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In this time of renewed commitment to racial justice and workplace equity, many 
organizations are critically analyzing their practices, policies, and organizational culture 
through this new lens. Arguably, organizational cultures rarely change on their own 
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without a significant jolt and that means that this moment requires boldness – bold 
action by companies, bold risks by leaders and oftentimes bold and courageous 
conversations in everyday workplaces. Changing the status quo may require questioning 
the way we’ve always done things, challenging traditional processes, reconsidering 
decision-making criteria and even calling out or pushing back on some comments and 
assumptions. While being bold might feel quite natural (even cathartic) for some, the 
truth is that it can be awkward and downright terrifying for others.  
All that said, this doesn't mean you shouldn't be thoughtful (even careful) with how you 
broach these issues or handle difficult situations when they present themselves. Too 
often though the most dangerous choice is to simply do nothing – say nothing because it 
feels uncomfortable. Indeed, claiming antiracism may be popular, but doing the work 
certainly isn’t easy so here are a few suggestions to consider when broaching difficult 
race related conversations. 
1.     Pick the right time. If you just finished watching an intense documentary and are 
still reeling a bit emotionally, it's probably prudent to take a step back and collect 
yourself before launching into a diatribe on the group’s questionable promotion 
practices. Rarely, do we choose the best words when we're highly emotional. To be 
clear, it can be perfectly appropriate (even necessary at times) to display authentic 
emotion around this sensitive issue, but just make sure you're in charge of your 
message and your emotion isn’t in charge of you. 
2.    Pose provocative questions. As a facilitation trainer, I learned long ago that one of 
the best ways to broach a difficult topic is to turn it into a question. Particularly in group 
settings, questions can be powerful ways to surface issues in a less threatening way. 
Example: “Given our renewed focus on antiracism, should we possibly review our 
conference speaker lineup to ensure we’re comfortable with the diversity of speakers?” 
3.    Use "we" vs. "I" language. Using inclusive “we” vs. “I” language can subtly suggest 
common interests and goals. Quite likely, you’re not the only one with your point of 
view. You just may be the only one who feels strongly enough about it to say something. 
Example: “I’m sure we all agree that this organization isn’t where it needs to be on the 
issues of antiracism and inclusion, so it might be helpful to think through how we might 
reflect equity and inclusion in our team goals and metrics.” 
4.    Do your research. The data around the case for increased inclusion is overwhelming 
so be sure you bring the facts. If your company has no people of color on its board, 
that's a fact. If your company lags behind its industry peers on key diversity and 
inclusion metrics, that's a fact. If your company uses very few suppliers of color, that's a 
fact. As they say, "we're entitled to our own opinions but not our own facts." Bringing 
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the data is so important because it helps make the case in a very objective way, and 
many leaders are more responsive to data than emotion. While equity is a human rights 
issue and shouldn’t require a business case, it generally doesn’t hurt to equip yourself 
with statistics around the financial/business benefits of diversity and inclusion. 
5.    Find allies. If you want to bring up a difficult issue during a meeting, consider 
checking with a few others who might hold similar views but just haven’t been 
courageous enough to speak up. If they will cosign on your idea, it will not just make it 
easier to raise but also provide powerful momentum to help the idea or issue gain even 
more traction. Having said that, remember that this moment requires boldness and 
some risk so don’t make this a prerequisite for action. Remember that Rosa didn't take a 
poll before she acted. She just acted. 
6.    Be authentic and clear. It’s my fervent belief that every human being on the planet 
has the right (if not the responsibility) to stand up for themselves and demand respect in 
the workplace – hard stop. Thus, there should be no shame or equivocation about 
calling out microaggressions or failings where necessary. Example: “Guys as the only 
person of color on this team, I would be doing our organization a disservice by not calling 
attention to our continued lack of diversity within leadership levels. I’m sure I’m not 
alone in thinking that we can do better. Your thoughts?” Sure, this type of diversion 
from regular programming just may create a bit of frost in the room, but discomfort is 
often a feature, not a bug on the path towards racial justice. 
7.    Stay focused. Oftentimes when others feel defensive, they attack the messenger or 
try to pivot to a completely different topic. Choose your words carefully to minimize 
discussion scope creep. For example, there’s a difference between asking “How is our 
company doing on diversity and inclusion?” vs. “How many Blacks are represented on 
the executive leadership team?” The latter is much more focused while the former may 
be an invitation for vague equivocation, excuses and off topic rambling. It’s important to 
stay focused, be absolutely clear in your position and even suggest continuing the 
conversation at a later time if you feel the atmosphere has degenerated.  
8.    Be action oriented. If you’re going to focus on a specific problem, come with a 
specific solution (or at least a recommendation) of how to address the problem. This 
does not mean that it’s acceptable for groups with a history of decades of rampant 
discrimination or a toxic culture to lay the problem in the lap of their one Black leader 
and charge them with solving it. Nor does it mean that as soon as you voice a race 
related concern, you should then be expected to start and lead a new diversity 
committee. It does however suggest that if you’re going to raise specific problems, you 
should have already thought through some suggestions on how to address them. 
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Contrary to how some may choose to spin it, standing up for your values and/or 
demanding respect in an unapologetic and authentic way is not disrespectful to the 
organization. It's calling the organization to be better. It's asking an organization that 
you love to become a better version of itself. Yes, most would agree that if the 
organization is completely antithetical to your values, it's probably time to move on, but 
in some ways, that’s the easier option (albeit the right choice in certain circumstances). 
The harder more impactful approach is rolling up your sleeves to broach the hard 
conversations, take the blow back but continue to move forward fully expecting the 
organization to evolve and be better. As the late U.S. Representative Elijah Cummings 
chided Congress during a testy IRS hearing, "We're better than that." And of course, he 
was right. It was what the body needed to hear - even though it may not have been 
what they wanted to hear. Similarly, in our workplaces, we must realize that 
organizational cultures won’t transform by osmosis. It will require consistent, deliberate 
action and more than a few courageous conversations. 
Follow me on LinkedIn. Check out my website or some of my other work here.  
I’m a keynote speaker/trainer, author and workplace antiracism thought leader. I’m a 
firm believer in encouraging truly collaborative workplace cultures, helping 
…Read More 
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Diversity Lab Announces Mansfield Rule-Certified 
Legal Departments
“We did have a noticeable uptick in interest after George Floyd's murder and the 
subsequent national reckoning with racial injustices and are still seeing increased interest 
from legal departments looking to sign up for the next cohort,” Leila Hock, director of 
legal department partnerships and inclusion initiatives at Diversity Lab, explained.

