of the marketplace and/or client group risk being shunned
by those markets or clients in the long-run. 

2. Attractiveness to employees and investors is key. Truly successful organisations
are attractive places to those who would invest their time and energy and to those
who would invest their money, or their clients’ money.  Valuing diversity and effective
equal opportunity practice are just as important as corporate ethics, being a good
employer and providing training when it comes to attracting investors.
In the continuing struggle to find talented employees, diversity is an attractive draw.
All of us would prefer to work in an environment where our unique contribution is
sought after and valued.  Also, talent doesn’t come in one size, colour, gender,
sexual orientation or from the same academic background.
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INTRODUCTION

THE FOUR A’s

3. Anomie in society: Anomie defines the state where there is total lack of social or
moral standards when individuals or groups are alienated from the wider society. If
particular groups conclude that they have no stake in society they are likely to
believe that no matter what they do, however antisocial or unacceptable, it won’t
matter because they have nothing to lose.

Maintenance of a stable society is clearly desirable and the implications for the
economic and social well-being of the nation are self-evident. Ensuring that no
section of our society is in a state of anomie is not only the responsibility of the
‘social agencies’, it is just as much a bottom-line business concern as making sure
head office overheads are kept in check.

Corporate entities, especially public service providers, do not have the luxury of
disowning society.  Properly functioning, vibrant communities are crucial for our
continued economic health and well-being.

9



INTRODUCTION

THE FOUR A’s

4. Avoiding the cost of discrimination. If ever there
was an unnecessary and damaging cost to an
organisation, then the cost of discrimination is it.
When organisations discriminate, the cost comes
in a package. The package contains bad publicity,
damage to staff morale, increased absenteeism
and staff turnover, and of course a financial penalty.

For organisations that discriminate, paying the
price can persist long after the offence. Loss of 
reputation in particular can dull organisational
effectiveness and profitability for many years.

Better access to markets and clients, attractiveness to
potential employees and investors, pre-empting anomie
in society and avoiding the cost of discrimination are
some of the reasons why diversity matters.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

EQUAL OPPORTUNITY 

Equal opportunity and diversity are not the same things.  Many people use the terms as
though they were interchangeable. They think that ‘diversity is what we call it now’.  This
is a serious error with important implications for the decisions an organisation might take
in addressing diversity and equality issues.  

Equal opportunity is about:

� Tackling irrelevant 
discrimination 
and dealing 
with inequality

� Fairness, 
decency, respect and 
high standards of behaviour between individuals and groups

� Demonstrating the will to extend yourself for the purpose of 
nurturing the growth and development of others

12



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

EQUAL OPPORTUNITY 

In corporate terms, equal opportunity is a concept underpinned by legislation. It
requires organisations to provide relevant and appropriate access for the participation,
development and advancement of all individuals and groups. In turn, equal opportunity
requires individuals and groups to conduct themselves in particular ways when
interacting with others.

From an individual perspective, experiencing equal opportunity is believing that you 
have access to, and real choice to participate in and/or contribute to, activities or
processes, and that you are receiving relevant and appropriate treatment in relation to
your ability and circumstances.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY

Diversity is a given. It is not an option or something to decide to have or not to have.
Where there are two or more people, you have diversity.  Diversity is difference and we
are all different from each other.  

Our differences include: 

� Family background � Educational background 
� Age � Marital status
� Ethnic origin � Parental status
� Gender � Religious beliefs
� Physical abilities, qualities and � Life and work experience

appearance � All the other experiences that have touched
� Nationality our lives or influenced our thinking
� Sexual orientation
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY

Differences between us give us a
unique range of attributes and
characteristics and a distinctive view
of the world.  Customers and clients
are diversity personified.

Organisations wanting to be more
successful therefore need to recognise,
capitalise on and maximise the diversity
of their staff.  The starting point for
organisations is to recognise the value
of, and then actively seek to benefit
from, the diversity of their staff team.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY

Our staff teams have additional layers of diversity that we need to take account of.  As
well as exhibiting most if not all of the differences listed earlier, they may also be:

� Part-timers

� Work-share partners

� Temporary staff

� Home workers

� Telecommuters

We need to recognise and actively seek the benefits afforded by these differences.

16

� Sub-contractors

� Consultants

� Support staff

� Specialists

� Remote workers



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

SIMILARITY

There is a natural tendency for humans to gravitate towards people they perceive as
similar.  We feel comfortable, at ease, secure and able to be ourselves when we are with
people like ourselves.  Similarity then is generally the order of the day.  The old saying
‘birds of a feather flock together’ resonates strongly in most social settings and in many
organisations.

Although most organisations say that they want individuals to bring different and
innovative approaches, in practice, their behaviours often suggest that difference is of
little or no value and similarity is of great importance. This is usually not conscious or
deliberate. But unless deliberate and positive action is taken to recognise, acknowledge
and promote the value of diversity, then the old order will prevail. 

It is important to note here that this can be - and often is the case - without there being
any breach of equal opportunity legislation or organisational policy.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIFFERENCE ADDS VALUE

Uniformity holds organisations together, but there needs to be sufficient diversity to stop
them from dying.  For any system to survive there needs to be sufficient difference within
it to cope with environmental change amongst many other things. Difference adds value.  

Our similarities hold us together and help us to work together. Our differences not only
keep the organisation alive and resilient, but also make our work more effective and
efficient.

Similarity and diversity are like two sides of the same coin. Both sides are necessary if
the coin is to be of value.  The more tightly similarity and diversity are bound together,
the greater the value of the ‘currency’. Pulling them apart simply devalues the currency. 

Organisations need to help their people to understand and value those things that they
hold in common and which bind them together.  At the same time, they need to
recognise, acknowledge and capitalise on the differences their people bring into the
workplace, and consistently encourage them to display and utilize those differences.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY AND EQUAL OPPORTUNITY

To benefit from diversity organisations must have a clearly stated and robust equal
opportunities policy.  Benefiting from diversity is the ‘end’ and equal opportunity
policies and processes are part of the ‘means’.  

Individuals who are members of, or associated with, traditionally marginalised groups
(minority ethnic communities, disabled people, gay men and lesbian women, women in
certain roles and so on) need the support and protection of equal opportunity policies to
ensure that they have redress should they suffer discrimination.

Effective equal opportunity practices must be in place if organisations are to benefit
from diversity.  However, it is possible to have effective equal opportunity policies,
processes and practices in place and not reap the benefit of diversity. 

One of the reasons for this is that in addressing equal opportunity issues, it is necessary
to focus on those groups and individuals who have been and are most disadvantaged.
Focusing on disadvantage is clearly important, but in practice this almost always results
in policies, processes and activities designed to prevent or respond to discrimination and
little else.  Releasing the energy that human diversity potentially brings into an
organisation requires far more than an anti-discrimination focus. 19



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY AND EQUAL OPPORTUNITY

Equal opportunity rules and policies must be adhered to even when attempting to
create greater diversity in particular departments or units or at particular levels in the
organisation.  

