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LET’S GET OUR HEAD IN THE GAME

Diversity is being invited to the 

party

Inclusion is being asked to dance 

(oft used analogy to articulate 

what we mean by D&I)

Culture Eats Strategy for 

Breakfast (Peter Drucker)

The right job can transform a life 

The right person can transform 

an organisation 

(Hays mission)

Financial Reporting Council is a 

“step change” 

(GC/Co Sec FTSE 100) 
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PROTECTED CHARACTERISTICS: EQUALITY ACT 2010
FOCUS

*Age

*Disability

Gender reassignment

*Race

Religion and belief

*Sex

*Sexual orientationMarriage and civil partnership

Pregnancy and maternity *Social mobility
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INTRINSIC AND ACQUIRED 
INDIVIDUALS AND TEAMS
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Unleashing Powerful CulturesMARKETING INSIGHTS
THE FIVE ELEMENTS 

EXPLAINED

A robust and well-executed diversity and inclusion strategy is 

essential to improving operational performance.  Our 

research examines five key elements of diversity and 

inclusion that organisations should prioritise to achieve 

business success.
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Unleashing Powerful CulturesDIVERSITY AND INCLUSION

A SNAPSHOT OF THE WORLD OF WORK

6



1. Begin by being more self-aware

2. Understand employee sentiment towards leadership styles

3. Promote diversity and inclusion initiatives

In order to address this trust gap, there are certainly a few things 
leaders can do.

First, they should invest the time to become more self-aware. A 
good place to start is to recognise the existence and potential 
impact of their own unconscious biases, so they are able to 
mitigate any unintentional consequences these may have on the 
culture of their organisation. They are many, many training 
formats to help leaders in this endeavour. 

They should also be willing and perhaps for some, even 
courageous, to seek out  and understand employee sentiment 
towards their leadership style. Building an inclusive workplace 
relies upon all employees having confidence that their opinions 
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are heard, valued and respected equally. Inclusive leaders can 
encourage this by regularly seeking opinions about their 
leadership style, as well as how their diversity and inclusion 
strategies and actions are being received by employees across all 
demographic groups. This can be done through regular face-to-
face ‘town hall’ meetings and anonymous employee feedback 
‘pulse surveys’. 

Finally, they should actively champion and promote agreed and 
core diversity and inclusion initiatives. Sharing the personal, 
professional, cultural and of course commercial successes which 
result from these will help increase employee confidence that 
leaders understand the importance of diversity and inclusion to 
individuals and the business as a whole and are committed to 
progressing these. 

--------------------------

Dan, you are often asked to advise and coach senior executive 
teams on the importance of inclusive leadership and how to 
visibly lead from the front and role model this. What are your 
thoughts on how leaders can become more manifestly inclusive in 
the way they conduct themselves. 

DAN: 

System level
Ask HR: Use data analytics  – look for patterns

Behaviours: 
1. They adopt the principle of Amplification 
2. Sponsorship 
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3. They are honest and consistent in feedback
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1. Capture inclusion insights, not just diversity demographics 

2. Capture data at key stages of the employee lifecycle

3. Report on the success of diversity and inclusion policies 

4. Data should inform wider campaigns and programmes

Wherever possible organisations should seek not just 
demographic diversity data, but also inclusion insights from their 
workforce. Such qualitative data can, for example,  be captured 
through employee surveys which ask direct or indirect questions 
about perceptions of trust, transparency, fairness and equality. 
The answers given are highly likely to offer insights missed by 
simple quantitative metrics which tend to look only at the 
demographic profile of an organisation and do not offer the 
opportunity to capture the true breadth and depth of insight 
which is central to the spirit of D&I and thus limit the prospect to 
effect significant positive change.

Seeking and capturing diversity and inclusion data at different 
stages of the employee lifecycle – such as recruitment, 
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promotion, a return from extended absence or departure –
informs and strengthens an organisation’s diversity and inclusion 
commitments as an ongoing programme of sustained change. Of 
course, organisations should aim to ensure employees are 
reassured that any information gathered will be kept confidential 
and used ethically so as not to hinder their data collection efforts. 

