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Sure, we’re experts in performance, people analytics, learning, 
and D&I—and we’re well-versed in the technologies that 
support them. But we’re also truth-seekers and storytellers in 
an industry often short on substance, and too full of @#$%. 
Our mission (indeed, our very reason for existing) is to cut 
through the noise and amplify what’s good. We look for 
the connections (or red threads) between people, data, and 
ideas—even among seemingly unrelated concepts. The result 
is high-quality, unbiased, transformative foresight that helps 
you build a stronger business. 

To learn more, reach out to us at hello@redthreadresearch.
com or visit www.redthreadresearch.com.

About
RedThread

mailto:hello%40redthreadresearch?subject=
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It's been more than 2 years since the murder of George 
Floyd. Two years since business leaders published statements 
promising to address the systemic inequities within their 
organizations.Twoyearssinceorganizationsbeganhiring
new diversity, equity, inclusion, and belonging (DEIB) leaders, 
reexamining practices, and investing in new programs and 
systems. So, what results have we seen? 

To date, the results of these actions haven't been great. 
According to the Edelman Trust Index, most employees under 
age 54 don't believe that companies are living up to the 
promisesmadetoaddressracismwithintheirorganization.
Further,trustinemployerstorespondappropriatelytosystemic
racismandracialinjusticehasdeclined.AsshowninFigure1,
this is particularly the case in populations impacted by racially 
motivated events, such as the mass shootings of Asians in 
Atlanta, GA in March 2021, Taiwanese in Laguna Woods, CA in 
May of 2022, and of BlacksinBuffalo, NY also in May of 2022. 

Though issues of race are the most prevalent at the moment, 
they'renottheonlyareasforwhichemployeesaredissatisfied
withtheiremployers’responses.Forexample,data from PwC 

showsthat80%ofemployeesbelievetheirorganizationsdon’t
gatherandanalyzedataoncompensation,performance,hiring,
andpromotionsdiscrepancies.Further,nearly 40% of total 
respondents from a survey of 1,543 workers, the majority of 
whom identify as Black, Hispanic / Latinx, Asian, female, and 
LGBTQIA, believe their company’s commitment to DEI is likely to 
drift in the future.  

EvenCEOsrecognizetheproblem:According to Deloitte, 41% 
believethere'salackoftrustaroundDEIintheirorganizations.

Organizations still have a long way to go 
when it comes to DEIB 

Figure1:PerceptionsoftrustamongU.S.employees 
toward their employers

Source:Edelman, 2022.
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“The taken-for-granted assumption that one 
could just get a position of leadership and 
then behave however one chooses to and get 
away with it…is not really panning out. The 
context has changed.”

—Laura Morgan Roberts, Professor, University of Virginia, 

Darden School of Business

mailto:https://www.inc.com/milagros-phillips/2-years-since-george-floyds-murder-is-your-company-still-awake.html%20?subject=
mailto:https://www.inc.com/milagros-phillips/2-years-since-george-floyds-murder-is-your-company-still-awake.html%20?subject=
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022 Edelman Trust Barometer Special Report Business and Racial Justice.pdf
https://www.nytimes.com/live/2021/03/17/us/shooting-atlanta-acworth 
https://www.nytimes.com/live/2021/03/17/us/shooting-atlanta-acworth 
https://www.latimes.com/california/story/2022-05-16/laguna-woods-gunman-worked-methodically-but-motive-a-mystery
https://www.cnn.com/2022/05/15/us/buffalo-supermarket-shooting-sunday/index.html
https://www.pwc.com/gx/en/services/people-organisation/global-diversity-and-inclusion-survey.html
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://www2.deloitte.com/us/en/pages/chief-executive-officer/articles/ceo-survey.html
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf  
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf  
https://fortune.com/2022/06/03/how-to-build-future-executive-team-with-diversity-equity-inclusion/?queryly=related_article
https://fortune.com/2022/06/03/how-to-build-future-executive-team-with-diversity-equity-inclusion/?queryly=related_article
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Despiteemployees’dissatisfactionwiththeirorganizations’
progress over the last few years, they still expect companies to 
take action on issues of racial injustice. Americans still trust their 
employers more than any other type of institution to do what's 
“right” when it comes to racism. Similarly, 66% of Americans 
think businesses should act on racial injustice issues, while 68% 
believe people should be able to discuss the topic at work (see 
Figure2).

Further,58%oftheU.S.generalpopulation indicate that an 
inclusive work culture with a strong and well-supported diversity 
program is critically important to attract and retain them. 
Further,inorganizationsthathavemade“alot”ofprogress
in addressing racism and racial inequities in the workforce, 
employees have higher levels of loyalty, employer advocacy, and 
commitment.  

Employees still expect organizations to act   

Figure2:Expectationsofemployersbyemployeesonracialinjusticeissues

Source:Paradigm, 2021.
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https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022 Edelman Trust Barometer Special Report Business and Racial Justice.pdf
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022 Edelman Trust Barometer Special Report Business and Racial Justice.pdf
https://www.paradigmiq.com/2021/05/19/nearly-7-in-10-americans-think-racial-injustice-is-problem-and-believe-they-should-be-able-to-talk-about-it-at-work/
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022 Edelman Trust Barometer Special Report Business and Racial Justice.pdf
https:/www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https:/www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://www.paradigmiq.com/2021/05/19/nearly-7-in-10-americans-think-racial-injustice-is-problem-and-believe-they-should-be-able-to-talk-about-it-at-work/
https://www.paradigmiq.com/2021/05/19/nearly-7-in-10-americans-think-racial-injustice-is-problem-and-believe-they-should-be-able-to-talk-about-it-at-work/
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Given everything that's happened in the last few years, we took 
astepbackandaskedafewcriticalquestions:

• What are some of the fundamental shifts we’ve seen 
related to talent—and how will this impact diversity, equity, 
inclusion, and belonging (DEIB)?  

• What is a holistic way leaders can think about their DEIB 
efforts,therebymoreeffectivelydefiningandintegrating
their DEIB strategy with other activities?  

• What trends do we see moving forward that could 
influenceorganizations'2022-2023strategy?

This study is based on a review of more than 70 articles, and 
interviews with 10 DEIB leaders and 20 HR leaders.

The questions this study answers
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RedThread's definitions of terms: DEIB

Diversity Equity Inclusion Belonging

The variation in peoples’ inherent and self-
evident characteristics.

The fair and respectful treatment of all 
people.

Differentfromequality,thisincludes
providingeveryonewithequitable:

The feeling of being involved and welcomed 
to be experienced by all.

This includes acts and practices  that make a 
personfeel:

The sense of security and support to be 
experienced by all. 

This results from a belief  
inbeing:

Inherent Self-evident

• Attitudes
• Values
• Beliefs 
• Experiences  
• Behaviors
• Lifestyle 
• Sexual 

orientation
• Education
• Religion
• Socioeconomic 

situation
• Marital status
• Social roles
• Personality 

traits
• Ways of 

thinking
• Mental abilities  

& characteristics

• Gender
• Race
• Ethnicity
• Nationality
• Language
• Age
• Physical abilities  

& characteristics

• Access
• Opportunity
• Renumeration
• Benefits

This also includes factors that can result in 
uneven distribution of resources.  