Organisations may face conflicting priorities from time-to-time whilst pursuing an equal
opportunity and diversity agenda. ‘Should we promote a really good minority ethnic or
female candidate, or should we have an open competition and risk them not getting
through?’  

It is of paramount importance that, at times like these, an organisation is clear about its
values, vision and priorities.  They can act like a homing device to guide the debate and
provide all stakeholders with a basis for addressing the issue, and a powerful means of
reaching a conclusion that makes sense to all concerned, even if there is not unanimous
agreement.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

DIVERSITY AND EQUAL OPPORTUNITY

Frederick Herzberg, the renowned American psychologist said: ‘Man has two sets of
needs. His need as a human to grow psychologically and his need as an animal to avoid
pain’. In the work context, he named two factors to meet the needs - motivation and
hygiene.

Valuing diversity and equal opportunity can be seen as addressing both sets of needs.
Viewed in this way we can perhaps understand why ‘not being discriminated against’
does not of itself inspire people.  Effective organisations need to pay equal attention to
both motivation and hygiene factors.

21

Motivation factors enable 
satisfaction through:
� Responsibility
� Personal development
� Recognition
� Achievements
� Influence
� Valuing diversity

Hygiene factors stop
dissatisfaction through:
� Job security
� Salary
� Working conditions
� Equal opportunity



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION

It has become fashionable to talk about managing diversity.  I fully understand why and
how this has come about.  Indeed, in many ways I have to share some responsibility for
the phrase being in common use in equal opportunity and diversity circles. In April 1991 
I organised what I believe was the first ‘managing diversity’ conference for executives
and senior managers in the UK.  Even with hindsight, I still think it was an appropriate
focus at the time.  However, more than a decade on my thinking has developed.  

For many people, the term ‘managing diversity’ usually conjures up an image of
difficulties and problems that must be dealt with. Consequently, courses, programmes
and policies called ‘managing diversity’ are often perceived - and frequently
subconsciously received by the participants - as addressing the ‘problems’ of diversity
rather than the opportunities it offers. This is not helpful, to say the least.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION

Managing diversity is impossible.
Diversity is like time in this
respect.  We have it whether we
like it or not.  We can use it
well, or abuse it, make the
most of it or waste it, but
what we cannot do is
manage it.

When it comes to using
our time more productively what we
try to do is to manage ourselves better. 

When our focus is diversity, the
intention is to increase the benefits we
derive from diversity.  To do that, we
have to manage inclusively. 23



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION 
ASSUMPTIONS 

There are several simple assumptions on which the need to ‘manage inclusively’ and its
centrality in terms of diversity are based:

1. Most teams or work groups have members who are not fully engaged in the work of
the team and, as a consequence, the team operates at less than 100%, sometimes
a lot less than 100%

2. Often, team members who are not fully engaged in the work do not feel included in
the team

3. The individuals who feel excluded often include a disproportionately high
percentage of members of ‘traditionally marginalised’ groups

4. There are large numbers of people in organisations who do not feel they are
included in, and therefore do not fully contribute to, the work of their teams

24



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION 
EXCLUSION COMES AT A PRICE

In a recent survey, the Linbert Spencer Consultancy asked thousands of managers
what proportion of their people they believed were not contributing fully
to their teams.  Their answers ranged from 30% to 50%.
The cost to organisations in terms of productivity and
creativity must be enormous. 

Organisations who want to maximise the quality,
productivity and sustainability of their products and
services need to strive to engage fully the commitment,
abilities, energy and diversity of perceptions, beliefs
and approaches of all their people all of the time.  

To achieve this, organisations need to understand the
critical importance of managing inclusion, and seek to
develop the skills of their people to be competent
managers of inclusion. 
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION 
STEREOTYPING, PREJUDICE AND DISCRIMINATION 

Stereotyping happens all the time everywhere.  Our failure to recognise when we are
stereotyping and our lack of awareness of the implications are the issues.  Every time we
think we know all about someone, because we’ve worked with lots of people ‘like them’
before, we fool ourselves.  

Whenever we catch ourselves stereotyping - but think it’s all right because it’s a ‘positive
stereotype’ - we delude ourselves. Positive stereotypes unwittingly set certain standards
for the individuals concerned.  If these people fail to live up to the standards, even
though they may have ‘delivered’ no less than those who did not fit the particular
stereotype, then we will say they have failed.

Stereotyping leads us to pre-judge individuals and pre-judgement may cause us to
discriminate in relation to them.  Understanding our own proneness to stereotype is vital
if we are to get good at managing the inclusion of others.  

If you think you never stereotype, consider asking someone you spend time with for
some feedback.
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DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION 
WATCH OUT FOR THE DRIPS

It will be obvious to all of us that when people receive negative treatment of physical or
verbal abuse, because of their gender, ethnic origin, disability, nationality or whatever,
they will feel excluded and subsequently function less well.  

Negative treatment comes in a variety of forms and frequently the ‘victims’ don’t even
feel able to complain.  They may be ignored, not asked if they want something from the
shop when someone goes for sandwiches, or never asked about their time off or holiday.
They may belong to a group about which there are frequent jokes and/or unflattering
comments, though they will be assured that they are not included in the comments. I
think of these things as low-level negative treatment.

Low-level negative treatment can be likened to the drip from a leaking gutter when it
rains.  The manager or supervisor isn’t always around ‘when it’s raining’, so doesn’t
notice.  If they do notice, they don’t think a little drip will be a problem. However, dripping
water from the guttering will, over time, erode the concrete path below.  In the same way
low-level negative treatment will eventually destroy people’s effectiveness.  Managers
and supervisors need to watch out for the drips and ensure that they are addressed
promptly before erosion sets in. 27



DIVERSITY AND EQUAL OPPORTUNITY OVERVIEW

MANAGING INCLUSION 
TREAT PEOPLE WELL

Become expert at actively and deliberately treating people well. Make sure all your
people know and understand the quality standard required of them, that you believe in
them and that you will provide the necessary help they need to reach and maintain the
standard.

� Invest time in getting to know all your people - their areas of experience, knowledge
and skills

� Deliberately find ways of using the experience, knowledge or skills that people bring 

� Praise your people every time they do a task well, and be detailed and specific
about what they did and what made it so good in your eyes

� Recognise, acknowledge and reward people’s contributions

� Facilitate access to informal and formal development opportunities, training,
coaching, mentoring and work shadowing to support and encourage personal
development

� Expect your people to develop at different rates and perform in different ways, and
encourage them to support each other’s diversity
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A STRATEGIC FRAMEWORK
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Long-term Goal or Vision

Strategic Priorities

Implementation Plans

A B C D E F G

1 2 3 4 5

A STRATEGIC FRAMEWORK 

A COHERENT STRATEGY
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A STRATEGIC FRAMEWORK 

A COHERENT STRATEGY

Addressing equal opportunity effectively, and creating a culture that values difference
and seeks to benefit from diversity, requires a clear vision of the future. 

