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About the Canadian Institute oDiversity and Inclusion

The Canadian Institute of Diversity and Inclusion » Education.Providing employers wita

04/ L5LE0 A Jrofitorganhizatiorethatid y 2y library of practical, effective learning

quickly becoming the trusted advisor for all issues solutionsfor leaders, management teams,
related to Diversity and Inclusion, and HumanhiRig Diversity Councils, ERG leaders, HR and D&l

YR 9ljdAGe 6AGKAY /Yyl RIQa ¢ 2 pifdstfiohad Sidall people.

9FFSOGAGSte YIylF3aAy3d 5AGSNAE MG BEnowledd Repyshofylizentraliyed ontn 9 L £ 0

is a strategic imperative for all Canadian employers. library of D&l research, data, angfomising
In many organizations, D&hd HRpractitioners are practice information, with a specific focus
responsible for achigng substantialperformance on Canada

goals as well as transforming their organizations into

inclusive work environments; however, they are » Think TankCuttingedge exclusive research
often underresourcedcreatingchallengesn that will contribute to the Canadian

FOKAS@GAY3a GKSANI 2NEBFYAT I (A 2y Qéonvarsatidn dn3lidedsity and inclusion.

The CIDI helps employers, business leadaman » Legislative SupportProviding practical
resolNJO SHRE d@ndiD&I practitioners effectively experience to help employers with
address the full picture of diversity within the compliance related to current and future
workplace by providing innovative and proven D&l related legislation (Employment Equity
strategies, research, tools, and educational supports Act, AODA, etc.).
with the goalof helpingimprove the overall
inclusivity of tkre Canadian workforce. » ConsultancyPractical, credible, and
sustainable consulting services specific to
The/ L 5skvardkey areasf focusinclude the D&lin Canadaprovided by a team of
following: subject matter experts with decadeof
experience delivering D&l work inside
»  Supporting our Membergindividual organizations.
members and Employer Partners) their
D&l journey. This is done through our To learn more about the CIDI, please visit our
monthly webinars and Community of website atwww.cidi-icdi.ca

Practice eventgheld quarterly in major
cities across Canadgjroviding engaging,
productive networking and promising
practice sharing where business, HR and
D&l professionals come together to share
and learn.

»  Community ConnectorBringing together
diversityNB £ | 4 SR romgnofta | y R
organizations to share information and learn
from one another. This also involves
developingand maintaininga central
database of community organizatisto
asgst employers in better navigatirtfis
space
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Introduction

What Gets Measured Gets Dorle.il Q &
but an accurate one. Ifwle NBy Qi
initiative ¢ whatever the initiativec how do we know

if it hasbeen successful? Imagine launching a new
product into the market without the ability to
measue its successUnthinkable. So why are we
not applying the same rigor to measuring the impact
of diversity initiatives?

Ly, 2t R

Many organiz#dons today understand the business
cas for D&l Our workforces, customers, and the
public are all becoming increasingly more diverse.
hNBFYyATFGA2ya GKIEG FNByQi
demographics stand to experience negative impacts:
loss of markeshare amongst different communities;
decreased ability to serve the diverse population;
loss of access to talent; lower employee engagement
and higher turnover rates among underrepresented
groups of employeess well as many othgrotential
impacts. Resarch has shown uhat diversity of
thought leads to better creativity and innovation in
teams, and organizations can improve their public
image by being transparent about their efforts to
embrace diversity, foster inclusion and address
systemic inequities

There are amumber ofpromising practiceesearch
reports an diversity management; however,
surprisingly few organizations are actually measuring
the impactof their diversity initiatives. According to
an online survey conducted for the purposes othi
report, less than one fifth of Canadian organizations
are measuring the impact, efficacy, or return on
AYy@SaldySyid o6awhLeé0 27
fewer than 13% aractuallyusing Diversity
Scorecards.

For D&l professionals, demonstratihgw diversity is
linked to the bottom line is vitally important. Failure
to do so could result in difficulty maintaining funding,
garnering support, and obtaining or retaining
resources to generate progress toward inclusion.
However, many D&I practitioms struggle with

exactly what to measure and how to determine
whether their programs and initiatives are truly
impactful.

What gets measured is what our leaders focus on,

and what gets measured is what organizations
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underttaBedn short, what gets meased gets done.

WS | & dzZNJR yTRerefore, if we want our organizations to

accomplish our inclusivity goals, it is imperative to
measure the efficacy, impact, afDIof diversity
initiatives to demonstrate how D&l initiatives
contribute to overall organizationgerformance.

This research repogiresents a crossector overview

of what Canadian employers are currently doing to
measure diversity and inclusion, and human rights

and equity initiatives within their organizations, and
specifically highlights promisimgactices among

ldadtB digadizationysd (1 KSasS OKIFy3IAy3

As part of the mandate of the CIDI is to increase
awarenesseducate,and provide practical solutions,
we have included a Toolkit to assist D&l and HR
practitioners, and their employers, as they start their
journeyin the area of measurement, or work to
improve their current practices in the area of
assessing the ROI of diversity.

T

Michael BachCCDP/AP
Founder and CEO
Canadian Institute of Diversity and Inclusion
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Research Methodology

For the purposes of this exploratory research paper, Il.  Web Based Survey.
we conducted research in three stages as follows: We conducted an online survey of Canadian
Diversity and Inclusiomnd Human Rightand
. Literature Review. Equityprofessionals, with participation from a
We conducted extensive online research to find wide range of employers, including ngmofit,
publicly available reports and information. As governmentand public sectgrhealthcare,
the only book available on the topic, we education, and foiprofit companies across
reviewedThe Diversity Scorecarthy ElwardE. Canada.
Hubbard. Next, we systematicatigviewed the
websites of every employaem the2012 [l In-depth Research Interviews.

I'yFREQa . Sal HAOSNEAGE 9 WatadduGedd interviews with diversity
leaders from a wide range of different types of
organizations across Canada.

Literature Review

In The Diversity Scorecay@Edward E. Hubbard Hubbard suggesthe purposes and goals of

presents a stefby-step guide to establish a undertaking any measurement strategy are to:

measurement strategy to show the efficacy of 1) Determine if the diversitynitiative is

organizationaD&linitiatives. Hubbard suggests accomplishing its objectives;

diversity measurement is lacking in many 2) Identify the strengths and weaknesses in the

organization§ Diversitynanagements a relatively diversity initiative;

new areaof practice and there is a range of 3) Determine thecost/benefit ratio of the

information that could be measuredh some diversity initiative;

organizations that information is siloed in different 4) Identify who benefisthe most and least

departments and irsome cases there is a lack of from the diversity initiative; and

resourcedo focus on measurement. 5) Gatherdata to assist in pursuing future
initiatives.”

The Diversity Scorecatovides the business case
for collecting data and measuring the ROI of diversity Diversity initiatives are meant to have a tangible

initiatives. Hubbard describes many data points and impact on the organization. As part of the process of
how to measure them, and also prides a process to implementing diversity initiatives and developing
estimate the monetary value of diversity initiatives measures to determine the efficacy of such

and their benefitsn order to demonstrate Diversity initiatives, Hubbard outlines the six levels of impact
wSildz2Ny 2y Ly@SaidyYSyid 6 a5 wlpiganiaations shokld take Dtb gccoknSdn kach ayid
organization to justify the expense of diversity every diversity initiative or objective

initiatives and personnel.
a[ S@St wmY wSlI Oiglefingsthey R { | G

Many organizations collect some type of diversity way a diversity initiative is received by
related data. Much of the data they collect is based the stakeholders in therganization.

on promising practicefound in other organizations

or tied to legislative requirements, but many Level 2:Learningg defines specific skills and
organizations fail to see real gaifiem some of their knowledge which stakeholders would be
diversty objectives. Hubbardhowsthat expected to gain as a result of the
organizations must align the diversity measurement diversity initiative.

strategy with key business objecti\Wes

 KKEKEER

Level 3:Application and Implementatioq
defines the issues with regard to
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implementing new initiatives within the
workplace.