• Integrated into the informal networks of 
anorganization

• Respected for their unique contributions 
• Accepted for who they are

• Accepted 
• Valued 
• Able to be their “authentic self”
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Fundamental shifts
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The earthquake beneath the talent 
landscape is shaking up DEIB expectations 
Over the last few years, we’ve seen some tectonic-level shifts in 
thetalentlandscape.Theseinclude:

• Change in power dynamics in favor of employees. Over 
the last year, we’ve seen the Great Resignation as well as 
a massive rebellion when it comes to employees returning 
totheoffice(officeoccupancyrateshaveplateaued at 
43%).Further,thegigmarketplaceandalternativework
arrangements are increasingly attractive to employees, with 
many opting for those roles in lieu of a corporate job. 

• Demand for skills that are in under-supply results in 
a greater focus on retention, promotion, and talent 
development. The last few years’ whiplash-like changes in 
thebusinessenvironmenthavehighlightedorganizations’
talentdeficiencies.Leadersrealizetheydon’thavetheskills
theyneedintheirexistingworkforce—andtheycan'tfilltheir
organizations’demandforskillsfromtheexternaltalent
market. Therefore, leaders are focusing on retaining employees 
and developing them with the skills the company needs. 

• Rising importance of human capital metrics. For
companies, more and more of their business is people-
driven, resulting in investors taking a growing interest 
in human capital metrics. The SEC, for example, is now 
requiring public companies to report on those metrics—
includingdiversitymetrics—intheirfinancialreports.

As a result of these major shifts, leaders could not simply make 

their 2020 DEIB promises and move on to the next thing (see 

Figure3).Instead,theyseeasituationinwhich:

• Employees feel empowered to demand change with DEIB. 

Nearly 60% of those aged 35-54 and 70% of those aged 

18-34 have advocated or acted against racism—and they're 

carrying those expectations of action into their workplaces. 

Another 82% of employees expect CEOs to do something to 

address systemic racism and racial injustice.

• Leaders must respond to employees’ demands to make 

progress on DEIB. It’s clear that leaders must address 

racism or risk losing employees. While 40% of employees 

would consider leaving their company if they don’t trust it to 

fulfillitsDEIcommitments,56% would not recommend their 

company as a place to work. 

• The public is monitoring progress on DEIB. With the 

current SEC requirements to disclose diversity data—and 

more requirements coming soon—investors, employees, and 

the media are all holding leaders accountable for moving 

theneedleonDEIBmetrics.Whilesomeorganizationshave

shared minimal diversity data, it’s unlikely that scenario will 

remain tenable.

Figure3:LeadersneedtofollowthroughontheirDEIBpromises

Source:Edelman 2022, Deloitte 2022, Just Capital 2021.
*As of January 2021.
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theydon’ttrustittofulfill
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address systemic racism 
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https://www.nytimes.com/2022/06/09/business/return-to-work-office-plans.html
https://www.nytimes.com/2022/06/09/business/return-to-work-office-plans.html
https://www.nytimes.com/2022/06/09/business/return-to-work-office-plans.html 
https://www.nytimes.com/2022/06/09/business/return-to-work-office-plans.html 
https://www.cpajournal.com/2021/10/27/first-look-at-the-human-capital-disclosures-on-form-10-k/
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022 Edelman Trust Barometer Special Report Business and Racial Justice.pdf
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://www.sec.gov/rules/proposed/2022/33-11068.pdf
http://chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/https:/www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://justcapital.com/reports/beyond-demographic-data-disclosure-the-state-of-gender-and-racial-representation-at-americas-largest-companies/


 “A role [of diversity managers] that was once focused on 
race and gender has grown in complexity and inclusion 
of individuals spanning military status, special needs, 
LGBTQ, generations, and more. What was once a focus on 
workforce (people) now includes workplace (culture) and 
marketplace (business).”
—Jackson Lee Davis IV, Head of Diversity, Equity, and Inclusion, MassMutual

https://time.com/charter/6184739/chief-diversity-officers-george-floyd-anniversary/ 
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Real-World Threads
Gentech and Chipotle make DEIB everyone’s job 

DEIB isn't the sole responsibility of human resources. In 2019, 
Genentech CEO Alexander Hardy created the role of chief diversity 
officer(CDO)anddecideditshouldreportdirectlytohim.Additionally,
managers of departments are required to complete D&I action plans 
that are then shared with their teams and, in some cases, the entire 
company on its intranet. The departmental action plans help create 
ownership so that it's not just the CDO’s responsibility to drive D&I.

These steps have allowed the company to expand its commitment to 
D&I beyond hiring and retention, and into every aspect of its business 
and company culture. 

Similarly, at Chipotle the diversity strategy is not seen as a responsibility 
of one department. The company’s program includes mentorship, 
virtualroundtables,andquarterlytraining.Forthecompany,themost
effectiveprogrammingisanongoingcadenceofeventsthatgenuinely
engage its workforce and features a diverse group of individuals from 
various departments. It believes that when employees make real 
connections, it helps cultivate an environment where they can thrive 
and pursue their passions with like-minded coworkers.

“Prior to the creation of the Chief 
Diversity Office, our D&I efforts 
sat within HR. Alexander [CEO] 
understood the need for an 
enterprisewide mindset and 
a seat at the decision-making 
table for us to think bolder 
than representation—and truly 
advance equity within Genentech’s 
business.” 
—Quita Highsmith, Chief Diversity Officer, 
Genentech

https://time.com/charter/6184739/chief-diversity-officers-george-floyd-anniversary/
https://time.com/charter/6184739/chief-diversity-officers-george-floyd-anniversary/
https://time.com/charter/6184739/chief-diversity-officers-george-floyd-anniversary/
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A shift within a shift: 
The rising importance of purpose
An underlying theme of the shift in power dynamics toward 
employees is their greater desire to align their personal  
purposewiththepurposeoftheirrespectiveorganizations.
According to Gartner,asofJanuary2022,withintheU.S.
employeepopulation:

• 52% question the purpose of their day-to-day job

• 56% want to contribute more to society

• 65% are rethinking the place work should have in their lives

Leaders increasingly understand the need to identify, articulate, 
andactontheirorganization’spurpose.AsidentifiedinFigure4,
anorganization'spurposeisaclearandconcisestatementthat
inspires people to deliver value to multiple stakeholders. 

Anorganizationalpurposethatconsidersmultiple
stakeholders—also known as stakeholder capitalism—is not 
some new-fangled idea that some fringe companies are doing. 
Infact,theBusinessRoundtable,anorganizationcomprised
of the largest companies in the world, released an updated 
“Statement on the Purpose of a Corporation” in August 2019. 

In this statement, “181 CEOs committed to pursue a more 
holistic approach to serving stakeholders more broadly 
renouncing the concept of shareholder primacy.” 