Once there is a vision, which should ideally be capable of being conveyed in three or
four sentences, then it is possible to develop an effective strategy designed to move the
organisation towards the vision. And to then develop appropriate implementation plans
to achieve the strategic priorities. 

Most organisations - even those with many equal
opportunity and/or diversity policies, programmes or
projects - do not have a clear equal opportunity or
diversity vision or a strategy for bringing about change.

I believe it is vital for organisations to have a vision of
the future when seeking to deliver equal opportunity
and benefit from diversity.
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A STRATEGIC FRAMEWORK 

A COHERENT STRATEGY

Many people are sceptical about the idea of ‘vision’ and scoff at the thought of time
spent ‘visioning’.  Yet most of us, when thinking about a relatively mundane activity like
decorating (or getting someone else to decorate) a room in our home, will have a ‘vision
of the future’.  Answering the question, ‘What will it look like when it’s done?’, is one of
the most important things that those charged with developing effective equal opportunity
and diversity policies can do.

It is not possible to develop a credible strategy without knowing what it will look like
when it’s done.  When it comes to the diversity agenda, a number of key elements need
to be included in the list of strategic priorities, no matter what the vision.

Image, leadership and accountability are vital components. Beyond that, other strategic
priorities could include: communication; equal opportunity legislation; developing a
culture of equality; and developing a recruitment process designed to attract more
diverse job applicants.
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A STRATEGIC FRAMEWORK 

IMAGE, LEADERSHIP AND ACCOUNTABILITY

Every organisation I have worked with has needed to prioritise image, leadership and
accountability when it comes to addressing equality issues. Addressing these issues is
vital if there is to be real progress on this agenda.  

How organisations are perceived by those outside, and the nature and consistency of the
leadership and the extent to which the leadership is accountable and holds others to
account, determines the quality of the relationships within the organisation and between
the organisation and others with whom it relates.

Leaders must make it crystal clear what outcomes - in terms of quality of relationships,
teamworking, individual performance, etc - they require their direct reports to achieve
and what they are going to hold them accountable for.  Numerical targets, relating to
types of people in particular roles or grades, must only be part - and not even the most
important part - of the story.  Those reporting to them also need to know that there will
be different consequences for them, depending on the degree of their success or failure.
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A STRATEGIC FRAMEWORK 

A COMMUNICATION STRATEGY

Many organisations committed to equality and valuing diversity have failed to make
sufficient headway because they do not have a communication strategy.  Good
communication is important generally, but in this context it is vital because when it
comes to diversity and equality everybody believes they have something at stake, with a
lot of people believing they are going to lose out. 

The communication strategy must ensure that:

� All staff are aware of the diversity vision and strategy, and the role they have to play
in fulfilling the vision

� Relevant partners and the community at large understand the organisation’s
commitment to:  

- Valuing and benefiting from diversity 
- Serving all customers/clients fairly and equally
- Recruiting, developing and retaining increasingly diverse, talented, 

high-performing individuals
34



A STRATEGIC FRAMEWORK 

EQUAL OPPORTUNITY LEGISLATION 

At the very least, organisations need to provide
information, training and/or development
opportunities to ensure that all staff have a basic
understanding of equal opportunity legislation
and are kept up to date with changes. 

Relevant staff - recruitment, other HR
professionals and diversity champions -
should have a more in-depth
understanding of the anti-discrimination
legislation and the implications for the
organisation’s day-to-day working
practices. 
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A STRATEGIC FRAMEWORK 

DEVELOPING A CULTURE OF EQUALITY

Developing a culture of equality, in which all staff believe that they are being treated
equally well, is an obvious strategic priority for this agenda.  

If people look on equal opportunity as, ‘having an active expectation of access to - and a
real choice to participate in or contribute to - activities or processes, believing that they
are receiving relevant and appropriate treatment in relation to their ability and
circumstances’,  then what staff believe about their treatment is important.  

Addressing any disbelief, and turning it around, is vital if they are to contribute fully to the
organisation. Organisations committed to benefiting from diversity cannot afford to be
complacent about how their practice is perceived.  Blaming the staff for being cynical
and disbelieving simply won’t do.

Attempting to bury bad news, from staff surveys and the like, on the basis that it will
‘disappoint the board’, ‘annoy top management’ or ‘demoralise HR and middle
managers’, simply stores up trouble for the future.
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A STRATEGIC FRAMEWORK 

DEVELOPING A PROCESS TO ATTRACT MORE
DIVERSE JOB APPLICANTS

Those concerned with recruitment need to check current policies and processes to
discover who are attracted to apply, which groups are missing, at what point in the
recruitment process do particular groups drop out, where adverts are placed, who are
featured in brochures and so on.  This will identify what action, if any, is necessary to
ensure that women, people with disabilities, members of minority ethnic groups and
others whose talents may have been under-used in the past, are encouraged and given
every opportunity to contribute to the work of the organisation.

Often, organisations find that they have to take specific action to inform members of
‘traditionally marginalised groups’ about their organisation and the career and job
opportunities available to them, and then encourage eligible applicants to apply.

The strategic intention here is very clear, but if there is to be a successful outcome, it
goes well beyond the remit of the ‘recruitment team’. At the very least, the strategic
priorities concerned with image and communication will also be very relevant. 
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A STRATEGIC FRAMEWORK 

MAKING IT WORK

An effective strategy needs to be overseen by a Strategy Board led by someone at or
near the top of the organisation.  The Strategy Board should include the main
stakeholders and should meet at least four times each year.  One of its purposes is to
keep the issues on everybody else’s agenda.  Quarterly meetings, with progress reports
from all the key players, is one way of doing this.

The specific implementation plans designed to achieve the strategic priorities should be
related to, and be the responsibility of, the department or functional area into which they
fall - marketing, production, recruitment, etc. They should cover a period of at least
twelve months and be reviewed quarterly by the Strategy Board. 

If any new perceptions, policies, priorities or practices regarding diversity and equality
are to be self-sustaining, and that should surely be the aim, then the strategy must
ensure that they are integrated into those existing priorities and practices that are critical
to the organisation’s success.  It is therefore vital that new ways of thinking and being, in
the area of diversity and equality, become part of (and not held apart from) the culture of
the organisation.38
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FROM DIVERSITY
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GETTING VALUE FROM DIVERSITY

WHAT’S IN IT FOR ME?