Furthermore, although it may seem obvious, the data should be 
interrogated as neutrally as possible to validate or otherwise 
whether diversity and inclusion policies and practices committed 
to thus far are in fact having a positive impact when assessed 
against agreed success measures. Any proven progress and 
successes should be purposefully and consistently referenced 
back to D&I objectives and communicated and ‘celebrated’ by 
leaders throughout the organisation, to encourage all employees’ 
understanding of the many personal and professional advantages 
that  a diverse workforce and inclusive workplace can bring. 

Finally, remember that diversity and inclusion data can be used to 
enhance a range of campaigns and programmes. For example, 
inclusion insights can offer new ways to enhance workplace 
culture and employee engagement, and demographic diversity 
data can highlight if there is an issue with the recruitment and 
progression of employees from traditionally underrepresented 
groups.

-----------------------------
Dan, what are your thoughts and recommendations on effective 
ways in which dynamic and real time sentiment around inclusion 
in particular can be captured, analysed and actioned 

DAN: 
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1. Employee engagement surveys are great way of tapping into 
the sense of belong for all employees, and in particular diverse 
groups. 

2. Organisational ERG’s are often an under utilised resource 
3. Be smart with data capture: check in with diverse employees at 

key stages of decision-making:
1. Hiring
2. performance reviewers
3. female returners
4. leavers… I see this as collecting cultural intelligence and 

often under the radar activity which we so often have 
little insight into
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We don’t see things as they are,  we see them as we are    

(Anais Nin)

‘In’ and ‘Out’ Groups

Can I introduce you to TREVOR?

UNCONSCIOUS BIAS

Wherever possible organisations should seek not just 
demographic diversity data, but also inclusion insights from their 
workforce. Such qualitative data can, for example,  be captured 
through employee surveys which ask direct or indirect questions 
about perceptions of trust, transparency, fairness and equality. 
The answers given are highly likely to offer insights missed by 
simple quantitative metrics which tend to look only at the 
demographic profile of an organisation and do not offer the 
opportunity to capture the true breadth and depth of insight 
which is central to the spirit of D&I and thus limit the prospect to 
effect significant positive change.

Seeking and capturing diversity and inclusion data at different 
stages of the employee lifecycle – such as recruitment, 
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promotion, a return from extended absence or departure –
informs and strengthens an organisation’s diversity and inclusion 
commitments as an ongoing programme of sustained change. Of 
course, organisations should aim to ensure employees are 
reassured that any information gathered will be kept confidential 
and used ethically so as not to hinder their data collection efforts. 

Furthermore, although it may seem obvious, the data should be 
interrogated as neutrally as possible to validate or otherwise 
whether diversity and inclusion policies and practices committed 
to thus far are in fact having a positive impact when assessed 
against agreed success measures. Any proven progress and 
successes should be purposefully and consistently referenced 
back to D&I objectives and communicated and ‘celebrated’ by 
leaders throughout the organisation, to encourage all employees’ 
understanding of the many personal and professional advantages 
that  a diverse workforce and inclusive workplace can bring. 

Finally, remember that diversity and inclusion data can be used to 
enhance a range of campaigns and programmes. For example, 
inclusion insights can offer new ways to enhance workplace 
culture and employee engagement, and demographic diversity 
data can highlight if there is an issue with the recruitment and 
progression of employees from traditionally underrepresented 
groups.

-----------------------------
Dan, what are your thoughts and recommendations on effective 
ways in which dynamic and real time sentiment around inclusion 
in particular can be captured, analysed and actioned 

DAN: 
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1. Employee engagement surveys are great way of tapping into 
the sense of belong for all employees, and in particular diverse 
groups. 

2. Organisational ERG’s are often an under utilised resource 
3. Be smart with data capture: check in with diverse employees at 

key stages of decision-making:
1. Hiring
2. performance reviewers
3. female returners
4. leavers… I see this as collecting cultural intelligence and 

often under the radar activity which we so often have 
little insight into
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1. Re-examine your recruitment materials

2. Source talent from the widest pool

3. Mitigate bias when reviewing CVs

4. Diversify your interview panel

So, how can you ensure that you reap the benefits of accessing 
and recruiting from a more diverse talent pool?