Source:RedThreadResearch,2022.

Figure4:Purpose vs. everything else

Purpose 
Why I / we 

do this

Vision 
Where we want  

to go

Mission 
What we do now and 

in the future

Values 
What behaviors 

we uphold

Principles 
What beliefs guide  

our behavior

Organizational purpose: A clear and concise statement that 
inspires people to deliver value to multiple stakeholders.

https://www.gartner.com/en/articles/employees-seek-personal-value-and-purpose-at-work-be-prepared-to-deliver
https://opportunity.businessroundtable.org/wp-content/ uploads/2020/09/BRT-Statement-on-the-Purpose-of-a-Corporation-September-2020.pdf
https://redthreadresearch.com/purposedriven-orgs/
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Purposeful organizations focus on the 
same stakeholder types as DEIB leaders 
ThefocusonpurposehasadirectconsequenceforDEIBefforts,
asthemultipletypesofstakeholdersidentifiedbytheBusiness
Roundtable(seeFigure5)arethesameonesonwhichDEIB
leaders traditionally focus.

This means that DEIB leaders should have more support 
fortheirefforts,asorganizationstrytofulfilltheideaof
organizationalpurpose.

But with that broader support also, potentially, come more 
cooksintheDEIBkitchen—andmorescrutinyofDEIBefforts.
This makes it more important than ever to have a clear and 
holistic approach to DEIB. 

Source:RedThreadResearch,2022.

Figure5:5organizationalstakeholders

Customers

SuppliersCommunities

Shareholders

Employees
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Developing a holistic 
approach to DEIB 
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“This work is about culture and change 
management, and so we need to be 
looking for behaviors, practices, or 
norms that need to change.“  
—Mary Ellen Connerty, Director, Diversity & Engagement, O’Melveny & Myers LLP



Diversity, Equity, Inclusion & Belonging: Designing for a Post-Pandemic World    |     16RedThread Research. ©2022.

Creating a holistic DEIB approach

When you’re developing a new DEIB approach—
really a DEIB system—you need to answer these 6 
questions (see Figure 6):

1. WhyismyorganizationfocusingonDEIB?

2. What goals are we trying to achieve and for whom? 

3. What is our strategy to achieve those goals?

4. What levers are we trying to pull to enable that strategy? 
What are the supporting activities that pull those levers? 

5. How will we use technology to scale our operational activities?

6. How will we use data, analytics, and metrics to create 
transparency and enable accountability? 

Source:RedThreadResearch,2022.

Figure6:6questionstoalignDEIBefforts

Why Goals

Technology Data, analytics 
& metrics

Levers & 
activities

Strategy

A holistic DEIB system is one in which every 
organizational process, action, policy, and 
decision is looked at through a DEIB lens.   
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Start with your
organization’s “why”
There are typically 3 reasons why organizations 
focus on DEIB: 

•Alignmenttoorganizationalpurpose

• “Right thing to do” (RTTD) 

• Business case for D&I 

Rightnow,though,there’sanotherreason:

Other competing priorities. A recent Deloitte study 
revealed that majority of senior leaders believe their 
organizations' commitment to DEIB will take a back 
seat as other competitive threats surface.   
 
Thisskepticismoforganizations’commitmenttoDEIBmeans
it'sevenmoreimportantthaneverfororganizationstofollow
through on their commitments.

60%
of those in senior management roles (board members, 
C-suite / executive, and VP or director) believe that their 
organizations’commitment to DEI will likely subside as 

differentcompetitivethreatsemerge

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics

Source:Deloitte,2022.

https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html
https://www2.deloitte.com/us/en/insights/topics/talent/building-employee-trust-dei-programs.html


Diversity, Equity, Inclusion & Belonging: Designing for a Post-Pandemic World    |     18RedThread Research. ©2022.

Making it happen: 
Understanding the why
Whenyouopenthediscussionto“why”yourorganizationis
supportingDEIB,it'scriticaltobesensitivetotheorganization's
specificcontext,environment,andleaders’perspectives.

Differentleadersareatvariousstagesintheirjourneyto
understandandembraceDEIB.Oneofthebenefitsofthe
greater openness we’ve seen is that many leaders are now more 
open to further learning.  

Regardlessofspecificleaders’perspectives,theimportantthing
is to align on the overall why for the company.  

“Begin with why this is important to you.  
Align it to the long-term value of the firm, the 
purpose of the firm, and your value system.”  
 

—Mary Slaughter, Former Managing Director, EY

Why: A checklist to jumpstart 
your efforts

   Why are we focusing on DEIB (i.e., alignment 
to purpose, market / societal expectations, 
business outcomes) ?

    How does that reason align with our  
business strategy?  

   How does this reason(s) align with our internal 
talent expectations and our external brand?  

    WhatarethespecificDEIBchangesthat
impactourorganization?

    What are senior execs’ experiences with DEIB 
and how can we use those to align on a vision? 

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics
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What does your 
organization want to achieve?
The next big question to answer is what your 
goals are, both long term and short. Some 
examples of typical goals we heard are:

• Ensure talent pipeline diversity 

• Move the dial on leadership diversity 

•  Identify barriers to belonging while putting inclusive practices 
in place 

• Enhance representation among middle management 

It’s important to be very clear on these goals, and (as we discuss 
later) to have clear metrics and accountability in place for  
these goals.  

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics

Only 6 of 323 surveyed companies report  
they do all of the following: 
• Set diversity targets 
• Require diverse slates for hiring  

and promotions
• Establish clear and consistent evaluation 

criteria before review processes begin
• Require unconscious bias training for 

employees involved in hiring and  
performance reviews

Source:Women in the Workplace, 2021, McKinsey & Company and LeanIn.

https://leanin.org/newsinspiration/women-in-the-workplace-2015 
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Real-World Threads
TD bank conducts an audit to review internal DEIB policies

Canada’s Toronto-Dominion Bank (TD Bank) has created goals for the 
company for 2025 to increase the representation of Black, Indigenous, 
and minorities at the vice-president level or higher. To achieve that, the 
companybeganbyconductingitsfirst-everracialequityauditin2022.

TheauditwillscrutinizeTD’sinternalemploymentpracticesforracialbias
andallowthebanktouseitsfindingstoinformfuturebusinesspractices
withBlack,Indigenous,andotherracializedcustomers.Itincludesathird-
partyassessmentbyanoutsidelawfirmandTDstaffers'contributions.

The purpose of the audit is to help the bank review its employment policy 
and understand how it operates. The bank is also committed to applying 
the lessons learned in its work with customers and communities. While the 
company started by looking at its operations and employee experience at 
the bank, its DEIB strategy has expanded to include how it interacts with 
and serves its customers and communities. The company’s approach to 
DEIBrecognizestheintrinsiclinktootherdimensionsofitsbusiness,and
the impacts of racial equity on customers and communities.

In addition to focusing on representation, the company also tracks 
inclusion through an employee experience survey that it reviews from the 
perspectiveofdifferentcommunitiestounderstandtheexperiencesof
Black, Indigenous, and underrepresented employees at TD.  