If you are a manager or supervisor you need to get good at helping your people to see
what’s in it for them.  You need to get very focused on the benefits that can accrue for
the team and individuals when they seek value from their individual differences.  If your
people can see the benefits…

� Better personal relationships 

� More effective teamwork 

� Wider range of ideas 

� More scope for problem-solving 

� More enrichment of personal lives and so on

…they may be more inclined to learn how to get the benefits. You won’t need to be on at
them to ‘keep the rules’.
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GETTING VALUE FROM DIVERSITY

IMPACT OF MANAGERS/SUPERVISORS

As a manager/supervisor you are pivotal in the matter of
‘value from diversity’, as in so many things in the
workplace.  If your team don’t see you living ‘it’, they will
pay little attention to what you say.  Even if they do take
notice of what you say, the chances are they will
behave differently when you’re not around.  

It is vital therefore that as managers and
supervisors you recognise what’s in it for you.
What’s at stake is all your people feeling valued,
that they are making a contribution and that their
effort is acknowledged and appreciated.  In short,
all of your people knowing that they are included in
the team.  How you treat them and, more
importantly, how they feel about their treatment, will
determine the extent to which they feel included rather
than excluded. 41



GETTING VALUE FROM DIVERSITY

IMPACT OF MANAGERS/SUPERVISORS

In one course that I run hundreds of people have told me of their bad experiences where
managers and supervisors have:

� Not provided guidance or support

� Not given clear goals

� Shown favouritism

� Taken credit due to their staff

� Bullied people

� Shown no interest in their people

� Ignored their ideas

� Blocked requests for learning and development programmes

� Told people they have no potential
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GETTING VALUE FROM DIVERSITY

IMPACT OF MANAGERS/SUPERVISORS

Unsurprisingly, this poor treatment affects how people feel.  
They have told me that they feel:

� Unconfident � Demotivated

� Unhappy � They have nothing to offer

� Stressed � Unappreciated

� Like not going into work

� They want to leave

� Physically sick

� Like skiving all the time

� Excluded

� Discriminated against
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Performance

FeelingsTreatment

GETTING VALUE FROM DIVERSITY

IMPACT OF MANAGERS/SUPERVISORS

Feelings affect performance. No matter how strong willed we are or how committed
we are to doing the job, irrespective of distractions, how we feel will affect our
productivity and the quality of our work.
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GETTING VALUE FROM DIVERSITY

IMPACT OF MANAGERS/SUPERVISORS

How we treat others is often affected by the assumptions we make about the groups to
which they belong.  And how we treat others will influence how they feel.  And how they
are feeling will affect their performance.

Similarly, our behaviour/performance will influence how others treat us.  So, manage your
own inclusion by consciously and actively taking responsibility for your own feelings and
consequently your behaviour/performance.  And learn to control your feelings in order to
influence the way you are treated.

Manage the inclusion of others more effectively by providing quality treatment, even
when faced with their negative feelings and behaviours.
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GETTING VALUE FROM DIVERSITY

SATISFYING DIVERSE CUSTOMERS/CLIENTS

There is huge benefit to be gained by becoming excellent at satisfying diverse customer
and client groups.  

Most trading organisations have for years recognised that their markets are made up of
different segments. In the UK’s class-conscious society, A, B, C1, C2, D and E have long
been used as a way of segmenting the market economically.

There is still scope for more business benefits through segmentation, especially when it
comes to minority ethnic communities.  Increasing our understanding of the different
cultures and sub-cultures of minority ethnic groups is critical if we are to successfully
target our sales drives, for instance.

Public service providers have traditionally operated on the basis that those who need the
services will find their way to them. This has now given way to thinking that recognises
that there are ‘hard-to-reach groups’ and that providers need to take positive action to
reach out to them. 
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GETTING VALUE FROM DIVERSITY

SATISFYING DIVERSE CUSTOMERS/CLIENTS

The most important thing that can be done to provide a more effective service, more
efficiently, to hard-to-reach groups is to engage in dialogue with them.  This needs to be
more than a survey and should be seen as an on-going process rather than a one off
activity.

Organisations with a workforce that reflects the
communities they serve, and/or the markets they
sell into, are clearly in a good position to be
proactive when it comes to satisfying diverse
customers/clients.  However, they need to
demonstrate that they value the
diversity of their staff if they are to be
successful in engaging them in any
effort to access hard-to-reach
clients and customers.
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GETTING INTO ACTION

REQUIREMENTS

If an organisation is to progress in terms of diversity there needs to be personal
commitment, a coherent strategy and relevant organisation activity/processes.  

Someone with seniority and influence in the organisation must be committed to
recognising and getting value from diversity.  Unless there is at least one person with a
strong commitment, the chances are there will be little or no progress, and any progress
that is made will be difficult to sustain.

There must be a coherent strategy with clearly defined implementation plans, which
when accomplished will move the organisation towards the long-term goal.

The five D’s - desire, definition, decision, determination and discipline -  can help
organisations to get into action and stay on track.
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GETTING INTO ACTION

DESIRE

Does the organisation, or at least the part of the organisation that makes and drives the
policy priorities, have a desire to address the issue?  Is there a pull towards the benefits
of diversity and an understanding of the importance of managing inclusion? Or is it
simply a push away from the fear of being caught discriminating against certain groups
or individuals?

The more ‘yes’ answers you give, the stronger your desire. 51

How strong is your desire? Yes No
Do you believe that more diversity means more potential?

Do you want to see more gender balance in senior management?

Do you expect your people to do things differently to the same standard?

Is it necessary to offer training and support to staff who want to leave?

Would you like to see a more diverse customer base?

Is it necessary to actively target hard-to-reach customers/clients?



GETTING INTO ACTION

DEFINITION

Many organisations become active around the diversity agenda without ever properly
defining what they mean and being clear about what it is they want to achieve.  The
clearer you can be about your goal, the better the chance of staying on track. This is true
no matter what the area of work and it is vital when it comes to seeking value from
diversity.   

So, describe the vision: what will it look like when it’s done?
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GETTING INTO ACTION

DECISION

It is important that a decision is taken to actively
seek to realise the vision rather than, as is
often the case, simply to agree that diversity
is rather a good idea.  The relevant body
needs to decide that action will be taken to
move towards the vision. They need also to
decide who will be responsible for ensuring
the goals are achieved and who they are
accountable to for achieving them.
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GETTING INTO ACTION

DETERMINATION 

Organisations setting out to achieve value from diversity need to see it as a long-term
process.  This is not to say there will not be ‘quick wins’ and benefits that show up in the
short-term - benefits such as improved
personal relationships, better
communication and improved
attendances and timekeeping.
However, for productivity gains,
accessing new markets or hard-to-
reach client groups and increasing the
diversity of the management team, you
need to take a longer-term view.  

The team driving the process will be
subject to criticism - more or less
sustained, and from two opposite poles.
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GETTING INTO ACTION

DETERMINATION 

Firstly, you will be criticised for not moving quickly enough.  Your ‘slow pace’ will be
proof of your lack of commitment.  You need to stay consistent at this stage:
1. Restate ‘what it will look like when it’s done’. 
2. Demonstrate that you are on track in relation to the implementation plans if, indeed,

you are.  
3. Explain why there is slippage against the plans, if there is, and what action will be

taken and when to get back on track.  
4. Whether on track or not, tell the criticisers that you would value their help, and ask

them how they will contribute to achieving the implementation plan and/or how they
think the plan could be improved.