Level 4:Business Impacat defines the specific
business measures that are expected to
change or improve as a result of the
diversity initiative.

Level 5:Diversity Rturn on Investment (DRQJ)
defines the specific monetized return on
the initiative, comparing the costs of the
initiative to the benefits.

Level 6:IntangiblescRSFA Y Sa 203G KSNJ &
related organizational effects that may
surface as a result of thdiversity
AYAGALF GAYSQa

Hubbard further suggests it is important to develop
measures that not only capture the current state, but
also examine the past, and set the stage for future
activities and performance. Additionally, while many
organizations measure different data poirtiecause
they arepromising practice$or other organizations,

or because they are easyr the data is readily
available, D&l practitioners need to ensure they are
measuring the areas that are relevant to their

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

examining linkages lieen categories of
performance measure$. This approaclevaluates
businesgperformancefrom four important
perspectivesThe Learning & Growth Perspective,
The Business Process Perspective, The Customer
Perspective, The Financial Perspectividhe
Balanced Scorecardpproach remains among the
top management tools used by businesses tolay.

In addition toThe Balanced Scorecaehd The
Diversity Scorecardve examined a number of
research reports fronDiversity Best PracticeEhe
Conference Boarénd The Centre for Strategy and
BvalFatioS Skkviceas well as other independent
researchers.

A Y LI O o éTwo reports fromDiversity Best Practicé@BR), a

U.S-baseddiversitythink tankandconsultancy,
provided benchmarks against whichdesess
Canadian orgnizations.5 . ¢ r@oortDiversity and
Inclusion Scorecardsrovided a review of
measurement practices id.S:basedcompanies.
These practices are consistent with many of the
promisingpractices we have seen through our
research in Canadian companies, with the exception
that legislative requirements for demographic
reporting differ between the two countries. In the

2NBIF YAT I GA BemOgiaphidsadllidhaditzt | NJU.S, all employers with more than 100 employees

work climate, marketplace, clients, the community,
and shareholders!

Some have argued that demonstratiRglis not as
relevant for nonprofit or public sector organizations
aswith for-profit companies. However, as budgets
are tightened in ay organization, demonstrating
how D&l initiatives have saved money or averted
additional costs could be extremely important to
maintaining funding for these initiatives.

| dzool NRQ& 02271 3I2S8& 2y (2
the process of developing a divéysscorecard for

their organization, based ohheBalanced Scorecard
approach originally proposed by Robert S. Kaplan

and David P. Norton in their article for thtarvard
Business Reviewhe Balanced Scorecacd

Measures that Drive Performance

The Balaced Scorecari a strategy performance
management tool, which at the time of its
publication in 1992, was a new process for going
beyond traditional financial measures to look at a
more holistic view of organizational performance by
e
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arelegallyrequired tosubmit reportingto the Equal
Employment Opportunity CommissidreEOE™) In
Canada, the Employment Equity Act stipulates that
only specifidederallyRegulatedemployers and
members of the &deralContractor<Programare
required to collect demograpbidata and submit
reports to theFederalGovernment It is estimated
that the Employment Equity Act onhggulates6% of
the Canadian workforéé

5. t Qa DN&dit}2SNdiecards and Metrics:
Basinésg AlignieSautitiBs the SeslitsibfaNdveza K
of DBPmembers to which 31 organizations
responded. In their results, more than 70% of the
organizations had diversityscorecardat the

enterprise level.

The Conference BoaRkportLeadership,
Governance, and Accountability A Pathway to a
Diverse and Incisive Organizationby Stephanie J.
Creary discusses a range of approaches to diversity
leadership, strategy and measurement fo
continuous improvement. In this report, Creary
expresgsthe imperative for measurement:
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Adwhile articulating a vision sethe tone for
what is expected for the future, the ultimate
purpose of setting goals and objectives is to
02y @S NI
performance targets. Goals should be
measurable and include both lotgrm (35
years) and shotterm (quarterly or annually)
timelines to most effectively drive

LI NOAORLI GA2Yy d¢

Creary provides examples of goal setting exercises
and methods to determine measureable objectives
once goals are established. The report also provides
examples of different B2 NH I yAT F A2y aQ
some of which simpliist representation numbers
and some of which ardesigned taell the story of

i KS 2 NA | D&Kourhei. Alreagiditién to a
number of the typical measures we have seen,
Creary provides some excelleniggestions for
evaluating diversity efficacy in organizations:
Monitoring employee opinion/attitude
surveys

Conducting exit interviews

Obtaining feedback frorBmployee
Resourceézroups

Involving senior leadership in complaint
activity from litigationand/or grievances
and

Requiring 36@legree feedbackf manager
and executivefrom a diverse
constituency

»

»

»

»

»

The Costs and Benefits of DiversihyA Study on
Methods and Indicators to Measure the Cest
Effectiveness of Diversity Policies in Enterprises
report completed in 2003 byhe Centre for Strategy
and Evaluation Servicé@CSES on behalf of the
European Commission, examines the costs and
benefits associated with organizational diversity
initiatives within European organizations, and
includes reference to measurement practices within
companies that are quantifying the benefits,
specifically refening to The Balanced Scorecard
approachfor reporting on organizational measures.
The CSES report discusses the benefits of focusing on
workplace diversity, and also the potential costs
associated with implementing organizational
diversity initiatives.

While roting that measurement practices to
demonstrate the efficacy and inagt of diversity
initiatives havebeen inconsistent, this report
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GKFG 2NBFYATIFGA2Yya

performance measurement framewark
encompassing three areas: program

G§2L3 YIyI 3SYSy i Qamp@hentatidn/ divergity ditcdmésiandbysingsd S
benefits.

Figure 1, below, shows how CSES visualizes

its model performance measurement framework.

Figurel - CSES Model Performance Measurement Framework

A Measurement Framework for Diversity
I Overall Business Performance I
B
E Short/Medium Long Term
N Term Business
Performance Benefits in Underlying
E Improvement “Value Drivers’
! i
T
S ‘Diversity Outcomes’
Culture and
Working Demographics
Environment
c
o
s
; I Programme Implementation I

Source: CSES

CSES$grovides more detailed descriptions of each
aspect of the performance measurement framework
below:

I

o)
L

Il

IHjim

<
L

I

Gt N2EANT YYS A YlheréSnédsyrésl G A 2y
cover actions by companies to facilitate cultural
OKIFy3aS owSylot SNAQUD | yR
such as indirect disimination. Actions here are

a combination of inputs and processes. This part
of the measurement framework tends to

measure activities and costs.

Diversity outcomeg; these are thentermediate
outcomesof the actions undertaken to
implement a workfore diversity policy. As such,
none of the outcomes in this part of the model
generate business benefits but they are a
necessary step that must be passed through
before such benefits can be realised. The use of
intermediate outcome measures is an impottan
mechanism for gauging progress, and is
consistent with modern performance measures
and existing measurement practices.