“If you don’t have that strong, 
inclusive culture within your 
organization, if you don’t have 
an understanding of how racism 
and discrimination can manifest— 
including in the form of 
microaggressions—then you’re 
not going to be able to achieve 
that sustainable progress you 
want to see.” 
—Diana Lee, Vice-President of Diversity and 
Inclusion, TD Bank

https://www.thestar.com/business/2022/06/11/representation-is-only-the-beginning-td-bank-diversity-and-inclusion-head-diana-lee-on-the-banks-ongoing-racial-equity-audit.html
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And, 
for whom?
While it’s important to have high-level goals, you should 
considerfocusingongoalsforspecificsubsetsofstakeholders
(seeFigure7).

Forexample,youmayhavespecificgoalsforC-suiteleaders 
and middle managers, as those groups are critical to making 
DEIB a reality.  

Inaddition,youmayhavegoalsforspecificdemographic
groups, such as gender, race / ethnicity, culture, sexual 
orientation,social/economicclassification,age,disability, 
and religion.  

For the last few years, there’s been a huge focus on 
both female and Black employees. We expect to see 
goals around representation and engagement of these 
populations to continue. 

Figure7:5stakeholdersoforganizations,includingDEIBsubgroups
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Source:RedThreadResearch,2022.
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Making it happen: 
Listening for better goal-setting 
When setting goals, it's essential for you to understand the 
rangeofperceptionsandexperiencesofdifferentstakeholders.
This can mean leveraging a range of data sources (e.g., 
interviews, focus groups, surveys, demographic data, digital 
exhaust, etc.) to get a holistic picture of current state and gaps.  

Recommendations and feedback from diversity councils, 
resourceandaffinitygroups,peoplecommittees,anddiversity
advocates comprise an integral part of understanding where 
you stand and where you need to go. 

“Every strategy must start with listening. 
We must veer away from making 
assumptions on what people need and 
how they need it, and listening forms a 
core part of that.”   
 

—Sheree Atcheson, former Global Director of 

Diversity, Equity and Inclusion, Peakon

Goals: A checklist to jumpstart  
your efforts

   Where are we currently? 

  Where are the existing gaps? 

   What is the experience of each of our 
stakeholdersinworkingwithourorganization?

   How frequently are we listening  
to stakeholders?  

Aretherespecificrolesorgroups,such 
as executives or middle managers, whose 
approach needs to evolve so we can  
drive change?  

   What has changed and are we addressing that 
in our goals?  

   How will the goals we set align with our 
business strategy and objectives?  

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics
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“Understand the business you’re in and figure 
out how D&I can enhance the bottom line. 
Such efforts can’t be an HR initiative; they can’t 
be separate from corporate strategy. This is 
about engaging the entire organization on 
issues related to diversity.” 
—Rohini Anand, Global Chief Diversity Officer, Sodexo

https://www.diversitywoman.com/steering-the-no-1-company-for-diversity-5-minutes-with-rohinianand/ 
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What is a
strategy anyway?
WehavereadaboutalotofdifferentDEIB“strategies”:

• The 3 Ps: People, partners, and places

• The 4 Pillars: Workforce, workplace, industry, and community

• The 3 Is: Individuals, infrastructure, and impact

While these are useful methods to keep track of all the ways you 
canoperationalizeastrategy,theyarenot a strategy.  

Instead, a strategy helps you understand what you should be 
doing—and, as a result, what you should not be doing—to 
achieve the established goals.  

Thinkofitthisway:Yourstrategytowinamarathonmaybe
togofastthefirst13milesandslowthelast13miles(andjust
hopeyoumakeit!).Oritcouldbetogoslowthefirst20miles
and sprint the last 6.  

But a strategy wouldn't be to put on your running shoes, 
clothes, and drink water! They may be necessary to running the 
race, but they're not your strategy.  

A business strategy is “… a set of guiding 
principles that, when communicated and 
adopted in the organization, generates a 
desired pattern of decision making.” 
Source: Harvard Business Review, 2007.
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A DEIB strategy supports the purpose and 
drives the organizational culture.

https://hbr.org/2007/09/demystifying-strategy-the-what
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So what’s a DEIB
strategy then?
A DEIB strategy, similarly, is a set of guiding principles that helps 
yourorganizationachieveitsDEIBgoals.TheDEIBstrategy
should help you make decisions about the activities to engage in 
and those you should forego to achieve your goals.  

What does this look like in real life? As an example, let's assume 
acompany’sgoalis:

“To be the most inclusive organization in tech.”  

Soundslofty,right?Well,thenthestrategycouldbe:

“To create inclusive experiences for  
employees from their first interaction to their 
exit interview.”  

Thisstrategyclarifiesthattheorganizationwillfocusonallof
thetalentlifecycleandspecificallyfocusoninclusion(diversity,
equity, or belonging may be a secondary focus).  

Italsogivestheorganizationasetofguidelinesformaking
decisions,forexample:

• Is this talent selection process inclusive? Nope? Let’s change it. 

• Is this leadership program inclusive? Kind of. Let’s evolve it. 

•  Is this event inclusive? Yes! Great, how can we do more  
of them?  

QUICK CHECK  

If the strategy can’t be 
used as a guide for 
making decisions, then 
it isn’t actually a strategy.  

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics
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How are DEIB strategies
changing now?
We asked every interviewee if their DEIB strategy is changing 
and the results were mixed.  

Organizationsthatalreadyhadaclearstrategyindicatedthey
plantostaythecourse.Thesecompanieshaveamplifiedtheir
effortsforBlackemployeesandtheircommunities,buthaven't
plannedsignificantstrategicchanges.

ForthoseorganizationsthatarerelativelyearlyintheirDEIB
journey,wefindaremuchmorelikelytoindicatethey're
planning to adjust their strategy. Generally speaking, this 
means developing a much more explicit focus on inclusion and 
belonging for Black employees, and a greater level of openness 
fordifficultconversationsaboutracialjustice.

"Having a collective strategy around what we’re doing not only 
to hire the best talent but also to retain talent and develop 
talent is important. One of the reasons we’re seeing strong 
results [with retention] is because of how we’ve treated our 
people [during the pandemic], and a lot of that has been led 
by HR." 

—Cynthia Bowman, Chief Diversity and Inclusion and Talent Acquisition 

Officer, Bank of America

"[Chief Diversity Officer's role is] to make sure we’re talking 
about inclusion and equality at every level, and that it is 
front and center in the board room and in the management 
room. We can set hard targets for ourselves and make those 
transparent to our board and measure them like we measure 
other outcomes like financial results.”

—David Kenny, CEO, Nielsen
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https://hrexecutive.com/moving-the-dei-ball-forward-at-bank-of-america/
https://hrexecutive.com/moving-the-dei-ball-forward-at-bank-of-america/
https://www.cnbc.com/2020/06/19/white-nielsen-ceo-explains-decision-to-become-chief-diversity-officer.html


Diversity, Equity, Inclusion & Belonging: Designing for a Post-Pandemic World    |     27RedThread Research. ©2022.