Secondly, you will be criticised for ‘going over the top’, ‘positive discrimination’, ‘wasting
resources’, ‘being politically correct’ and so on.  You should ask this group to consider
whether it makes sense to try and get the maximum productive effort for a fair wage from
all employees and not just those like themselves.  They will no doubt say, ‘yes’.  This will
set you up to explain what the organisation is trying to achieve through the diversity
work.  It’s best to stay focused on the business benefits and what you are expecting to
get from those they perceive you to be discriminating in favour of. 55



GETTING INTO ACTION

DISCIPLINE

A disciplined approach is called for if progress is to be made and sustained. The area
where indiscipline sets in soonest is the review meeting.  The regular (monthly) meeting
to review progress, acknowledge achievements and reset short-term goals as necessary,
is vital to maintain momentum. Yet, it is often the first casualty of an undisciplined
approach. 

Staying in communication with the different groups - those inside and outside the
organisation who were involved in any research or planning when the diversity strategy
was being formulated - is important but requires discipline.  It is easy for this apparently
peripheral activity to be overlooked because you are too busy ‘doing the work’ to talk to
others about it.  The communication plan should be seen as part and parcel of the work
and have the same status as other areas of activity. 
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GETTING INTO ACTION

KEY ROLE ESSENTIAL

There has to be someone with seniority and
influence who takes responsibility for ensuring
that something happens. If there isn’t, then
things grind to halt, if indeed they ever get
started. The person who has responsibility
needs also to have it as a priority. 

These things do not always go
together when the diversity
agenda is being addressed,
but success is more likely if
they can be brought
together.
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GETTING INTO ACTION

FOCUS ON WHAT YOU WANT

With diversity and equality there is a strong tendency for organisations to focus most, if
not all, of their energy on what they want to avoid or stamp out rather than what they
want to achieve.  This leads to policies and programmes being created around avoiding
unlawful and unnecessary discrimination, dealing with harassment and ensuring that
nobody receives unfair treatment. 

It is right and proper to want to avoid these things, but the best way to do that is to stay
focused on what you want - active inclusion, value from diversity, quality treatment for all,
etc.  However you articulate it, the key is to accentuate the positive things you want
rather than dwell on the negative things you are trying to avoid.
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GETTING INTO ACTION

BE PREPARED TO DO THINGS DIFFERENTLY

One thing is certain, if you are to achieve your diversity aspirations: you will have to do
things differently.  It stands to reason that if you haven’t got what you want from what you
have been doing, then you need to do things differently or, heaven forbid, do different
things.  It is surprising how relatively easy it is to set objectives and decide that things
need to be different, and then discover that nobody can find anything that they think
needs to be changed or done differently.  

Sometimes the very people you are trying to ‘include’ - clients/customers from hard-to-
reach groups and employees who are members of traditionally marginalised groups - are
unsure what could be done differently, even when asked directly. You need to
consistently assure them of your preparedness to do things differently, and even give
them permission to come back to you every time they discover something that they think
could be done differently to achieve the diversity goals.
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GETTING INTO ACTION

MAKE SURE THE MUSIC FITS THE WORDS

Congruence is the key here. There needs to be consistency between the organisation’s
policies and priorities and its practice.  Every time anyone fails to practise what the
organisation preaches there will be dissonance and discord, and those concerned with
that particular part of the organisation’s performance will ‘hear’ that the music does not fit
the words.  

Senior managers and executives in particular need to ensure that they ‘walk the talk’
because they will come in for close scrutiny on this agenda.  How they behave in their
private offices and how they treat junior staff and those who report to them will be
common knowledge, no matter how ‘private’ they thought it was.  

Walking the talk, or not, will be an important litmus test of whether the organisation is
succeeding or failing to achieve its diversity objectives.
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GETTING INTO ACTION

APPRAISALS: INCLUDE DIVERSITY

Ensure that diversity objectives
are taken into account in annual
appraisals.  Of course, to do this
you must first make sure everyone
has diversity objectives (see page
104). The objectives need to be
relevant to the particular work role
and must be recognised and
acknowledged as such by the
appraiser.  Whether the objective
is achieved or not achieved must
be noted and be clearly seen to
make a difference to the marking
and/or commentary and/or
learning and development plan
that follows the appraisal.
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GETTING INTO ACTION

RECOGNISE YOU HAVE TO DO SOMETHING 

Whoever you are and wherever you fit in the organisation, you have to do something if
you want things on the diversity agenda to be different.  You cannot be a passenger and
simply hope that someone else will do something.  You have to be that ‘someone’ if you
want things to change.  The very least you can do is to get this book into the hands of
whoever you think has the authority and/or the commitment and/or the influence to make
things happen.

Whatever you do, don’t just read about it - TAKE SOME ACTION.
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RECRUITING/RETAINING A
MORE DIVERSE WORKFORCE
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

THE FIVE C’s

In this section we are going to consider five C’s - commitment, challenge, culture,
contribution and community.

COMMITMENT
It is vital that the organisation is committed to having a more diverse workforce.  If there
is no real commitment, then the policies and day-to-day priorities of the organisation will
not reflect, or even take account of, the diversity objectives.  Commitment needs to be
seen from the top of the organisation (though it doesn’t necessarily have to start there).
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE

Many organisations face enormous challenges in attracting a more diverse workforce
because how they look, or are perceived, will dictate who applies to join.  So, no matter
what the current employee make-up, if you want it to be more diverse than it is already,
you will need to be vigorously proactive.

To reach the ‘missing groups’ you will need to engage in outreach activities. They won’t
just find their way to you simply because you advertise your vacancies in the appropriate
paper.  There are five interrelated steps to take in order to attract individuals from the
‘missing groups’:  

1. Assess the present situation
2. Decide the specific aims of the outreach programme
3. Find out as much as you can about the target group
4. Develop and implement an action plan
5. Review progress and revise plan as necessary

Many organisations want to have a more ethnically diverse workforce, so I will take
minority ethnic communities as my example, as I work through the five steps on the
following pages. 65



RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 1:  ASSESS THE PRESENT SITUATION

Gather necessary background information:

� Which minority ethnic communities are present in your travel to work area?

� What proportion of the overall population do they represent?

� What proportion of current employees is of minority ethnic origin?

� How does this compare with the proportion of those economically active in the
minority ethnic communities? 

� What proportion of minority ethnic employees are in each grade/role?

� What proportion of recent applicants was of minority ethnic origin?

� What proportion of recent appointees was of minority ethnic origin?