First, re-examine your recruitment materials. Recruitment 
marketing assets and job descriptions offer a perfect opportunity 
to make a strong first impression with a wide pool of potential 
candidates. It is therefore important that these portray your 
organisation as positively committed to diversity and inclusion 
principles and values. Review all your recruitment material for 
banana skins in language and imagery which may unwittingly 
reinforce gender, age, ethnicity or other stereotypes. 

You should work with an expert recruiter who understands how 
to attract talent from the widest talent pool, consciously 
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including under-represented groups. Not only will this help you 
attract talent by positioning your organisation as having a 
welcoming environment for all, but it will help you actively source 
talent from the widest possible pool, vital considerations in 
today’s skills-short and competitive recruitment market. 

Its also important to mitigate bias when reviewing CVs. 
Remember to do this throughout the talent selection process by 
involving a range of diverse stakeholders when reviewing and 
selecting candidates. 

Also, where possible consider ‘blind’ decision-making when 
shortlisting candidates to ensure selection is based on core, 
essential skills and competencies only. You can do this by 
removing one or more elements of personal information from CVs 
before review – such as a candidate’s name and education. 

Trim job and person specs to reflect essential skills, competencies 
and aptitude as opposed to a wish list linked to attainment and 
same mould profiles. 

Finally, diversify your interview panel. Using a group interview 
process made up of a diverse panel with different perspectives 
and demographic profiles represented can support an inclusive 
selection process, favourable for both the hiring organisation and 
the candidate. 

-------------------------------------------

Dan, there are a number of recommended actions here. Is there 
anything else you would advise employers to do in consciously 
incorporating an inclusive tone when recruiting talent as opposed 
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to perceiving this as targeting one profile to the detriment of 
another

DAN:

1. Are you using specialist AI programmes to screen out bias in your shortlisting 
processes? 

2. Do you use group interview processes, and follow pre-set questions? 
3. Do you use a scoring system and do you aggregate scores before the de-briefing?

4. Have you introduced a ‘devil’s advocate’ in the process? 
5. Are you working in partnership with specialist organisations? 
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EVIDENCE AND TRANSPARENCY 
INSPECTION - OPPORTUNITY AND RISK
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PERSONALISATION
THE SECRET INGREDIENT TO 
CANDIDATE ATTRACTION

The Applicant Journey 

hays.co.uk/what-workers-want

Welcome to our event/webinar and thank you for joining us 
today. I’m delighted to welcome you to the launch of our second 
report in our What Workers Want series. 
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82%

Invest in 
personal 

development

Have 
defined 
brand 
values

68%

Public 
commitment 

to ED&I

73%

Show me 
a career 

plan

76%

Public 
commitment 

to CSR

61%

*Example list. Full list found in report. 

Have 
employee 

testimonials 
& reviews

55%

Have a 
defined 

EVP

51%

TODAY’S CANDIDATE EXPECTS TO FIND OUT A LOT ABOUT AN 
EMPLOYER BEFORE THEY WILL CONSIDER APPLYING

Candidates will only consider applying to organisations that:

Applicants want to see how an employer will invest in their personal development 
(82%), career plan (76%) and whether they have a public commitment to equality, 
diversity and inclusion (73%), for example. If employers do not make this information 
easily accessible then candidates may be deterred right from the outset of the Search 
stage of the applicant journey. 
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Promoting and supporting more diverse workforces and inclusive workplaces is an increasingly important 

consideration of any talent attraction, recruitment and selection process. 

As recruiting experts, we know that a few simple adjustments to a recruiting process can have a significant and 

positive impact on the access to a wider and more diverse pool of potential candidates. 

These are the steps we recommend you consider. 

Overleaf we provide a little more explanation on why these steps are important 

ATTRACTING CANDIDATES
✓ Review and assess all the collateral and materials that prospective candidates see throughout the recruitment 

process. Does it currently appeal to and depict a wide range of social groups and cultures?
✓ Limit the number of essential requirements on each job and person specification and job advertisement. 
✓ Wherever possible state a willingness to discuss flexible working on job adverts ‘Happy to talk flexible working’
✓ Avoid biased language in job specifications and adverts. 

SELECTING CANDIDATES 
✓ Involve a wide range of diverse stakeholders when reviewing CVs and interviewing candidates
✓ Express an expectation to see balanced and proportional ‘diverse’ candidate shortlists from recruitment 

partners.