Business benefitg this part of the model
captures the business impact of investment in a
workforce diversity policy. Our framework is
based on the types of benefit companies seek
from diversity. Short and medium improvements
in business performance are measured in terms
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of operational outcomes rather than overall
business results. Improvements in intangible
assets, in contrast, form part of more strategic
measures’

The CSES model performance measurement
framework suggests that business benefits far
outweigh thecosts of implementation of diversity
initiatives.

The CSES report draws a number of conclusions
about the adoption of workforce diversity initiatives
in Europearenterprises thatare consistent with the
trends seen in North American organizations. It
notes that although many companies are examining
costs and benefits of diversity initiatives, the
reporting tends to be qualitative in nature, and most
focus on costs and activities rather than showing the
organizational impacts. However, despite the
problems with measurement practicesrganizations
canimplement a model of performance
measurement based ofihe Balanced Scorecard
approachthat provides a systematic method of
identifying costs, benefits, and key processes, and
demonstrating organizationapact of the diversity
initiatives."

The reportGlobal Diversity and Inclusion
Benchmarkspublishedd & Wdzf AS h Qal NI
Richterin 2011 was written to helporganizations
around the world understand thpromising practice
in all areas of divergitmanagement. As the report
points out, there is ho one group or organization
with the responsibility or authority to determine
whatis the right approach to diversity
managemen{" however this report was created
with input from a panel of 79 experts warlg in
diversityandinclusion andhuman rightsand equity
in organizations around the world. Theport
describesexcellent, medium and poor diversity
standards and outcome¥! As such it is useful as a
tool to compare against the practices of Canadian
organizations.

hQal NI
initiative or approach that helps an organization
reach its goals. However,\Best practic€for one
organization may not be West practic€for
another™. It is imperative that diversitinitiatives
relate to the strategic goals of the organization.
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Global Diversity and Inclusion Benchmartsvers 13
categories of diversityelated activity. In each
category activities and initiaives are divided into
quartileslabeled25% 50% 75% and100% The
authors of the study, based on the input of the 79
expertpanellists believe that activities and
initiatives at the 100% level represent tharrent
Hest practicalin diversity management globally.

In the area of Assessment, Measment and
Research, the various initiatives are laid out as
follows:

At the 25% level:

oSome feedback on D&l is solicited in
employee and customer surveys, market
research, internal reviews, and climate
studies, but there is little follow up or
consequencs for lack of performance.
Representation of women and other groups
is monitored if required by law.
Measurements are primarily based on
lagging indicators (what has already
happened in the organization, such as
turnover, lawsuits and complaintg)

»

»

»

Atthe 50% level:

oDiversityspecific instruments and
tethhidugs (such as a scorecard) are used to
assess progress on specific D&l issues, as
well as the impact of D&I goals on other
organizational programs and current and
future goals.

Input from employeesformer employees,
and customers shapes initiatives,

monitoring and evaluation.

Leaders are individually measured on the
execution of D&I goals specific to their areas
of responsibility.

Internal and externalBest practiceSare
studied and benchmarkingith similar

£ XXi

organizations is undertakef.

»

Iy R

»

»

»

At the 75% level:

dntegrated, multitechnique approaches to
monitoring and evaluating D&I goals are
conducted; a D&ROIstudy has been
conducted for at least one higimpact D&
initiative.

Organizationatulture is monitored through
cultural audits using diversity dimensions to
uncover critical risk factors.

»
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» Leading indicators (that predict what will
happen, such as employee opinions and
employee participation in decisions) are
more important than laggingdicators

when measuring Dé&ihitiatives

Research on specific diversity dimensions,
issues, interactions, and systems is
conducted for both internal and external
purposes. The organization invests in
research to study D&I.

Employees are measured their
performance based on D&l goals set by the
organization.

The organization regularly reviews D&l
benchmarks, both within and across
industries/sectors, and implements plans to
make progress toward meeting thegi."

»

»

»

At the 100% level:

dn-depth D&l assssments covering
behaviour, attitude and perception are
conducted for the overall organization and
within divisions.

D&l measures are included as part of the
2NBIFYAT FGA2yQa 2@SNI f
the organizational strategy, and tied to
incentive canpensation.

Many D&trelated research projects are
conducted to address specific concerns and
challenges, including broad issues like social
responsibility, marketability, sustainability,
human rights, and labour rights.

Employees provide input to all faiseof
managing the D&I process, from needs

»

»

»

»

Comprehensive Review of Best Divers@tyY LI 2 @ SNE& Q

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

assessment to evaluation, using practices
such as 36@egree feedback and employee
opinion/engagement surveys.

» Leaders of the organization can articulate
the impact andROlof all components of its
workforce and narketplace D&I initiatives.

xxiii

hQal NI I yR wAGhEaliCHvaEg@ndg 2 NJ
Inclusion Benchmarkkas been considered the
standard for many years since they convened their
first panel to develop global benchmarks in 2006.
Their 2011 report continues this tradition of
providing useful benchmarks against which
organizations can compare théd&linitiatives and
management practices. These levels of excellent,
medium, andpoor practices can be used to evaluate
the practices found in Canadian organizations in this
research.

2y

All of the major literature sources on diversity
measurement and scorecards thatweviewed point
to the same conclusions: organizations that are
dedicated to diversity must conduct robust
meagOr2meht OflthiiFeFortd, dnglthef R (0 2
measurements should go beyond a simple list or
accounting of activities undertaken to demonstrate
true efficacy and organizational impact of the
diversity initiatives. Furthermore, to be truly
effective, D&l measures must align with the
2NBFYATFdGA2yQa aGNF G§S3IAO LINR

A

250aAriSa

The review of the synopses on tB612 Best

Diversity Employeisst,”" and the individual

websites for each organizatiam the list has

provided somewhat surprising information about the
extent to which employers are publicly reporting
their diversity measurement practices.

While we found a wide range of information about

RAOGSNBAGE AYAGAFIGAODSE

mostdo not mention their diversityneasurement

practices at all. Of those that do, many have vague

references taogoals thathey measure, without

explicit explanation of the goals or how they are

YSI ad2NAy 3o lftazszs Ay az2vys

0000 O

 EXKEREE
i Ittt

(AT

o
i

(T

i
i

Il

T

o
i

I

N M < (o))

[ttt I

I

o)
L

Il

website rebrsti 2 G KSANJ ¢aGNI 6S3IAO LI
are left toquestion whether or not the plan includes
measures osuccess for strategio&l goals.

Conversely, some organizations go so far as to
provide all their metrics and results online.
Organizations thaare very transparent with their
metrics are often thoseonductingcorporate social

2y (resgsiBilityrdpdrting UsihglthBlbbalyRéporting S o6 4 A G S

LYAQAL ouidSined. ThO@RL is @

comprehensive Sustainability Reporting Framework

that is widely used arouhthe world. The GRI

Framework enables organizations to measure and
repdrtdhSideZondinkc, @nvidoNdehtaf, Sdcial &ntl 2 Y & Q
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governance performancethe four key areas of
sustainability. GRI Social Indicators contain a number
of metrics important to diversity meaurement and
reporting.

Our review of the websites afrganizations listed on
the 2012 Best Diversity Employdist, " revealed
inconsistency in the degree to whitey

Online Survey Results

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

demonstrate the efficacy of their diversity initiatives
This is an area wheredding Canadian organizations
can improve. By describing not only their initiatives,
but also what they are doing to measure the impact
of those initiatives, they can better demonstrate
their commitment to dversity andinclusion and
human rightsand equiy.

Fifty-six Canadian organizations responded to our
online survey, representing a cressction of
sectors, sizes, and geographies of Canadian
employers.