� What proportion of recent leavers was of minority ethnic origin?
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 1:  ASSESS THE PRESENT SITUATION

Identify areas of concern/under-representation:

Analysing the data gathered in answer to the questions in the previous section will
enable you to identify those areas requiring attention.  These might include:

� Minority ethnic ‘under-representation’ generally

� Minority ethnic ‘under-representation’ in particular grades/roles

� Low level of minority ethnic applicants

� Lower success rate of minority ethnic applicants
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 2:  DECIDE SPECIFIC AIMS

The overall aims for the outreach programme will obviously need to take account of any
wider organisation aims or objectives, and will clearly need to reflect the business needs
and local conditions.  For example:

� Ensuring that the relevant minority ethnic communities understand the
organisation’s commitment to creating a more diverse workforce 

� Ensuring that influential members of the relevant minority ethnic communities are 
aware of the organisation and the career opportunities on offer 

� Building long-term links with those organisations and institutions capable of 
informing or influencing potential minority ethnic applicants

� Ensuring that suitably qualified potential applicants of minority ethnic origin are 
aware of specific vacancies as and when they occur
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 3:  FIND OUT ABOUT THE TARGET GROUP

� Consult the 2001 census data

� Talk to the Commission for Racial Equality and/or the
local Race Equality Council

� Talk to anyone you know who belongs to or has links
with the target group: your organisation may already
employ a small number of such employees

� Approach places of worship and community centres

The more you know, and are seen to know, about the
target group, in terms of cultures, priorities, preferences
etc, the more accurately you will be able to target your
promotional work.  You will also be demonstrating your
commitment to involve them in the organisation by the
very act of researching the relevant group.
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 4:  THE ACTION PLAN

Clearly, the shape and content of the plan will depend on the outcome of steps 1, 2 and
3 and the resources allocated.  However, your approach might include all or a
combination of the following:

Building links with minority ethnic communities generally:

� Develop relationships with the leadership of key organisations 

� Ask for their help – make specific requests

� Invite representatives of key organisations to visit your organisation

� Provide speakers for meetings of relevant community organisations

� Organise open days and social events

� Produce information in the relevant ‘mother tongue’

� Use the minority ethnic media - send them your press releases
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 4:  THE ACTION PLAN

Building links with young people of minority ethnic origin:

� Develop relationships with schools, colleges, careers advisors etc, to make them
aware of your ambitions 

� Offer work experience and work shadowing

� Develop relationships with youth clubs

� Sponsor a relevant local sports team or league

Informing minority ethnic communities of specific vacancies:

� Send information about vacancies to the key organisations 

� Develop a database of influential individuals and keep them regularly informed

� Communicate directly with existing minority ethnic employees

� Use specialist recruitment agencies when large numbers of vacancies occur

� Advertise in the minority ethnic media
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE
STEP 5:  REVIEW PROGRESS

Review progress on a regular basis so that actions can be adjusted in the light of
experience.  Reviewing on a quarterly basis is recommended.

� Assess outcomes against the original objectives

� Identify any unplanned and/or unexpected consequences and impact

� Talk to those who had been consulted in steps 1 to 4

� Revise actions as necessary
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CHALLENGE

Organisation profile is important when considering an outreach programme, and it is a
key element in its own right.  The following questions might be worth
considering:

� Does the organisation have a profile in the target 
community?

� If ‘yes’, how is it perceived? 

� If their perception is not our reality, what action will 
we take?

Alligators in the lobby
If they think you’ve got alligators in the lobby people won’t cross it,
not even to get an application form for the job of their dreams.
Actively address their perceptions, don’t
wait for them to somehow discover
that the alligators are not real.
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CULTURE

The culture of the organisation is a key issue with regard to retention of people who are,
by definition, different from the majority or from those who are in positions of control or
influence.  I define culture simply as, ‘the way we do things around here’.  There are
numerous books written on the culture of organisations, so I will not labour the point. I
will, however, offer three more C’s to help focus on some important elements in the
context of diversity.

1. Clarity
2. Congruence (again)
3. Consistency

Clarity is important for everyone in a workplace, but it is vital for those who might not yet
be part of the ‘mainstream’.  Ideally, the culture should be one that facilitates clarity about
the standards required, clarity about when things need to be finished/delivered and
clarity about methods of communication and protocol generally.  Clarity means ensuring
that the ‘ground rules’ are explicit and not simply assumed.
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CULTURE

Congruence is about managers and supervisors ‘walking the talk.’  Do those with power
and influence live up to the stated policies and priorities when it comes to valuing
diversity? Is there congruence between what they say and what they do and between
their public and private behaviours? Do their direct reports feel that their differences are
valued?

Consistency can be a decisive factor for a newcomer trying to determine whether an
organisation is going to value them?  Does the sense of being wanted last beyond the
first month?  Does the good quality treatment extend beyond their immediate work team?
Whether people stay or go will be determined by how valued they feel. The culture, ‘the
way we do things around here’, will speak far more loudly than the policies, rules and
regulations.  So, the extent to which your organisation culture is one that consistently
seeks value from diversity will be vital. 
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

COMMUNITY

Creating a sense of community (of belonging)
within the organisation is an important way of
keeping staff turnover down.  People will be
encouraged to stay because of this rather than
because they have nowhere else to go.  Actively
facilitating access is the key to developing and
maintaining a good sense of community. All
employees need access to:

� Relevant information

� Support networks 

� Learning and development programmes

� Reward processes

� Advancement and promotion opportunities
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RECRUITING/RETAINING A MORE DIVERSE WORKFORCE

CONTRIBUTION

Most of us want to feel that we contribute to society generally. We also want to contribute
in our place of employment. We feel good when our contributions make a difference and
add value to the whole.  I believe this is a normal human emotion.  As a key part of a
retention strategy, organisations need to actively seek contributions by:

� Identifying and utilizing experience, knowledge and skills unique to individual
employees

� Involving all employees in discussing and developing new ideas, processes and
products

� Encouraging managers/supervisors to seek feedback from their team members

� Encouraging employees to discuss new ideas and approaches in team meetings

� Praising people when they deserve it
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CHAMPIONING DIVERSITY
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CHAMPIONING DIVERSITY

THE DIVERSITY CHAMPION

It is useful, possibly vital, to have a designated diversity champion or two in the
organisation.  They need to have influence and authority, and recognise the need for and
be prepared to continue their own diversity education. They should ideally be appointed
by the Board and be seen to be taking the role seriously. They should have a Diversity &
Inclusion Coach to support them in their difficult task, because if anyone in the
organisation needs to be seen to be ‘walking the talk’, the champions do!

The role of the champion is to: 

1. Inform and educate their peers about the organisation’s diversity vision and strategy
- how it is relevant to and connected with the organisation’s purpose and functions

2. Support directors/executives with the diversity aspects of their business plans
3.    Facilitate access to information, people and networks, for the diversity and equality

staff support groups
4.    Evaluate (others should be monitoring) the impact and outcomes of the various

diversity initiatives 
5.    Provide regular and direct feedback to the Board
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CHAMPIONING DIVERSITY

INFORM AND EDUCATE

Champions must inform and educate their peers about the organisation’s diversity vision
and strategy - how it is relevant to and connected with the organisation’s purpose and
functions. The fact that addressing the diversity and equality agenda has a direct
relevance to the business won’t necessarily be obvious, even to very senior staff.