TALK ABOUT YOUR D&I COMMITMENT AND PURPOSE
✓ Provide recruiters with evidence, case studies and success stories of how ‘diverse’ employees have flourished 

in your organisation. 

HAYS EXPERTS IN DIVERSITY & INCLUSION
RECOMMENDATIONS TO PROMOTE MORE DIVERSE RECRUITMENT 
OUTCOMES

So, how can you ensure that you reap the benefits of accessing 
and recruiting from a more diverse talent pool?

First, re-examine your recruitment materials. Recruitment 
marketing assets and job descriptions offer a perfect opportunity 
to make a strong first impression with a wide pool of potential 
candidates. It is therefore important that these portray your 
organisation as positively committed to diversity and inclusion 
principles and values. Review all your recruitment material for 
banana skins in language and imagery which may unwittingly 
reinforce gender, age, ethnicity or other stereotypes. 

You should work with an expert recruiter who understands how 
to attract talent from the widest talent pool, consciously 
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including under-represented groups. Not only will this help you 
attract talent by positioning your organisation as having a 
welcoming environment for all, but it will help you actively source 
talent from the widest possible pool, vital considerations in 
today’s skills-short and competitive recruitment market. 

Its also important to mitigate bias when reviewing CVs. 
Remember to do this throughout the talent selection process by 
involving a range of diverse stakeholders when reviewing and 
selecting candidates. 

Also, where possible consider ‘blind’ decision-making when 
shortlisting candidates to ensure selection is based on core, 
essential skills and competencies only. You can do this by 
removing one or more elements of personal information from CVs 
before review – such as a candidate’s name and education. 

Trim job and person specs to reflect essential skills, competencies 
and aptitude as opposed to a wish list linked to attainment and 
same mould profiles. 

Finally, diversify your interview panel. Using a group interview 
process made up of a diverse panel with different perspectives 
and demographic profiles represented can support an inclusive 
selection process, favourable for both the hiring organisation and 
the candidate. 

-------------------------------------------

Dan, there are a number of recommended actions here. Is there 
anything else you would advise employers to do in consciously 
incorporating an inclusive tone when recruiting talent as opposed 
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to perceiving this as targeting one profile to the detriment of 
another

DAN:

1. Are you using specialist AI programmes to screen out bias in your shortlisting 
processes? 

2. Do you use group interview processes, and follow pre-set questions? 
3. Do you use a scoring system and do you aggregate scores before the de-briefing?

4. Have you introduced a ‘devil’s advocate’ in the process? 
5. Are you working in partnership with specialist organisations? 
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1. Continue to support external diversity and inclusion events

2. Internal communications should play a key role 

3. Encourage debate and diversity of thought

Organisations should continue to be mindful of and look for 
suitable opportunities to acknowledge and celebrate events and 
activities which reflect the varied backgrounds and cultures of  its 
workforce and perhaps also the community in which it operates.  
Prompts and suggestions for these  often come from within an 
organisation at grass roots, community level.  Listen out for these 
and if a decision is made to acknowledge and celebrate these,  
and ensure the opportunity to participate in something different 
is consciously inclusive to all. This helps encourage 
understanding, awareness and acceptance of all employees, and 
in turn foster greater communication and collaboration between 
employees. 

Encourage debate and celebrate diversity of thought on an 
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individual level. Work towards a goal where all employees feel 
confident that their voices are respected and valued. 

This can be achieved by actively soliciting ideas and feedback 
from employees on different issues through organisation-wide 
surveys, 1:1 meetings with leaders and influencers  or hosting 
collaborative roundtable discussions with mixed groups, before 
following-up with clearly defined actions. 

One last recommendation here is to further unlock innovative 
thinking by encouraging an environment where everyone’s ideas 
are not only heard, but also celebrated. This can be done by 
promoting the business successes of those employees who have 
driven innovation by ‘thinking outside the box’ – which will 
encourage other employees to do the same. All of this should be 
wrapped and underpinned via deliberate and purposeful 
communication from the organisation’s leaders.

Dan, turning to you if I may on this increasingly hot topic. Can I 
ask for your views on 2 things:
First, what has been the trigger which has resulted in us now 
aligning culture so much more closely to  the D&I narrative and 

Second, given that an inclusive culture is so something that 
workers want and seek, how do organisations support the 
challenge that this survey poses  - namely driving the experience 
of an inclusive culture down to individual level.