Demographics of Survelgespondents

Sectos of Respondents
Figure 2, below, shows the different sectors of
organizations that responded to the survey.

Figure2 - Sectors of Survey Respondents

Sectors

41.1%

10 %

Government

Educational Institutio

Private Sector / Fc

N Non-Profit Organizatio
Profit Company

Health Care

They represent a crossection of different types of
organizations in the Canadian economy. Also, in
terms of the demographics of survey respondents,
we found representation of many different sizes of
organizations, with 26.8%f respondents from
organizations of less than 5@nployees and 35.7%
of respondents from organizations with more than
5000 employees. The remaining 37.5% of
respondents were distributed among other medium
andlargesized employers in between.

EGKEERERLEE

o

Diversity, Inclusion, Equity anc

Il

m
|

Regulated Respondents

Not all organizations in Canadavesa federal
mandate to provide Employment Equity reports to
the Canadian Government, and this can affect the
degree to which they measure and report on their
initiatives. Of the respondents to our survey, 32.7%
were from organizations that afeederallyRegulated
employersormembersofi KS CSRSNJ ¢
Program.

/ 2y GN

Geographic Representation across Canada

Among the respondents, we had representation from
every province and territory across the country.
Nearlyhalf the respondents were from organizations
operating in multiplgurisdictionsacross Canada.
Additionally, 42.9% of the respondentspresent
organizations wittoperationsoutsideCanada. For
the purposes of this survey, however, we asked
respondentgo provide answers specifically about
their Canadian operations.

Job Functions of Survey Respondents
Figure 3, below, shows the job functions of the
individuals who completed the survey.

Figure3 - Job Function of Survey Respondents

Job Function

30.9%

Human Rights

Human Resources

Leadership / Management 23.6%

Marketing, PR or
Communications

Operational role within the
organization

Other 20.0%

T
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While there was a large contingent of respondents
specifically fronrD&Irelated roles, nearly 70% of
respondents had other functions within their
organization. We sought respondents from among
the 600+ members of th€IDILinkedIn group. The
fact that only 30% of the respondents were in
Diversity, Inclusion, Equity & Hum&ights roles is
an indication that people from many different
functions are interested in diversity, and may also be
an indication that not all organizations have a
specific diversity team, and/or that diversity and
inclusion is a responsibility shared thfferent
functions within Canadian organizations.

Measurement Practices of Organizational
Diversity Initiatives

Employee Census

Our online survey showed that just over half of
respondents (52.9%) had conducted some form of
employee census dradaskedemployees to self
identify by personal characteristicsThis is compared
with 80% ofu.S.companies covered in theBP
research reporDiversity Scorecards and Metrics:
Business Alignment"” That means nearly half of
Canadian organizations do not eveadk basic
demographic dataf their workforces.

Furthermore, since 32.7% of the respondents are
legally required to collect and report on
demographics under Employment Equity regulations,
this suggest that only 20.2% of respondents are
collecting thisnformation voluntarily.

This is a significant area for improvement in Canadian
organizations. Gathering employee demographic
data is widely considered a basic practice for
organizations truly dedicated tO&l. TheGlobal
Diversity and Inclusion Benchmies report indicates
that tracking representation of diverse groups is a
practice in the bottom quartile of the benchmarks

for diversity assessment and measurement
practice$™".

Andres Tapigpresident oDiversity Best Practices
O2AYSR UKS LIKNI asy
YF1Ay3 K& pivetsity gractitibners and
organizational leaders need to understand exactly
gKEG LI NOAOdz I NJ aYAEe 27
their organizations befa they can proceed to
implementprograms and initiatives designed to
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make their particular mix work. Understanding the
demographic makeup is an instrumental first step in
identifying gaps in representation, and determining
inclusion issues and barriers to advancement, so that
D&l practitioners can proceed to setting goals,
establishing appropriate programs and initiatives,
and measuring performance results against
established goals and objectives.

Figure 4, below, shows the distribution of categories

of demographic informatio collected by the
respondents to our survey. Over tvwibirds of those

Figure4 - Categories of Demographic Info Collected by Survey Respondents

Categories of demographic info collecter

Gender
Visible Minority Status

- Ethnicityor National Heritage
Disability Status

- Type of Disability
Aboriginal, Metis or First Nations Statt.
Sexual Orientation
Gender Identity and Expressio
Religion, Faith and Spirituality
Marital Status
Parental Status
First Language
Age
Other

who had conducted an employee census were
tracking the four Canadian Employment Equity
designated groups: Gender, Visible Minority Status,
Disability Status, and Aboriginal Statusigt8ly over

a third of respondent organizations indicated they
are asking employees to sétfentify on sexual
orientation. Nearly half of respondents indicated
they ask employees about first language or other
languages spoken.

Diversity & Inclusioras a Strategic Priority

Nearly four fifths of respondents (79.6%icated
diversityandinclusion and human rightsand equity
isconsidereda strategic initiativan their
organization. However, less than one fifth (18.8%)

ROI of theiD&l initiatives.

Svid htrericénBadlict@yHindingi vias and ai tkehmbst
important insights from the survey. Many
organizations spend a great deal of resources and
effort on D&linitiatives. Why would three fifths of
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organizationsiot measure something they consider
to be a strategic priority? How can organizations
know if they are successful in their efforts to increase
inclusion if they are nameasuring the impact,
efficacyor ROIof their efforts?

Measuring Impact, Efficacgr ROI

Of those who indicated they are measuring impact,
efficacy or ROI, Table 1, below, lists the main
methods of measuring this impact, and the
percentage of organizations using each method

Tablel - Methods of Measuring Impact

Method of measuring impact, efficacy or ROI %

What Gets Measured Gets Don

e:

Measuring the Return on Investment of Diversity and Inclusion

mechanisms available to them in their current
organizations.

Key Findings from the Online Survey
Nearly 80% of organizations stated that
diversity and inclusion, and human rights
and equityare considered a strategic
priority within their organization

Less than 19% of organizations are
measuring the impact, efficy or ROI of
their diversity and inclusion, and human
rights and equitynitiatives

Only 12.5% of respondents are using a
diversity scorecard

100% of respondents who are using a

»

»

»

»

E;tt'g'gﬁgoe”qL?tt;;rg;';ﬁ;:'ty and inclusion, and human  66.7% diversity scorecard affirm that it has raised
Representation of underepresented groups in senior 88.9% the profile of theirdiversityand inclusion,
leadership / board positions and human rights and equiipitiatives
Cultural competence/inclusiveness of organization 66.7% among the organization's leadershignd
Emplqyee engagement survey responses in relationto  66.7% » 100% of respondents who are using a
mzmnﬁimy — diversity scorecaréhdicatethat it has
Program costs 55 6% begome pa_rt o_f the strategic reporting for
. their organization.
Return on investment 33.3%
58St 2LJAyYy3 NRodzAG YSI adaNBa 2
MeasurementProvides Greater Visibility With diversity initiatives is an emerging topic D&l
Leadership practitioners in Canad#&esults from our survey
Only 12.5% of respondents indicated that their indicate a gap between aspiration and practice in
organization has a diversity scorecard. Of these, Canadian organizations.
100%of the respondentsaffirmedthat having a
scorecard had raised the profile of theiiversity and Measurement is an essential comment of
inclusion,and human rights and equitgitiatives continuing to build inclusive organizations in Canada,
among the organization's leadership. And further, all as itis becoming increasingly difficult for many
respondents using scorecards indicated that the _ organizations to justify any expenditures or use of
a02NBOFNR KFR 6502YS LI NU réddurcds that dohhbt dildddy afebt!thk BofofYide &
strategic reporting. or contribute to the operating missh of the
R . i organization. Itis incumbent upon those of us
2 KSy I al Srioknatiod ok data iputs do dedicated to diversitgndinclusion and human
you wish were included in your scorecard that are rightsand equityto demonstrate that these
not currently included@respondents provided the initiatives do indeed hava direct organizational
following responses: impact.
» Relation between representation rate and
global turnover
» Disability and Aboriginal representatipn
» Executive leadershipecruitment of diverse
communities for senior leadership positigns
» Gender and sexualitynd
»  Multi-faith.
Our survey findings suggest thaany D&
practitioners are limited by the reporting
O
|1~m{v#m{r\‘w{ma‘:‘2235’32228:&222822%‘%2%&?
0000000000000 0000000000000




Research Interviews

For the purpose of this research we conducted 19 in
depth interviews: 16 interviews witb&lleaders

from a select group oémployers across Canada, and
3 interviews withsubject matterexperts who have
provided diversity consulting services to a number of
organizations.