Champions will need to consistently go back to basics with their colleagues to help them
see the business benefits of diversity and the opportunity costs of burying their heads.  

Informing and educating are best done in response to comments or questions raised
informally and ‘off the cuff’ as it were.  Champions should also take opportunities to point
out the relevance of diversity during discussions about ‘mainstream’ issues.  

Addressing the questions and responding to opportunities in a direct, informative and
supportive way - outside of any formal presentations or training - is a powerful way of
bringing people on, without them feeling they have been put upon.
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CHAMPIONING DIVERSITY

SUPPORT DIRECTORS

Directors and senior executives will need help in building diversity into their business
plan, and champions must be able to offer guidance and support.

Inviting them to address three questions about the implications of diversity may be a
useful way of triggering their thinking (even if the champion
knows little about the specific area of work):

1. Are there groups of potential customers/clients that we are
failing to reach and, if so, how much do we know about
them?

2. Do we have any employees who are from those groups?
a)  If so, how involved are they in any efforts to reach them?  
b)  If not, should we be seeking to target them for
employment?

3. How could we better utilize the unique experience,
knowledge and skills of all the existing staff?
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CHAMPIONING DIVERSITY

FACILITATE ACCESS

Networks and staff support groups are often established (or simply form themselves)
around different diversity and equality issues.  An important part of the champion’s role is
to help groups to tap into the organisation’s ‘mainframe’ so that they can quickly access
relevant information. This will enable them to bring their particular perspective to bear on
policy ideas as they are being developed.
It’s also useful for the leadership of the organisation to be able to sit down from time to
time with representatives of the ‘women in management network’ or the ‘gay and lesbian
concerns group’ or the ‘minority ethnic support group’ or the ‘disabilities concern group’
etc.  Far better to have on-going, easy access rather than just the set-piece dialogue
when a new policy is about to be launched or when there is an issue.  The champion
should be oiling wheels and brokering relationships between the relevant parties.
Facilitating access is often unseen and behind the scenes but it is vital work that requires
the champion to build and maintain trust.  Champions sometimes have to take risks to
head off conflicts that they can foresee because of their access to the thinking and
priorities of the inner circle of the organisation.  Those who are unprepared to take those
risks often lose credibility with the networks/staff support groups because they fail to alert
them to relevant changes. 83



CHAMPIONING DIVERSITY

EVALUATE OUTCOMES

The diversity champion or champions should be concerned about impact and outcomes.
At each review they should ask themselves three simple questions:

1. To what extent have the tasks described in the implementation plans been
completed?

2. Have the completed tasks achieved the strategic priorities? 

3. Are the strategic priorities still the appropriate way to move towards the diversity
vision in the light of changed circumstances?

In the early days, it is likely that the monitoring process will not be sufficiently advanced
to enable the champion to get satisfactory answers to the questions.  If this happens
then the task is to put processes in place that will enable the above three questions to be
answered, in order to help the organisation stay on track.
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CHAMPIONING DIVERSITY

PROVIDE REGULAR FEEDBACK

The champion must keep the Board up to speed about what’s going on with the diversity
agenda, whether they want to know or not!  Champions should not wait to be asked, but
should make sure that they report back on a formal basis at least twice a year
and ideally quarterly.

Champions should also take opportunities to identify
and highlight the connections between the ‘business’
agenda and the diversity vision and strategy.  

The Board’s thinking about the diversity agenda
should be regularly fed back to the Diversity Strategy
Board who should be in no doubt as to the level of
commitment and concerns of the Board.  Champions
should not be ‘sugaring the pill’, either to make the
Board appear more committed than it is, or to make
the Board think more progress is being made than is
the case. 85



CHAMPIONING DIVERSITY

WITHIN YOUR TEAM/DEPARTMENT
USEFUL TIPS

� Specifically acknowledge every member of your team in a ‘personal meeting’ -
however short - every month

� During the ‘meeting’ let them know that you believe they have the capacity to learn,
grow and develop, and be a high quality performer

� Find out about the knowledge, skills and interests of your staff and encourage them
to share them with other colleagues

� Be aware how diverse your team is, and might look to others, and actively seek
benefit from the differences

� Be an active listener to all your team members, especially those who might appear
not to be listened to by other colleagues

� Be a considerate communicator - check that what you’ve asked someone to do has
been understood

� Invite (and expect) feedback, and demonstrate behavioural change in response to it
� Praise your people publicly and give them constructive criticism in private (if

criticism is not intended to be constructive, then consider not giving it at all)
� Coach, support and encourage your staff to do all the above, and recognise and

reward them for it
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DEALING WITH ISSUES

DEMONSTRATE COMMITMENT

When diversity and equality issues and concerns arise it is important that all people, but
especially those with the grievance, are able to recognise and acknowledge the
organisation’s commitment to working to achieve the vision.
An audit trail of Board decisions, resources committed,
progress reports of actions taken, and so on could be
helpful here.  It would be far more helpful though if the
management were perceived to be ‘walking the talk’.

In hearing a complaint two things are important: 

� Firstly, demonstrate that you are prepared
to listen - deliberately divert the phone, turn
off the sound of the computer, come out from
behind the desk, etc

� Secondly, make it clear that you take the complaint or concern
seriously and that you will deal with it as a matter of urgency
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DEALING WITH ISSUES

CONSIDER OPTIONS

Many issues of concern will not contravene any anti-discrimination legislation.  They may
not even be against the organisation’s rules/policies.  However, they will, by definition, be
perceived as excluding. And if they are perceived that way, then they are - even if that
wasn’t the intention.

It will be important therefore to engage the complainant in a conversation about options.
When diversity and equality issues arise, the possible range of actions that could be
taken is vast.  Talking through the possible actions and their probable consequences is
an important conversation to have in order to ensure that the complainant is not
surprised by the eventual recommendation you make.

Close the conversation by informing the complainant that you intend to reflect on the
different options discussed (listing each one), consult with relevant colleagues and will
get back to them on (named) day. Depending on the organisation culture, this should be
no more than three working days, otherwise your commitment to treating it as a matter of
urgency could look pretty shabby. 
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DEALING WITH ISSUES

COMMUNICATE AND TAKE ACTION

On or before the agreed date, meet with the ‘complainant’ to share your
recommendation.  Make sure you provide time for a discussion and not just an
‘announcement’. 

Ideally, the approach you recommend will have been
one of the options discussed and will provide space for
the complainant to influence your thinking and
subsequent actions. 