Strategy vs. goals:
What’s the difference?
Onceyou'vesetyourgoals,thenextstepistofigureouthowto
achieve them and lay out a strategy for it. You may fall short at 
this stage as setting goals and objectives is often confused with 
an actual strategy.  

While DEIB goals are what you hope to achieve,  
a strategy is a specific action plan that will help  
you get there.  
 
It's critical that you be extremely detailed and descriptive in 
layingoutthespecifictargetsandhowyoustrategicallyworkto
achievethem.Unlikegoals,whichcanbebothshortandlong
term (1-5 years), a strategy should cover a short-time period 
(e.g.,1financialyear)andneedstoberevisitedoften.

 

"[On DEI strategy] You can’t take exactly 
what someone else is doing, put it in your 
organization and think it will work. You’re 
not really focusing on your own culture 
and diagnosing your own issues. You can 
learn what others are doing, but you have 
to figure out what challenges you’re trying 
to solve for your own company.” 

—Monica Jackson, Vice President of Inclusion and Diversity, Eaton
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https://www.hcamag.com/us/specialization/diversity-inclusion/eaton-exec-you-cant-copy-and-paste-your-dei-strategy/409263
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Real-World Threads
Building on progress through conversations at Bank of America

BankofAmerica’scommitmenttoDEIBisreflectedinitsnumbers.Its
globalworkforceishalfwomen,andintheU.S.,49%ofitsworkforce
are people of color. Half of the company’s board of directors is diverse, 
and it’s among just 9 S&P companies with at least 6 female board 
members. In 2021, the bank increased its commitment to racial equality 
and economic opportunity to $1.25 billion over 5 years.

Oneofthewaysthebankbuildsonitsdiversityeffortsandadvances
that success is through its “Let’s Get Real” courageous conversations 
series.Theseconversationsallowemployeestoempathize,understand
theirdifferences,andcontextualizesomeofthetakeawaysandlessons.
Heldacrosstheorganizationglobally,theconversationsareledby
members of the board, the CEO, most of the management team, 
multiple employee networks, and many employees who’ve been able to 
talk about the issues that matter to them. 

Theconversationscoverdifferenttopics—intersectionality,mental
health, equity, and inclusion—and have helped people check their own 
biasesandreflectonhowtobemoreconsciouslyunbiased.Another
areaishelpingpeoplegetcomfortablewithdifficultconversations
and providing them with the necessary tools to talk about sometimes 
difficulttopicstodrivemoreconversationsaroundinclusionandequity.

Bank of America encourages its people to be proactive and have 
deliberate conversations. It wants them to listen to others instead  
of replying right away, and challenge themselves to see where that  
person is coming from. The bank encourages people to have  
authentic conversations.

https://hrexecutive.com/moving-the-dei-ball-forward-at-bank-of-america/?oly_enc_id=7021F5687190I8B
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Making it happen: 
Refining the strategy
Similartogoal-setting,involvedifferentstakeholdersrightfrom
thestartinrefiningthestrategy.

Incorporatedifferentgroupswithvariedexperiencestogettheir
perspectives on how goals can be achieved. Strategy setting 
should be a highly iterative process.  

Our interviews revealed 3 findings crucial to this 
step: 

• Collaborate with business leaders on how the DEIB strategy 
will work for their business and enable them to achieve 
their objectives 

• Work with HR and other teams, such as talent acquisition, 
learning and development, and leadership development, to 
revisit policies and practices to ensure that the strategy is 
baked into every process 

• Using the strategy setting process—and the resulting 
communications—as a way to get everyone onboard with 
the actions to come 

Strategy: A checklist to jumpstart  
your efforts

    Who needs to be involved in creating the 
strategy (including middle and frontline 
managers)? 

  Do our goals and strategy support each other? 

Whatspecificactivitieswillhelpusachieve 
those goals?  

  What practices / policies need to be shifted? 

   How can we embed DEIB strategy and activities 
into the business strategy?  

    Does the strategy align with the overall purpose 
oftheorganization?

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics
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“Solving DEI&B starts with understanding the 
human brain and how we relate to one another. 
If we don't learn how to talk openly about this 
complex subject, if we don't learn how to spot 
bias in our own behaviors, and if we don't learn 
how to act inclusively and have empathy for 
others, all our procedures in the world won't 
change our individual experiences.” 
—Mary Slaughter, Former Managing Director, EY
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Moving on from strategy: Focus 
first on the levers, not activities
It’ssupereasytorushfromstrategytospecificprograms,
initiatives, and events. Don’t make this mistake.  

Instead,identifytheleversyourorganizationmostneedsto
focusontodriveDEIBoutcomes(seeFigure8).Thisallowsyou
tobemorepurposefulaboutyourorganization'sDEIBactivities.

Forsomegoals,itmaybebesttofocusonsomeofthelevers,
while,forothers,youmightwanttoinfluenceallofthem.

Forexample,ifyourorganization’schallengeisseniorleaders'
support, then you might want to focus on understanding those 
leaders’ individual beliefs / behaviors, and making low-risk 
policy or program changes. If, instead, your challenge is middle-
manager support, then you might focus on understanding those 
leaders’ beliefs and behaviors, but also tackle driving changes in 
all other areas, too.  

 

Source:RedThreadResearch,2022.

Figure8:LeversthatdriveDEIBoutcomes
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Select DEIB activities
based on levers 
Onceyou’reclearontheleversyou'retryingtoinfluence,then
identifytheactivitiesthatcouldbeappropriate.Figure9offers
an example list of activities that impact DEIB levers. This list is 
not exhaustive. You should build out your own list—and adjust 
yourassessmentoftheextenttowhichtheactivitiesinfluence
theleversforyourorganization.

Generallyspeaking,it'sbettertohaveactivitiesthatinfluence
multiplelevers.Thatsaid,aspecifictalentactivitymayserve
an important purpose for a single lever.  

Forexample,astatementontheorganization’sperspective
regarding racial injustice during the summer of 2020 was 
incrediblyimportant.However,sinceitonlyinfluencesoneof
the levers, it needed to be backed up with other activities that 
can impact DEIB outcomes.  

Example activities Individual beliefs 
& behaviors

Policies, programs 
& practices

Collective beliefs 
& behaviors

Talent 
decisions

Access to 
opportunities

Unconsciousbiastraining X X

Targeted leadership resources X X X X X

Learning resources X X

Mentorship programs X X X X

Sponsorship programs X X X X X

Statementsonorganization's
perspective on DEIB

X

Changes to talent acquisition 
processes

X X X X X

Changes to high potential  
selection process

X X X

Source:RedThreadResearch,2022.

Figure9:ExampleactivitiesthatimpactDEIB levers
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Real-World Threads
DoorDash promotes internal talent through its “Elevate” program

In early 2019, DoorDash, the food-delivery startup, implemented a DEIB 
program, Elevate, an internal sponsorship project designed to help 
advance the careers of women of color.