Similar tothe online surveythe interviews revealed

a widerange of practices in diversity measurement.
We found a number of standard measure<#]|,

listed below In addition, leading organizations are
going beyond the standard measures to demonstrate
the impact, efficacy orROlof their diversity

initiatives.

StandardMeasures of Inclusion

Representation of diverse/under
represented groups by job leyel
Recruitmen, promotion, and turnover
statistics by demographic group

Employee engagement scores by
demographic group

Diversityrelated or inclusivenesquestions
on employee surveys;

Human rights, harassment, or discrimination
complaints

Participation in training owuliversity and
inclusion, and human rights and equignd
Participation in Employee Resource Graups

»
»
»
»
»
»
»

As we saw iislobal Diversity and Inclusion
Benchmarksmost of these measurements fall in the
first and second quartile oflgbal diversity initiatives,
and would therefore be expected of organizations
that are conductingneasuremenof their diversity
initiatives. Many of the organizations we
interviewed for this research use these
measurements, and go beyond thestandard
measures.

Going Beyond Standard Measures

In addition to the standard measures of inclusems
outlined aboveleading organizations are also
monitoring overall organizational inclusion by
correlating many data points, e.g., employee
engagemensurvey data, performance management
data, mean performance rating by demographic
group, employees on flexible work arrangements,

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

More advanced organizations airecludingdiversity
related metricsas part oftheir external and internal
pipelines. For exampléhey may track the number
of people hired from diversity recruiting efforter
examine the demographics of their succession
planning, to try to ensure that the next levels of
promotions represent the available labour pool, and
help the organization to achieve its representation
goals.

Some progressive organizations are analyzing their
employee survey data by participation in diversity
initiatives, such as engagement survey results by
Employee Resource GroufeRE) memberdip. In
this way, they can definitively state whether being a
YSYOSNI 27
engagement, which is one method of clearly
demonstrating the impact of the organization
investing in ERGs.

According to Bo Young Lee of Maf&rmerly of
Diversity Best Practicies who has worked with
dozens of organizations to develop and implement
diversity metrics and scorecardsery few
organizations go a step furthés measureleading
indicatorsas opposed tdagging indicators As
explained inGlobal Diversity and Inclusion
Benchmarkslagging indicators are measurements of
what has already happened in an organization, such
as turnover lawsuitsor complaints while leading
indicators predict what will happen with an
SyLt 228SSQa S E dbrélingyattsS =
than lagging indicators when measuribglwork.”™
Ms. Lee suggests that leading indicators may include
whether the employee has a mentor or executive
sponsor, or which employees are working on high
profile projectsor clients.

Mary Frames Winters, president of the Winters
GroupDiversity Consultancy suggests a few other
ways that organizations can go beyond standard
measures. One majdt.S private sectoremployer
has a number of more advanced measures to show
the impact of its programs and policies. For
example, it measures participation in mentoring
programs correlated to increased promotionstbé
individuals who participate. In this way, they are
truly showing the impact and outcomef those
mentoringrelationships Additionally, thisame
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organization is measuring retention correlated to
participation InERGs Ms. Winters suggests that
although very few companies aoenductingthis
type of measurement, m@ organizationshouldbe
doing it if they want to show the value tfese
groups. As we have seen fraatobal Diersity and
Inclusion Benchmarkghese types of leading
indicators are in the top two quartiles of global
diversity initiative§”. Onlythree of the Canadian
organizations we interviewed are tracking these
types of measures.

Ms. Winters also debunked a very common method
of measurement for many organizations. While many
organizations think they are doing diversity
measurement by simplysliing the number of
employees who attended diversity training, this

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

inclusion throughout the organization that prevent
certain groups from risig through the ranks.

Holding Leaders and Managers Accountable
Asmall numbeof leading organizations have tied
RAGSNBAGE NBadzZ da G2 €SI RSNE
performance objectivesTwoprivate sector
employershadincorporated diversity results intthe
performance reviews of those at the partner and
executive levels. At anoth@rivate sectoremployer
and a majompublicsectororganization diversity
related metrics are incorporated into the
competencies of all people managers and certain
roles that have an impact on diversity. dte non
profit employer, intercultural competence is part of
the core competencies for members of the national
leadership team and a consideration in the hiring

R2Say Qi RSY2yadNr dS GKS A process forall neemployeesh y Of dza A @A (& 27
the organization. She suggesisit organizations

need to go further and examine the effect of that Themost promisingoractice we found was at a

GNI AyAy3 2y SYhdibehavd@si Q I ( (majorprivate sectocompany where everyone in

She suggests this can be done by-@red post the organizatiorhas D&l competencies included in

training attitudinal surveys or by using assessment their annual performance regiv. Diversitystied to

tools, such as the Intercultural Development GKS O2YLIl yeqQa @ fdzSax FyR (K

Inventory GIDE).

Very few organizations measuB&| impact

0 KNP dzZI K2 dzi | yeycl. Yarde agosS S Q4
public sector organizatiois one of the few Canadian
organizationsve examinedvith extensive metrics at
all levels of the organization, and for a range of
employee experiences. Ms. Lee corroborates that
this is rare, and is something neorganizations
should be doing. Many organizations are only
measuring and reporting on representation at the
senior levels. Susan Black, a Canadian diversity
advisor and strategist, points out that many
organizations only measure what is easy or readily
available, but these may not be the most appropriate
measures for those organizations.

Many employers havéarriers toinclusion and
resultant turnover at lower levels of the
organization, causing people to disengage and exit
the organization long beferreaching senior
management.Ms. Lee suggesthat organizations
that are serious about retentioshouldmeasure a
wide range of data points thrgyhout the entire
employee lifecycleand examine turnover and
disengagement factors at much lower levels of the
organization. If they wait to measure these at higher
levels only, they may be missing Kegrriers to

measures on performance reviews is higher for those
at the director level and above.

fThere are other ways that organizations can measure

t SFRSNAQ 0SKI OD&RindidtiEes. My. NB I (]
Wintersspokeof one majorU.S. private sector

organization that measures how often the leaders

are involved in activities such as mentoring,

sponsorship of individuals, or sponsoriBRGs

Organizations can track these types of important

leadeship activities as a part of managing and
YSFadz2NARy3a GKSANI £t SFRSNEQ 02V

Room for Improvement

During our interviews, &l 8 {1 SR O2yadzZ Gl yia
types of measures do you thirgkouldbe measured

to show impact, efficacy or ROI of diversity

initiatives# and D&I leaders in Canadian

2NEFYyAT FdA2yayY LT &2dz 6 SNB
process of creating a diversity scorecard again, what
g2dzZ R @82dz R2 RAFFSNBy(feKks
someinterestinginsights.