At the end of the meeting ensure that the
complainant fully understands your recommended
approach and is clear about what you judge the
probable outcomes/implications could be.
Immediately after the meeting, send an e-mail or
memo confirming your joint understanding.

Take action and do what you said you would do!90
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THE DIVERSITY CHECKLIST

STAYING FOCUSED

Staying focused on the diversity agenda means:

� Valuing diversity from the top

� Articulating the vision

� Awareness education

� Enlisting support at all levels

� Developing diversity in decision-making groups

� Reflecting diversity in payment policies

� Encouraging networks and support groups 

� Effective equal opportunity policies

� Monitoring and evaluation
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THE DIVERSITY CHECKLIST

VALUING DIVERSITY FROM THE TOP

To what extent does the most senior body in the organisation take responsibility for the
diversity vision?

How does the leadership demonstrate that the organisation is open and accessible, keen
to reflect the diversity of the markets/communities it serves, and striving to utilize all
available talent?

How does the ‘boss’ hold all direct reports to account for setting and achieving personal
diversity objectives? 

To what extent does the strategic/business planning process include the diversity vision
and priorities? 
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THE DIVERSITY CHECKLIST

ARTICULATING THE VISION

How and where are Board members and other senior staff articulating the diversity
vision? 

How is the diversity vision reflected in the organisation’s business objectives and
priorities? 

How effective is the communication plan in ensuring that all staff are aware of the
diversity vision and strategy and the fact that they have a role to play in the vision being
fulfilled?
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THE DIVERSITY CHECKLIST

AWARENESS EDUCATION

How much access do staff have to information and/or programmes to keep them up to
date with equality legislation?

How effective are the specific learning and development programmes/processes
designed to inform and educate staff about the issues associated with diversity and
inclusion? 

To what extent do all learning and development programmes reflect the organisation’s
diversity and equality aspirations?
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THE DIVERSITY CHECKLIST

ENLISTING SUPPORT AT ALL LEVELS

How committed are staff to the diversity vision, and what will be done to increase their
buy-in?

Board/executive level  

Senior managers  

Middle managers/specialists

First-line managers/supervisors

Production/front-line staff  

96



THE DIVERSITY CHECKLIST

DEVELOPING DIVERSITY IN DECISION- 
MAKING GROUPS

Most organisations operate on the basis that decision-making and hierarchy are inextricably
linked even when the decision is taken by, or involves, a group rather than an individual.

This need not be the case, especially when an organisation is conscious that particular
groups are ‘under-represented’ at senior levels.  Deciding to uncouple the decision-
making process from the system of accountability could be extremely liberating for
organisations.  

Creating decision-making groups that reflect the diversity of background, experience,
skills and talents of employees would probably radically increase the innovative potential
of most organisations. The accountability process would remain the same and the
hierarchy would still have to ‘carry the can’ and be held responsible for the good
governance of the organisation.

In which areas of your work could you increase the diversity of the decision-making group?
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THE DIVERSITY CHECKLIST

REFLECTING DIVERSITY GOALS IN 
PAYMENT POLICIES

How could the organisation better reflect commitment to the diversity vision through its
payment policies?
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THE DIVERSITY CHECKLIST

ENCOURAGING NETWORKS AND SUPPORT
GROUPS

How do we facilitate, encourage and involve support groups and employee networks?

How could we increase their understanding of our wider diversity vision and strategy?

How could we increase their appreciation of the role and importance of the other networks?

How could we involve them more closely in developing our strategy and creating
implementation plans to move us towards our diversity vision?
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THE DIVERSITY CHECKLIST

EFFECTIVE EQUAL OPPORTUNITY POLICIES

On what basis do we measure the effectiveness of our equal opportunity policies?

To what extent do the policies affect the day-to-day working practices of the
organisation? 

How do we ensure that the policies are kept up-to-date with changes in legislation?
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THE DIVERSITY CHECKLIST

MONITORING AND EVALUATION

To what extent do we have a framework for collecting, analysing and utilizing data
regarding diversity issues relevant to the organisation?

How frequently do we review existing data collecting processes and determine what else
needs to be done? 

How do we evaluate the effectiveness of the diversity strategy? 
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NOTES
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SETTING PERSONAL DIVERSITY
AND EQUALITY OBJECTIVES

103



SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

One way of identifying relevant goals and setting
meaningful personal objectives in the area of
diversity and equality is to engage in a process
of focused self-questioning. The following
questions are designed to enable you to
identify clear and specific personal objectives,
to enable you to take your organisation’s
diversity and equality work further.

Health warning: You may
find this difficult and/or
embarrassing!
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SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

1. What do I know about the diversity and equality ambitions of my organisation? 
(This is not simply about numerical recruitment, retention or promotion targets.)

2. In what ways does my approach to my main work priorities move my organisation 
towards its diversity and equality ambitions?
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SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

3. How in-tune is my thinking about diversity and equality with my organisation’s 
diversity and equality policy/priorities?

4. How in-tune is my thinking about diversity and equality with the thinking of those 
with whom I work closely?
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SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

5. In the context of diversity and equality, in what areas, if any, do I need to increase or 
improve my information, knowledge or skills?

Given my answers to the five questions above:

6. What general areas or issues could I be addressing in order to improve my 
organisation’s chances of getting maximum value from the diversity of the staff 
and/or improving the quality of the service and support it provides to customers, 
clients and stakeholders?
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SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

7. What specific objectives could I set in order to make progress in any of the 
areas identified in question 6?

8. Given my answer to question 7, what will my objectives be for the coming 12 
months?

108



SETTING PERSONAL DIVERSITY AND EQUALITY OBJECTIVES

FOCUSED SELF-QUESTIONING

9. What one thing will I do tomorrow to move towards achieving my objectives?
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RESOURCES
� The Diversity Directory - two editions each year of more than 100

consultancies:www.diversityuk.co.uk
� ADEPt - The Association of Diversity and Equality Practitioners.  

All members have signed a voluntary code of practice: Executive Secretary, 
PO Box 427, Chatham, Kent, ME5 0WB

� Equal Opportunities Commission - Arndale House, Arndale Centre, Manchester, M4 3EQ
� Commission For Racial Equality - St  Dunstan’s House, 201-211 Borough High St.,

London, SE1 1GZ
� Disability Rights Commission - 7th Floor, 226 Grays Inn Road, London, WC1X 8HL
� Equality Commission for Northern Ireland - Equality House, 7-9 Shaftsbury Square,

Belfast, BT2 7DP 

FURTHER READING
� From Diversity to Unity by Mary E. Casey and Geraldine M. Bown, published by

iUniverse.com
� Managing the Workforce 2000 by David Jamieson and Julie Omara, published by

Jossey-Bass
� The Diversity Training Handbook by Phil Clements and John Jones, published by

Kogan Page
� Cross-cultural Business Pocketbook by John Mattock, published by Management

Pocketbooks
� Developing People Pocketbook by Ian Fleming, published by Management

Pocketbooks110
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