Because the executive team was already convinced about the need for 
such a program, leadership buy-in was quick. However, the program 
foundersspentsignificanttimeeducatingleadersonthedifferences
betweenmentorshipandsponsorship.Specifically,theyclarifiedthat
managersmayoffersupport,training,advice,andcoachingaspartof
mentorship, but a sponsor should also be an active advocate.

The program is designed for women of color who aspire to hold 
leadership positions. Participants (called fellows) receive sponsorship 
from senior management for 6 months. The fellows engage in several 
activitiesthroughouttheprogram,includingattending:

• One-on-one coaching sessions with an external executive coach

• Executive sponsor meetings with company directors and  
C-suite members

• Career workshops

• Leadership team meetings

The activities aim to help them gain visibility, understand the language 
leaders speak at that level, and widen their network.

To track success, the company runs surveys before and after each 
program iteration. The surveys measure satisfaction rates for 
participants, including what they thought of the coaching and their 
sponsor. It also tracks retention and promotions of attendees, as well 
as internal mobility.

After 3 cohorts, Elevate has shown signs of success. 

Within 6 months of completing the program, 38% of fellows earned 
promotions,asignificantincreaseascomparedwiththeirnon-Elevate
peers. Additionally, 20% of alumni took lateral steps within the company.

“Rather than just focus on 
recruiting and getting more senior 
women of color externally, we 
wanted to focus on investing in 
talent internally.” 
—Bie Aweh, Senior Learning and Development 
Manager For Women, Non-Binary and 
Underrepresented Talent Development, DoorDash 

https://www.wired.co.uk/article/diversity-inclusion-success
https://www.wired.co.uk/article/diversity-inclusion-success 
https://www.wired.co.uk/article/diversity-inclusion-success 
https://www.wired.co.uk/article/diversity-inclusion-success 
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Making it happen:
Enabling levers & activities 
While strategy may be set by a subset of leaders, it comes to 
life through everyone. Therefore, it's essential for you to share 
detailsofthestrategythroughouttheorganizationandto
distribute the authority to act on it broadly.  

Thismeansthatoncetheinfluentialleversandactivities 
havebeenidentified,youmustprovidetools,resources,and
empowermentforeveryoneintheorganizationtotakeaction.

 

Levers & activities: A checklist to 
jumpstart your efforts 

    How do we enable action at every level? 

   Who is responsible for which parts of  
the strategy?  

Haveweclarifiedwhatdecision-makingrights
leaders have? 

  What role does everyone need to play? 

   How can we enable individuals at all levels to 
drive DEIB? 

    What tools and resources do people need to 
implementthestrategyeffectively?

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics
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Tech:
The great scaler
Foralongtime,thecombinationoftechnologyandDEIB—
beyond training and ensuring accessibility—wasn't a thought 
that crossed most DEIB leaders’ minds.  

Thathaschanged.InourinitialreportfromFebruary2019,
Diversity & Inclusion Technology: The Rise of a Transformative 
Market,weidentified89vendorsinthespace.Inourmostrecent
reportonDEIBtechnology,weidentifiedmorethan100vendors
thatoffersolutionsacrossallpartsofthetalentlifecycle.

As in so many other areas, DEIB tech can dramatically expand 
the scale and impact of your DEIB activities. However, just as 
with any technology implementation, it's essential that you 
have all other critical decisions—your “why,” goals, strategy, and 
levers / activities—made before you select any tech. Otherwise, 
youcouldbeselectingtechnologythatwillscaleyourefforts…
in the wrong way.  

Beforeimplementinganynewtechnology,youshouldanalyze
your existing tech for biases that may exist either within the 
systems themselves or in how they're used. Then apply that 
same criteria to any new tech you may implement.  

    

“DEIB technology is enterprise software 
that provides insights or alters 
processes or practices, at the individual 
or organizational level, in support of an 
organization's efforts to become more 
diverse, equitable, inclusive, and to 
enable belonging.”

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics

Source:RedThreadResearch,2021.

https://redthreadresearch.com/discover-the-new-landscape-of-di-tech/
https://redthreadresearch.com/discover-the-new-landscape-of-di-tech/
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DEIB tech: 
You may already have it 
When we think about DEIB tech, there are 3 types 
of vendors: 

•  “DEIB Focus” vendors: These vendors’ primary business 
ishelpingorganizationsaddresstheirD&Ichallenges.An
example of this is a vendor whose product focuses only on 
reducing unconscious bias during hiring.  

•  “DEIB Feature” vendors:Thesevendorsofferfeaturesor
functionalitiesthatcaterspecificallytoD&Ineeds,buttheir
primary business includes more than D&I. An example of this 
is a recruiting software vendor whose product can make all 
resumenames/identifyinginformation“blind”tominimize
unconscious bias. 

•  “DEIB Friendly” vendors: These vendors do not address D&I 
as their primary focus, and they don't market themselves 
specificallyasdoingso—buttheirfeaturesorfunctionalities
couldpositivelyimpactdiversityandinclusioninorganizations.
An example of this is a recruiting software vendor that uses 
artificialintelligence(AI)torecommendappropriatecandidates
to hiring managers. 

It’simportanttounderstandthesedifferencesbecausethey
canemphasizethatyourorganizationmayalreadyhave

technology—a“Feature”or“Friendly”tech—whichcanbe
leveraged for DEIB purposes.  

Critically, many vendors have added DEIB features to their 
offerings(seeFigure10)inthelast2years,makingitmorelikely
than ever that your existing tech already has some capabilities in 
this area.  

After reviewing your existing technology, if you don't have a way 
to scale your strategy and activities, then consider some of the 
DEIBFocustechnologiesthatmayhelpyouachieveyourgoals.
OurDEIBtechresearchcanhelpyoufindsolutions.

Figure10:TypesofDEIBtechvendors,2021vs.2019
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Source:RedThreadResearch,2021.
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Making it happen:
Using tech to drive impact
Oneofthebiggestbenefitsoftechnologyisthatitcanhelp
identify insights which either have been missed or considered 
too politically sensitive to surface. By tracking, measuring, and 
analyzingactionsandbehaviors,techcanhighlightbiasesthat
otherwise wouldn't be discussed. 

Technology: A checklist to jumpstart  
your efforts 

    What technology do we currently have that can 
be leveraged for DEIB purposes? 

   How can we leverage tech to  
raise awareness among people on issues  
around DEIB? 

   Which technologies do we need to add to help 
us meet our goals? 

   Are there certain technologies that we need to 
get rid of? 

71%  
of people believe business leaders are 
incapableofrecognizingracism around 
them.
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“It’s my responsibility as the CEO of this 
company to make sure it doesn’t fall 
off the agenda. I think by setting goals 
for ourselves in the short, medium, and 
long term, we can then hold ourselves 
accountable. And I expect the GM team 
to hold me accountable.” 
—Mary Barra, CEO of GM, speaking about inclusion 

https://www.cnbc.com/2020/06/09/gm-ceo-its-my-responsibilityto-drive-change-after-floyds-death.html
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Data: Creating transparency &
enabling accountability
One of the biggest shifts we’ve seen is a higher 
level of focus on identifying, analyzing, and 
democratizing DEIB data.  