Several organizations indicated they would include a
broader range of employee demographics,,i.e.
beyond the fourdesignated groups included in the
Employment Equityct, whilesomeindicated they
would like to mirror their demogtahic questions to

LT (AT

o
i

U

<
—

(AL A

(X}
i

(AR

0|
ey

I

e

0|
oN|

I

T

o
o)

I

[y

i
i

Il

o
i

I

o)
L

Il

)|
o

~
—

I

Q)
i

Il

(=)
N

I

L
o

Il

o
o

I

o
(o]

I

<
o

I

Yol
o~

Mt

O
o

I

~
o~

I

(<2
N

Mt

[=]
o)

Ll
on

Il

N M < (o))

o
o

Mt

 EKEEEKR

[ttt I I I I



the questionon the Canada Census, to provide
comparability to the greater population.

A number of organizations indicateéhey wished

their measurement or scorecamlould go deeper, to
providea better understanding of the barriers to
inclusiveness in their organization. One public sector
organizationindicated had they the resourcethey
would like to delve into all available employee dgta
not just their equity census and employee
engagenent surveyg to examine data sources that
were designed for other operational purposésit

that have substantial relevant informatidior D&L

As a way to address this concern, the D&l leader at a
major private sectorcompanytold usthey are

creating atemplate to help facilitate the process and
the turn-around time for getting content back from

all the various divisions and departments that
provide input into their diversity scorecard.

This company indicatetthey would like to be able to
benchmark thé diversity scorecard against othsin
the industry. This could be challenging as most
organizations are not using a standard set of
comparable metrics. Most organizations we
consultedwere using a scorecard or metrics they had
developed internally.

Anothermajor private sector employeindicated
they would like to conduct the analigsin a system
that allows yeatover-yearcomparison to provide
both short- and longterm views to help them
understand if certain results are exceptional ene
time incidents or ongoing trends, and also to help
them develop relevant and informeshort- and long
term goals. In a similar vein, anothemployer
would like to havea system that does predictive
modeling, such that if a department or division, or
the companyasa whole were to make certain
OKIy3Sa GKS8@QR 0SS FoftS
impacts.

02

These responses corroborate the information we
learned in the literature review, specifically@lobal
Diversity and Inclusion Benchmark®rganizations
that have practices in the second and third quartiles
of the global benchmarks seek continuous
improvement and strive for globalromising practice
in their diversity initiatives and measurement.
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What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

Going Deeper

As some organizations indiea they would like to

go deeper on their diversity measurementic
analyse, we asked our experhow organizations
coulddo this. Ms. Lee said it is important to
determine the success factors within a particular
organization. Mosemployersunderstandvery little
about what truly makes a person successful in their
organization, she said. A few leading organizations
are starting to break dowthesesuccess factors.

Ms. Lee suggests companies should do rigorous
analyse of what determines success in tine

particular organization, looking at both statistical and
psychological measures. Then, they should examine
that data against demograptsand diversity
measures.

For examplepne U.S professional services
organization Ms. Lee consulted witbnducteda
rigorousinternal analysis and found that individuals
who worked on the client team for a particular high
profile client were much more likely to become a
LI NI ySN) GKFy GK2asS gK2
examined those who had been promotéal partner,
most of them¢ at one time or another, had worked
on that highprofile client team.When they
SEFYAYSR (GKS RSY23INIF LKAOA
team, they found the team wasrimarily Caucasian.
Thus, they discovered a significant barrier to
advancement that 1) had not been considered

before; and 2) would never have been revealed by
standarddiversity measurements that are conducted

in most organizations. Therefore, Ms. Lee indicates
that it is imperative for organizations that are truly
committed to D&Ito determine the means of actual
success and then create a metric based on that. This
takes additional effort, but is a necessary exercise for
organizatiors that truly wantto understand where
barriers exist.

KFRY ¢

27

M&. SVinterisBuggSsyed that oo faivzadaNe
should explicitly measure innovation impacts as a
result of deliberate management &f&l. Research
showsthat diversity leads to greater innovation, but
Ms. Winters would like to see more organizations set
up control groups to work on projgs where

innovation is necessary to see if that assumption can
be proven. Additionally, she suggested that
organizations should capture markietpactand
external recognition of their diversity initiatives, in
addition to internalHRrelated information.

I

o)
i

I

(TR

0
ey

Il

000 OO RO O AR OO O

0|
o

litin

T

o
o)

Mt

[y

o)
L

<
i

i

)|
i

~
—

I

Q)
Ll

o
N

I

i
o

Il

o
o

I

o)
(o]

T

<
o

il

Yol
o

Il

O
o

it

~
o~

Il

)
N

Il

[=]
o)

|
on)

Il

o
o

Il

il



What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

While oursubject matterexperts suggested it was invest in helping people understand what the
rare for organizations to conduct R@ialygs of scorecard tells them, and invest time and resources
their diversity initiatives, three of the organizations to conduct regular reviews and updates, and
we interviewed were conducting such anags At consistently communate the results and plans for
onemajor Canadiamprivate sector employerthey continuous improvement.
were able to determine th&Olof diversity-related
community initiatives and correlate that dicély to What Makes a Scorecard Successful?
new business and increased revenue. Ourintervieweesindicated that a diverSity scorecard
ismostsuccessful when:
Barriers toData Collection » The top leader is accountable for the results
While some organizations indicated that gathering and holds thé leadership teams
the data and having the resources to analyze it was a accountatbe;
challenge, Ms. Lee indicated that her experience, »  The leadership teamegularlyread and
2NABI Yy AT I Gokr®ef sofetirieS @ésénted understand the scorecard
objections over the collection of such data. » Leadership and managers understand how
they can personally impact the results;

Additionally, some of our respondents indicated » Leaders are involved in developing the
there was initial resistance to collecting personal scorecard
information. The best way to overcome this »  The results are relevant to the ) o 5
objection was through extensive commiaation 2ZNBIF YAl | UAgafsQa auNF uS3IAO
regarding the purpose of collecting the data. » The organization is ready for the measyres
Generally, after organizations became accustomed to » A wide range ohistoricaldatais available
the collection, and began to see useful relevant on all aspects of the employee experience
reporting based on the collected information, most throughout all levels of the organizatipn
initial resistance dissipated. » Itis brief and easy to read

» Itis communicated effectively and
Stumbling Blocks to Success consistently and
Introducing accountability too early can be » Measures demonstrate efficacy and impact,
problematic. Some organizatioagtempt to launch not just list activities undertaken
a scorecard and accountability together, and this can
cause resistance. Ms. Lee suggested that Major Datalnputs to Diversity Scorecards
organizations should introduce tt@ncept of In organizations conducting robust measures,
measuremenfirst, allowingpeopleto getused to information is often gathered in several different
looking at the data for a few years before they are systems, but then correlated through a unique
held accountable for it. identifier, usuallyanemployee number. Examples of

data sources:

Ms. Winters also cautioned that if the scorecard is »  Employee records in the Human Resources
developedsolelyby the D&I team, imaynot be as Information SystemdHRI$);
successful st would be if it was developed by the » Employee census
leadership or in partnership with leadership. If »  Equity/inclusivity questionnaires
leaders set their own standards or are involved in » Employee engagement surveys, which
setting the metrics, they are much more likely to include demographic questions and
take the measures seriously and then the equity/inclusion questions
measurement processWil 6 S Y2 NB (KIy & d2a dleaningNapagement Systeind [ pdhta
checking SESNDA&ASOD regarding training initiatives