DAN: 

1. Link between leadership and management and what this glue feels like…
2. Daniel Pink: Drive – Autonomy, Mastery, Purpose – having a voice.
3. LinkedIn’s global recruitment index, 2018, found that: 57 per cent of organisations 
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are looking at how they can promote a sense of belonging.
4. Voices of minority groups are often under-valued, under-utilised or in some cases 

ignored 
5. Drive results

DAN:

Goes back to:

1. They adopt the principle of Amplification – Speaking lots, team meeting 
2. Sponsorship 
3. They are honest and consistent in feedback

Role modelling 
a. Remember the 20 per cent rule

b. Visibility: Adopt the principle of Amplification

c. Question for instance all male conference panels, client teams or 
speaking opportunities

d. Introducing ‘blind ideas’ sharing 
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said they would 

take a pay cut for a 

better cultural fit

said they would take 

a pay cut for more 

holiday allowance

62% 36%

#1
Flexible working 

options ranked the 

most important 

single benefit an 

employer can offer

How professionals decide whether to accept a 

new job vs. stay

with their current organisation (%)

DIFF’RENT STROKES FOR 
DIFF’RENT FOLKS
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1. Be aware that perceptions of barriers to progression exist 

2. Promote your inclusive progression practices and policies 

3. Implement practices and polices which support equal    
progression opportunities for all 

4. Training at managerial level should prioritise bias mitigation 

Most organisations would be quick to refute any suggestion that 
their employees’ progression is significantly or even in part 
limited due to gender, ethnicity, age, sexual orientation, disability 
or socio-economic background. However, the sentiment 
expressed by our survey respondents is a perfect illustration of 
where perception can become reality. 

On the basis that these perceptions do exist amongst a majority 
of employees,  employers need to take steps to need to build an 
environment where employees can feel confident in expressing 
concerns like these, there should be a process in place for 
sentiment to be listened to, noted, responded to and noted acted 
upon in a measured and appropriate way. 

17



Employees should also have clearly defined progression pathways 
and transparent objectives, so they are aware their personal 
career progression is tied to specific aspects of their performance 
which will only be assessed on merit. Additionally, certain policies 
can help ensure progression opportunities are inclusive to all 
employees. For example, flexible working opportunities will allow 
all employees to better manage the demands of work and 
personal life while still fulfilling their professional responsibilities. 
Initiatives such as mentoring and sponsorship programmes are a 
useful way to provide traditionally under-represented groups with 
access to leadership development opportunities. 

Finally, training at managerial level, with a clear reference to the 
impact of unconscious bias at key times of selection, should be a 
priority.  This can have a positive effect of removing some of the 
actual and perceived obstacles to career progression experienced 
by employees and support more employees to reach their full 
professional potential. 

Dan, you are recognised as one of the world’s leading experts on 
the existence and impact of unconscious bias. We know it is one 
of the major causes for inequality of aceess and experience in the 
workplace.  Looking at career management and career 
progression in particular, what is your advice in how the impact of 
unconscious bias can be reduced  in this regard.

DAN:

• Perception is reality 
• Not the numbers back this up – higher up the organisational 

chain 
• Doing lots of system design – reviewing JDs and PSs – blind-
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decision-making 
• But it’s the everyday micro-behaviours – the boys club / the 

under the rador / not spoken activity and rule (Ski trip) that has 
the greatest impact on people’s careers 

. 
DAN:

• Role modelling – Pepsi Co – Leaving Loudly 
• KPIs in pipeline diversity 
• Have the conversation early 
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FLEXIBLE WORKING

Employees Employers

Importance of flexible working

45%

30% 86%
of senior managers, middle 

management and junior management 

look for flexible working when 

considering a new role

(% who rated as very important)

Interestingly, when asked the importance of offering flexible working, employers and 
employees somewhat disagree. I think this is important to highlight, as I’ll come on to it a bit 
later in my presentation, but work-life balance is currently an issue from an employee 
perspective and there is a growing desire from employees for organisations to restrict ‘out-of-
office working hours’. 

Flexible working is a means to addressing some of these concerns around work-life balance, so 
employees at the least need to feel it’s an option from their prospective employer. 

<click>
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