•  Identifying DEIB data:Whileorganizationshavetracked
diversity data for compliance reasons for years, the focus  
hasshiftedmorebroadly.Organizationsarenowtryingto
understand the employee experience for diverse populations 
andhowthatdiffersfromthemajoritypopulation.We’realso
hearingaboutorganizationsseekingmoreforward-looking
metrics—not just pipeline or representation metrics, which are 
backward-looking. 

•  Analyzing DEIB data: Historically, given the perceived 
sensitivity of this data, the analysis and reporting of DEIB data 
have been done by a small group of employees. The recent 
proliferation of data technologies has expanded the groups 
thatcanaccessandanalyzethesedata,makingitmorelikelyto
be done.  

•  Democratizing DEIB data: Given higher expectations from 
employeesandotherstakeholders,organizationsaresharing
more data on DEIB than ever. The key will be in ensuring 
accountability for changes, which is a responsibility of both 
organizationalleadersandstakeholders.

Real-World Threads : Accountability at Bank of America

Bank of America continues to make progress on its 
commitment to DEIB due to the support provided by 
its Global D&I Council, which is chaired by the bank’s 
CEO. The council comprises several senior executives 
across businesses and regions. The CEO attends every 
session. The council helps set priorities and hold the bank 
accountable to drive progress. Additionally, the bank’s 
boardandCEOoverseeculture,andholdtheorganization
and DEI team accountable for their work to support 
internal talent and address societal issues.

Theprogressisreflectedinthebank’sHumanCapital
Management Report, which shows that the progress 
for underrepresented groups is largely due to their 
accountability and governance structure. In addition 
to making progress in the gender diversity in its 
global workforce, It's closing gaps at senior levels and 
managementteamsaresignificantlydiverse.Currently,3
out of 8 business lines at the bank are women-led.
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Real-World Threads
Intel promotes DEIB transparency and accountability

"We are looking at being 
transparent and holding 
ourselves accountable like we 
want our employees and the 
industry to hold us accountable. 
We're taking this year to reassess 
and ensure that our Corporate 
Social Responsibility (CSR) work is 
truly forward-thinking and will get 
us to a great place by 2030." 
—Dawn Jones, Chief Diversity and Inclusion Officer 
and Vice President of Social Impact, Intel

Since 2015, Intel has publicly shared percentages around its D&I data 

aspartofitsenvironmental,social,andgovernance(ESG)work.Further,

in 2019, Intel made its pay data public and announced that it had 

achieved gender pay equity globally and race / ethnicity pay equity in 

theU.S.In2022,Inteldecidedtogoastepfurtherandsharerawdata

in addition to the percentages in its reports.  

This level of transparency for Intel has resulted in increased 

accountability and a desire to do better when achieving its DEIB  

goals.Theresultsareindicativeoftheefforts.

In 2020, the company had 1,250 women and 380 underrepresented 

minorities(URMs)inseniorleadershiproles.Thecompany’stargetfor

2021 was to reach 1,375 women in senior leadership. It surpassed its 

goal by 74, ending the year with 1,449 women in senior leadership roles 

acrosstheglobe.TheU.S.URMnumbersforseniorleadershiproles

also increased to 444.

Eventhoughthecompanycontinuestopushitsefforts,ithas

witnessedadropinsomeplaces.Forexample,itsawadeclinein

technical roles held by women from 25.2% in 2020 to 24.3%  in 2021. 

The company has set goals to exceed 40% representation of women 

in technical positions by 2030. To achieve this, the company will be 

implementing targeted programs to increase the number of women 

hired for technician, engineering hardware, and software roles through 

sourcing, pipelining, and workforce development initiatives.

The company aims to increase the representation of Black / African 
American employees in senior, director,  and executive-level roles in the 
U.S.workforceby10%bytheendof2022.Italsoplanstoachieve30%
female representation in technical entry-level hires and  $1.4 billion in 
annual spending with diverse suppliers.

https://www.forbes.com/sites/carolinamilanesi/2022/05/16/intel-underlines-transparency-and-accountability-by-sharing-diversity-and-inclusion-raw-data/?sh=999a14e40eb2
https://www.intel.com/content/www/us/en/diversity/eeo-1-pay-disclosure-report.html
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Making it happen:
Data, analytics & metrics
Many companies can fall into the trap of “check the box,” 
forwhichDEIBeffortsbecomesomethingyou have to do 
becauseit'srequired.Bytyingeffortstoactualmetricsthatare
reported and connected to potential rewards, you can embed 
accountability. 

Additionally, establishing metrics that can be tracked 
consistently might be one of the most crucial steps you can take 
in the process. 

“In every organization, there is a need for a set 
of standardized metrics that can be applied 
across the business, and customized metrics 
that are specific to each business, to ensure 
equitable measurement.”  

—Crysta Dungee, DEI leader

Data, analytics & metrics: A checklist to 
jumpstart your efforts

    What data will help us understand if we're 
making progress toward our goals? Do we  
have both forward-looking and backward-
looking goals?  

    How can that data be consolidated into 3–7 
metrics we can track consistently? 

    Which metrics can be connected to either 
carrots or sticks to drive accountability? And  
for whom?  

  What data / results must we share with everyone?  

   What other data / results should we share with 
other audiences? 

   How often must we share that data with  
those stakeholders?  

Why | Goals | Strategy | Levers & activities | Technology | Data, analytics & metrics

30% of business, HR, and D&I leaders 
areawarethattheirorganizationscollect
andanalyzeD&Idata,comparedtoonly
15% of employees.

https://www.pwc.com/gx/en/services/people-organisation/global-diversity-and-inclusion-survey.html
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“If we want to make change, [then] 
we have to have a target and 
accountability. If [a goal] is important, 
we attach a number and a timeline to 
see if we’re making progress on that.” 
—SVP, Head of People Sustainability and Chief D&I Officer, Technology company
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Trends for 2022 & 2023
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Trend #1
Ensuringreturntoofficeisn’treturnto2019

One of the most remarkable sets of data from the last 
few years compares the return-to-office preferences of 
different demographic groups. As shown in Figure 11, most 
underrepresented populations prefer to be in the office much 
less frequently than their white colleagues. 

Qualitative research reveals that one of the primary reasons 
for this is the significant reduction in microaggressions and 
other types of harassment when employees worked remotely. 
As employees are in the office more regularly, leaders need 
to be aware of this issue, and implement workplace practices, 
behaviors, education, and resources to mitigate it. 

There's also the topic of employees who return to the office 
much less often, as they require the flexibility they've found over 
the last several years. Research shows that, among knowledge 
workers, underrepresented populations desire flexibility much 
more than other populations. 