» Procurement dta;
Ultimately, measurements are useless if no one » Qualitative and quantitative reports from
reads them. SusarBlack had a few suggestions to relevant departments
ensure that scorecards will be utilized: make sure »  Market datg
they are easy to understand, relevant to what you » Sales and marketing reports regarding
are tryingto achieve, and that your data is sound. initiatives with demographic targets

Ms. Black also mentioned that organizations need to
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» Focus groups, interviews, or surveys with
employees, clients or the pubjic

Exit interviews with dparting employees
and

External awards and recognition

»
»

Keylnsightsfrom the Research Interviews

Hard metrics that relate back to the strategies and
key objectives of the organization are critical, but as
Ms. Winters points out, we need both qualitative and
quantitative measures to tell the story of where the
organization is on its diversity journey. She said
while it is essential to report metridhat capture an
overall picture of the collective experiendéis also
important to share the stories of how individual
employees experience the organizational culture.
She furthersaid organizations neetd find
mechanisms for employees to be honest and to
provide authentic input in their own words. Often
employees are reluctant to be truly honest on
surveys or in focus groups.

Shamira Madhany, Chief Officer, Diversity and
Accessibilitffor the Ontario Public Servicé@P$),
corroborated the need for storytelling. She
mentioned that people interpret the date unique
greaz az2yYSiAaySa Ay ol ea
Madhany indicated that the OPS learned it was very
important to have good communications to frame
where the data is coming from and what it actually
means for the organization. However, thdga
found that when an organization is courageous
enough to share information, it encourages more
rich discussions.

Many of our interviewees mentioned courage. Every
organization is on a diversity journey. It takes
courage for an organization to be trgyerent about
its metrics, challenges, goals and performance
against those goals. However, while diversity
reporting is relatively new in many areas, there is a
relevant and welestablished comparator: corporate
social responsibilitp & / {repattidg. A has already
been demonstrated in the decades old realmG8R
reporting, selective disclosuig £ a 2 1 ygeny
washing), ultimately reduces the credibility of
organizations, and can result in public backlash.
Thus, organizations that are dedicatedD&| must
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What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

be careful to avoid selective disclosure on their
diversity metrics and performance reporting.

Diversity scorecards are most successful when they
are developed with the senior leaders and owned by
GKSY® LGQ&a (HRdiD&Stgamtad K F 2 NJ
develop a scorecard on their owheaders and

managers in the organization must own the results
Furthermore, regular review and consistent effective
communication of the scorecard results and what
they mean for the organization are essentidlsMs.
.fF 01 arART aLiQa 2yt @
ongoing basis to facilitate discussion about
2LILI2NIidzyAGASE | yR AaadzsSa

Norma Tombari, Director, Global Diversity at RBC

echoed this sentimentShe said, ultimately the

scorecard can only do so mucByvery staffing

opportunity in an organization makes the

difference. LF¥ LIS2LX S R2y Qi NBI &

rationale¢ the business imperative for increasing

diversity and inclusion, then th&eorecard will only

revealwhal R A Ry Q lieadérinedtdd sfudy

understand andirive D&l efforts, and work on the

identification, mentoringand development

of diversetalent to ensure they arggromotion ready.
GKFd 6SNByQil AYyiSyRSR® aao

Organizations need to be ready for the measures. It

can be challengig if you have not been measuring

anything to suddenlymplement a measurement

strategy Phasing in these measures can help with

acceptance in your organization. Once people see

the value of having the measures, resistance will

often fade.

Most importartly, if measurement strategies are to
be truly useful, they need to measure efficacy of the
diversityinitiativesand not simply be a list of
activities undertaken by the organization, with no
demonstration of how those activities impact the

2 NE I y A indludidn oAl a

The primary purpose of diversity measurement and
scorecards is to answer the questions: Are we

i émahing our organization more inclusive with our
initiatives, and how do they impact the
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Conclusion

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

Organizations that ha/metrics to demonstrate
impactandthat are tied to strategic goals can show
real results for their efforts. Those that also tie
leadership accountaility to the results are best able
to make significant strides in improving their
inclusivity.

Additionally, what gets measured can help
organizations understand how effective their
programs and policies arevhere they have issues
and what relevant and reasonable goals they can
establish to improve performance. Almost every
organizationthat participated in this researcsaid
there was nothing they were measuring that was not
useful in some way. Furthermore, conducting year
over-yearanalysison a wide range of data points is
instrumental to understanding adif the nuances of
how people experience inclusion in complex
organizations.
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Qollecting data and reporting on activities is not
enough. The most important success factors are
when measurement reporting is tied to relevant
strategic objectives and the reports are owned,

dzy RSNE (2 2R

FYR dziAt AT SR o8

leadership, ot just theD&lteam.

Ultimately, through our literature review, survey,

and interviews, our research demonstrates that
robust and deep data collection in a number of areas
is essential for success in reporting on the efficacy of
diversity initiatives. & future sustainability of D&
initiatives, the measurement and reporting of
diversityandinclusion and human right&nd equity
endeavours must move beyond a qualitative
measuremento strategically relevant qualitative

and quantitative results, showintfue strategic
organizational impact.
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What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

Toolkit: Implementing or Improving Diversity Measures

After reading this research report, you may be demonstrde and articulae that value,your diversity
thinking that measurement is a monumentakk for strategycould be at risk. Measurement is kiey
GKAOK @2dz R2y Qi KI @S (KS NBwidgddadeuallymakifygrogressIdwéard o S
thinking you cannot afford to measurén the your goal of creating a more inclusive organization
contrary, we suggest that you cannot affandt to and that D&Ican have a positive impact ahe top
measure. and ottom line of your organization

Many organizations are feeling the sting of tightening As part of the mandate of the CIDI to assist our

budgets. Anything that cannatr does notshow members andhe broader community, we have
valueruns the risk of being cut prepared some practical tips that can be used by any

organization to implement a strategy or process for
By now, you organization maynderstand the measuring the ROI of D&l initiatives, or to improve
business case fativersity, but if you are nadble to on an existing one.

Implementing Measurement

Strategize Consider articulatinfow collecting data may also

As with any business priority, you need a strateljy. benefit other departments, divisions, or business

@2dz R2y Qi KI @S | &id NI GS3e wnitd witdin yNk drdanizétiord A y 3 & 2 dzNJ
diversity journey viewed as a series of disjointed

events. Create a D&l strategy documettiat Employee Census

outlinesyourobj® Gt A @Sax ¢ KI G | OG A 2 ifyour drgadization is nbt-alreddy dodhg it, conduct
achievethemandK 2 ¢ @& 2 dzZQNX 3I2 Ay 3 (ad empByedicdrisds. By all accounts, it is a basic first
success. Sefals that aligns A (i K & 2 dzNJ 2 NA | sjep tb indekstantiidgihow your organization is

overall strategic objectives. Determine what success performing.

will look like and how you will know (if and when)

22dz2Q@3S | OKAS@PSR AG® LT @2dz R2y Qi 1y2¢6 6K2 &2dzNJ L
going to craft a diversity sttagy that meets their

Leadership Support needs, and addresses gaps of underrepresented

Tone from the top is one of the single most groups within your workplace?

important pieces of a diversity initiative. If
f SFRSNBAKALI R2Say Qi dzy RS NE (DenyoRraphikdata canlte & ye& pcweriabt a S F 2 NJ

diversity, you need to work with them until they do. 52y Qi 065 Th&mbsthsukcedflil A G ®
Furthermore, they need to believe in the business organizations in the area of D&I collect robust
case, ad live it. It is critical that you gain the btin demographic datao they can understand who their

2F GKS 2NBIYATFGA2y Q& S| PépNader LI (12 SyadaNB (KAa

strategy willbe successfuL ¥ A G Qa y20 AYLERNIFYyd G2

GKSYZ Al 62yQiG 068 AYLRNIIVMHFE @2 di R yXONB Ky IS TSy &S & 2 dzN
the data, utilize an external service provider.