By Dan Clark | August 27, 2020

Credit: Rawpixel.com/Shutterstock.com

Diversity Lab announced Thursday that 19 of the 22 legal departments that signed on to the pilot 
version of the Mansfield Rule: Legal Department Edition have been Mansfield-certified.

Click to print or Select 'Print' in your browser menu to print this document.

Page printed from: https://www.law.com/corpcounsel/2020/08/27/diversity-lab-announces-mansfield-
rule-certified-legal-departments/

NOT FOR REPRINT

Page 1 of 3Diversity Lab Announces Mansfield Rule-Certified Legal Departments | Corporate Counsel

10/2/2020https://www.law.com/corpcounsel/2020/08/27/diversity-lab-announces-mansfield-rule-cert...



The certified legal departments are Axiom; BASF Corp.; Compass Minerals; DaVita Inc.; Delta 
Dental of California; First National Bank of Pennsylvania; Ford Motor Co.; Hillrom; Jacksonville 
Jaguars; LendingClub Corp.; Lincoln Financial Group; MassMutual; PayPal; SurveyMonkey; Turo; 
Uber Technologies Inc.; U.S. Bank; VF Corp.; and Voya Financial Inc.

Gap Inc., Symantec Corp. and ThredUp Inc. did not ultimately participate in the full certification 
process for the pilot version, but they are participating this year. Leila Hock, director of legal 
department partnerships and inclusion initiatives at Diversity Lab, said they made structural 
changes within their companies that kept them from being able to finish out the full year.

She noted none of the legal departments dropped out because of the new coronavirus.

Larry Port, chief legal officer of Voya Financial in New York, said his legal department is very small 
and did not have any hiring opportunities during the yearlong period.

“We did become aware of new structures and processes to put in place when those opportunities 
arise and are leveraging that same knowledge as we apply it to our internal mobility/advancement 
of our in-house counsel,” Port said in an email to Corporate Counsel.

Port said his company is among the 54 announced Thursday to sign up for the Mansfield Rule: 
Legal Department Edition 2.0.

“There’s always room to improve. And, we want to become better at this for societal change. We 
hope our participation encourages others to join in and become more diverse,” Port said.

Union Pacific Railroad, McDonald’s Corp. and Booz Allen Hamilton are among the companies that 
also signed on to the second version of the program.

Hock explained the main difference between the second version of the program and the pilot is 
that it will last for two years. Additionally, Diversity Lab is requiring departments to track their 
candidates on a disaggregated basis by population. The pilot version asked legal departments to 
consider at least 50% of underrepresented candidates for internal roles and when hiring outside 
counsel.

“Rather than just, did we meet the 50% metric, they’ll actually be tracking, for example, ‘60% of our 
candidates were women, 30% were racial and ethnic minorities,’” Hock explained.