This is also the case for working parents, for whom 57% of  
working mothers and 48% of working fathers want to work 
remotely 3-5 days per week (see Figure 12). However, the 
same research shows many working parents (46%) fear that 
working remotely will negatively affect their career trajectory (as 
compared with just 34% of nonparents).  

As leaders look to adjust their return-to-office policies, they 
should consider (if they haven't already) how they'll design 
their talent practices to minimize the impact of proximity bias. 
This is especially important since it appears underrepresented 
populations may take more advantage of flexible work 
arrangements. 

Approaches, such as the following, can go a long way in 
addressing this issue:

• Analysis of performance scores or promotions by  
in-office time

• Ensuring every employee has a career conversation 

• Making access to information about development and 
promotions more transparent 

Figure11:PercentageofU.Srespondentswhopreferahybrid
or fully remote work arrangement

Source:FutureForumPulse, 2022.

Figure12:Percentageofworkingparents(knowledgeworkers)
who want to work remotely 3–5 days a week

Source:FutureForumPulse, 2022.
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https://futureforum.com/wp-content/uploads/2022/04/Future-Forum-Pulse-Report-April-2022.pdf
https://futureforum.com/wp-content/uploads/2022/04/Future-Forum-Pulse-Report-April-2022.pdf
https://futureforum.com/wp-content/uploads/2022/04/Future-Forum-Pulse-Report-April-2022.pdf
https://futureforum.com/wp-content/uploads/2022/04/Future-Forum-Pulse-Report-April-2022.pdf
https://futureforum.com/wp-content/uploads/2022/04/Future-Forum-Pulse-Report-April-2022.pdf
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Trend #2
Auditing existing talent practices and technologies through a DEIB lens   

Due to the events of the last 2 years, organizations have a 
higher level of insight into the challenges of underrepresented 
populations. Many DEIB-specific resources have been launched 
to help address these challenges, such as employee resource 
groups (ERGs), hiring a DEIB leader, and providing DEIB training.

While helpful, these approaches don’t address systemic bias. 
To do this, leaders need to look at their talent systems—
their practices and technologies. Figure 13 highlights DEIB-
related practices that U.S. employees believe would help their 
companies’ long-term success while also benefiting DEIB.

One of the most important places to start looking is where 
critical talent decisions are made—hiring and advancement. 
Analyzing those talent processes for potential biases is a really 
good place to start. For example, one organization we’ve spoken 
with has put in place a “candidate advocate” on interview and 
promotion panels to listen specifically for potentially biased 
comments (e.g., “She’s got a young kid at home, so she probably 
doesn’t want this opportunity.”). Other standard practices 
include having diverse hiring / promotion panel slates. 

Another area many companies are focused on today is pay 
equity. Many organizations can help companies analyze existing 
pay practices and plan for appropriate adjustments. 

92%Equal opportunities for advancement

91%Equal opportunities in hiring

91%Safe process for reporting and addressing workplace
discrimination or harassment

91%Education and training for workers

82%Annual pay analyses across demographic groups

77%Community support by sourcing from minority-owned
suppliers and donating to local education

71%Disclosure of progress toward diversity goals by
reporting demographic statistics

66%Equal opportunity for formerly incarcerated people in
job application process

65%Boards of directors with diverse racial and ethnic
backgrounds

Figure13:PerceptionofwhetherthefollowingDEIB-relatedpolicieshaveapositiveimpactonacompany’slong-termsuccess

Source:Just Capital, 2022.

https://justcapital.com/reports/americans-agree-that-advancing-racial-equity-starts-with-paying-a-fair-wage/
https://justcapital.com/reports/americans-agree-that-advancing-racial-equity-starts-with-paying-a-fair-wage/
https://justcapital.com/reports/americans-agree-that-advancing-racial-equity-starts-with-paying-a-fair-wage/
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Trend #3
The increasing importance of DEIB metrics   

WedefineDEIBmetricsas:

Metrics that help leaders analyze and monitor the 
state of diversity, equity, inclusion, and belonging 
within the organization.

As alluded to earlier, DEIB metrics are increasingly required by 
investors, customers, and candidates. It's important to note that 
we'll soon see more required disclosures from the SEC, which will 
heighten the need to produce high-quality DEIB metrics. 

However, external disclosures are not the only reason to focus 
onDEIBmetrics.Instead,organizationsshouldprovideDEIB
metrics, along with a straightforward narrative around them 
(especially around why they may not be able to change as fast as 
somedesire),todispelrumorsanddistrustwithinorganizations.
AsshowninFigure14,a substantial percentage of employees 
don't trust colleagues to tell them the truth about racism, 
diversity,equity,andinclusionintheorganization.

Partofthereasonforthelackoftrustisthis:Companies
canappeartobe“cherry-picking”thespecificmetricsthey
share. As shown in Figure15, some metrics, such as board 
data disclosures and overall workforce diversity numbers, 
are commonly reported by companies. However, some of the 
metrics which could potentially cast companies in a more 
negative light, such as racial / ethnic pay ratio or diversity 
targets by race / ethnicity, are less reported upon. 

As we all know, providing metrics around DEIB won’t necessarily 
change everyone’s mind. However, by being clear about where the 
organizationisonDEIBandwhyspecificmetricsarebeingshared
versus others, leaders can start to build trust with employees. 
Over time, regular disclosures of metrics—and improving those 
metrics—can strengthen employees’ trust in this topic. 

Figure14:Percentageofemployeeswhotrustotherindividuals
to tell them the truth about racism, diversity, equity & inclusion 

withintheirorganization

Source:Edelman, 2022.

Figure15:PercentageofAmerica’slargestemployers
addressing racial equity in 2022, by metric

Source:Just Capital, 2022.
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https://www.sec.gov/rules/proposed/2022/33-11068.pdf
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://justcapital.com/reports/2022-corporate-racial-equity-tracker/
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://www.edelman.com/sites/g/files/aatuss191/files/2022-06/2022%20Edelman%20Trust%20Barometer%20Special%20Report%20Business%20and%20Racial%20Justice.pdf
https://justcapital.com/reports/2022-corporate-racial-equity-tracker/
https://justcapital.com/reports/2022-corporate-racial-equity-tracker/
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Conclusion
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The time is now for DEIB leadership

Here & now  
The last few years created a unique set of conditions that 
madepeople,organizations,andsocietymoreopento
making meaningful changes to diversity, equity, inclusion, 
and belonging than ever before.  

Create a holistic DEIB system  
While it remains crucial that you create DEIB strategies 
alignedtospecificneeds,youalsoneedtocreatealignment
acrosstheentireDEIBsystem—from“why”theorganization
focuses on DEIB down to leaders’ data, analytics, and metrics. 
This will create a much more cohesive and stronger system 
to support DEIB. 

Be prepared 
Ourresearchindicatesthatorganizationsneed—and
employees demand—to take action on DEIB. By creating an 
alignedDEIBsystem(seeFigure16),,yourorganizationwill
be better prepared to tackle whatever comes next.  

Source:RedThreadResearch,2022.

Figure16:6questionstoalignDEIBefforts
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