Make the Case for Measurement

Your organization ikelyalready conducting some Speak the Same Language

form of measurenent ¢ things like voluntary and If your organization already has an organizational
involuntary turnover,etc¢ K I G Qa @ KI G f S|sebRdakdametrics reporting framework oa
discuss.Make the business case for why dashboard, create your measures to almrmirror
measurement of your D&I initiatives is essential to them. Use a similar format and align your verbiage

82dzNJ 2NBF Y AT I G A dnsteate hawdzO O S A i Kl yiK SREWEHF yAT FGA2yQa Sadl
gAft aK2e¢ AYLI Ol 2y @&2dzNJ 2nedBuremerit terininobgyQa &G NI §S3A0

goals.
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Start Small

Start with what you can measurklere are some

ideas of things you cartast tracking:

> Representation of underrepresented groups by
job level;

» Recruitment, promotion, and turnover statistics
by demographic group;

» Employee engagement scores by demographic
group;

» Diversityrelated orinclusiveness questions on
employee surveys;

» Human rights, harassment, or discrimination
complaints;

» Participation in training ouiversity and inclusion,
and human rights and equitynd

» Participation in Employee Resource Groups (aka
Affinity GroupsNetworking Groups, etc.).

M

Improving Measurement:

What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

{2YSGUKAY 3 2 NNE g SRX

If you have limited resources, borrow them:;

» Recruit the diversity champions who already exist
in your organization, e.g., employees who are
involved inEmployee Resource Groyphversity
councils, or otheD&l initiatives. Ask them to
take on different aspects of the measurement
process, giving them tasks that will take a limited
amount of time. This way, you can spread out the
workload.

» If you have an analytics, reporting or performance
management teamfind out what data they are
already collecting and what resources they have
to analyze that data. Perhaps they can spare an
analystfor a few hours per week or month.

» Engage an external service providieat can take
your data, analyze it, and create a useful
scorecard.

Review and Reassess

Review your diversity strategy and measurements to
ensure they are aligned with the key objectives of
your organizationlf you have a diversity strategy or
existing reports, determinenethods to evaluate
efficacy or impact for every goal or activity listed on
your strategy. Reporting on D&I should be more than
just a checklist of activities.

» For example, if your organization usually lists
GO2YYdzyAGle Ay@2ft dSYSyié
reportingoutlinesall the community activities
you participated in, implement a brief prand
post-survey with your staff and/or community
organizations to deterime the impact of
participating in the community event. Conduct
this for every event. Then, in your reporting,
discuss not just the fact that you participated in
the activities, but the impact of the activities.

Hold Your Leaders Accountable

If you are no already doing it, make the case to
include some form of leadership accountability that

is tied toD&Il. Make sure it aligns to your
2NBFYATFGA2yQa adGNFGES3IA0
competencies.
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Measure More

Gather information from as many areakthe
organization as possible, even areas that are not
directly related to D&lI.

In many organizations, there are pockets of activity
that couldbe considered under the D&l umbrella
that are not being captured. This is a lost
opportunity for many orgaizations.

Inéludihg thi tiorim&ionlay @art a¥ yuizbherall
scorecardwill help you gain a more holistic view of
the experiences of individuals in your organization.

Start tracking leading indicators as opposed to

lagging indicators, such as:

» Employeeparticipation in ERGs or mentoring
programs

» Employees who have executive sponseausd/or

» Employees who work on highrofile clients or
projects

S¥T2NB , 2dz D2X
Ensure you are conducting exit interviews, focus
Fydlips, and/@r Maliveldahinteiviewsvithf ST RS NE K A L
representatives of all key demographics to reveal

)\)/éAEIK(]é I 6 2 dzi R)\TTSNBYL’] I NP

organizational culture.
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What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

Compare and Contrast » How are we doing? What have we achieved to
Benchmaring your organization against other date?
organizations in the same sector or industgn be » Whathasworked?
invaluableto understand how you are doing on your » WhatRARY Qi 62N] = YR gKekK
diversity goals If you are already doing this, take it a » What needs to be adjusted?
step further and benchmark against organizations in » Where do we go from he?
other sectors to learn about national or global
promisingpractices. Stay The Course

One of the most important pieces of advice we can
That said other organizations migh¢ hesitant to give to D&I practitioners is: be patient and creative.

AKINB AYyF2NXYIGAZ2Y O L¥ § KIFargh@ yoilrselfor@dt BedgablStg aolitAISWeé G KA N,
party external service provider that can gather all the know you have lofty goals adihited resources.

information based on standardized collection, and You are doing this work because you are passionate
provide a summary report to all participating about it and because you know it is good for your
organizations. This will allovoy to compare organizationand your people Harness that passion
yourself against the industry, and not one specific to engage othersred encourage them to contribute.
competitor.

Just Do It
Commuricate. Communicate. Communicate Ask for and be open to feback on your
Communication is one of the more critical pieces measurements and reportsOnce you have it, make

when it comes to a diversity strategy. Even more so sure you do something about it.
when it comes to measurement.

If D&I is a strategic priority, i imperative that you
Explain to your people why you are measuring, what understand how youwre doing so yowvill know if

the measurements mean, and how they can impact @ 2dzQNBE a4dz00SaaTdzd o

the results. Include your metrics on your intranet

and public website to demonstrate your You can probably come up with ladusand reasons

commitment to improving inclusivity. gK& @2dz aK2dz RYyQi YSI adaNBzI &
essential reason why you shouldthat Gets

Review and Repeat Measured Gets Done

Review your measurements regularly to determine if
they are telling you the complete story. Ask
questions like:

o
i

A O

0
ey

T

g

L

L

o
o)

T

[ty

i
i

o
i

o)
|

<
i

i

)|
L

o)
i

I

~
—

I

Q)
i

Il

(=)
o~

I

i
o

I

o
o

I

[ag]
(o]

I

<
o

I

LN
o~

Mt

O
o~

It

~
~

I

0|
o~

)
N

It

[=]
o)

T

i
on)

I

o
o

o

I {

I
<
(ot

IO 0
(o))
it

Il Il



What Gets Measured Gets Done:
Measuring the Return on Investment of Diversity and Inclusion

Additional Resources and Works Cited

The following were used as source matefaalthe creation of this report:

Books and Research Reports

»

»

»

»

»

»

»

»

»

»

»

»

I NBFNES {GSLIKIYAS Wo &4 SI RSNBEKALE D2@SNYI yOSsT | yRhe! 002 dzy i
Conference BoardNew York. Sept. 2008.

G5APSNBEAGE | yR Ly Obivzsily Beft PlacticeSResedi@nRaquesh?2 20123 ¢ ¢

G5AOSNEAGE | YR Diyetsiy®sshPRagtices ReaddiBhRedudisi 2012

G5ABSNEAGE { O2NBOI NRa | DirersiyBedt RihofichsyResealzh Req@yi2012t A Iy YSy (¢ @

Hubbard, Edward H.he Diversity Scorecard: Evaluating the Impact of Diversity on Organizational PerforBlarueer
Academic Press. 2003
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