Booz Allen Hamilton was not a part of the pilot program. However, the company’s chief legal 
officer Nancy Laben said she looks forward to participating.

“Our firm’s longstanding commitment to diversity, equity and inclusion will be strengthened by 
the Mansfield Rule as we recruit, retain and advance the next generation of legal leaders to help 
shape the transformational work we do as a business and for our clients,” Laben said.

The number of legal departments that signed up for the second version of the program did not 
surprise Hock. She said there were many legal departments still interested in joining after sign-ups 
closed last year and many that are interested in joining the next cohort.
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“We did have a noticeable uptick in interest after George Floyd’s murder and the subsequent 
national reckoning with racial injustices and are still seeing increased interest from legal 
departments looking to sign up for the next cohort,” Hock explained.

Read More: 

How the Mansfield Rule for In-House Counsel is Faring Under COVID-19
(https://www.law.com/corpcounsel/2020/05/29/how-the-mansfield-rule-for-in-house-counsel-is-
faring-under-covid-19/)

More Than 20 Legal Departments Sign On for In-House Mansfield Rule Pilot
(https://www.law.com/corpcounsel/2019/10/24/more-than-20-legal-departments-sign-on-for-in-
house-mansfield-rule-pilot/)

Copyright 2020. ALM Media Properties, LLC. All rights reserved.
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Implicit Bias in the Workplace 

Although women attorneys have made major progress in recent decades, we continue to face unique challenges to 

success in the workplace. In today’s world, the challenges are not typically reflective of explicit bias, but rather 

implicit bias, which in many ways is much harder to address. The reason: it is a bias that is hidden, unseen and 

unrecognized in each of us. Many of us do not even believe that this implicit bias exists, which makes it much 

harder to root out.

Advertisement

Neuroscience and examinations of the human brain continue to demonstrate that all of us have certain attitudes or 

stereotypes that affect our understanding, actions and decisions in an unconscious manner. These biases, which 

encompass both favorable and unfavorable assessments, are activated involuntarily and without an individual’s 

awareness or intentional control. Residing deep in the subconscious, these biases are different from known biases 

that individuals may choose to conceal for the purposes of social and/or political correctness. Women have biases 

as well, often the same conceived biases regarding how women “should” behave. They too grew up with the same 

influences and social expectations that help to create these inherent biases.

Harvard.edu has a popular implicit bias test that more than 5 million people have taken; the results indicate most 

people have an inherent bias against those who do not look like them. Any combination of gender, ethnicity, sexual 

orientation or age can affect that bias.
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Surely if we were consciously displaying a bias, all of us would reject it. Most everyone believes themselves to be 

gender neutral when it comes to workplace or similar decisions. We assume that statistics regarding gender 

disparity relate to other employers, not us. Since we all have sisters, daughters and spouses, of course we would 

treat women at work fairly.

The reality is that we all have some kind of implicit bias, often making us feel less comfortable around people who 

do not look like we do. The implicit associations we harbor in our subconscious cause us to have feelings and 

attitudes about other people based on characteristics such as race, ethnicity, age, gender and appearance. These 

associations develop over the course of a lifetime, beginning at a very early age through exposure to direct and 

indirect messages, as well as life experiences. These biases are an individual’s reaction to a person even before one 

meets them or they open their mouths to say hello. Often it is an assumption that the brain makes about that 

person’s personality based on nothing more than their ethnicity, their gender or their appearance.

The perception in the legal field is that getting ahead relies purely on objective merit, but at times the playing field is 

not level for women and other minorities. Inherent bias can unconsciously infiltrate into decisions about hiring, 

compensation and elevation. Chances are that your decision making has been affected by your own inherent 

biases, and impacted the objectivity brought to your decision-making process in the workplace.

The statistics continue to point to concerns that need to be addressed. Here are some examples.

Pay disparity:

◾ In 2014, women working full time in the U.S. were paid 79%of the wages paid to men for the same job.

◾ The wage gap narrowed in the 1970s, but women in the legal field currently work an average of 8 hours more 

per week than men work, but receive 80 % of the compensation that goes to their male colleagues.

◾ Women are often labeled as greedy and aggressive and not team-driven when asking for a well-deserved 

raise or bonus; men are viewed as strong and good negotiators.

For women lawyers specifically:

◾ Florida Bar 2015 Young Lawyer’s Division Survey found that 43% of the state’s young female attorneys have 

encountered one or more instances of discrimination, including gender bias, harassment, and pay 

differentials.

◾ While U.S. law school enrollment is statistically evenly split among men and women, and leadership on Law 

Review is comparable with 46% of the posts held by women, the level of equality switches radically once 

young women start work.

◾ With every passing year of attorney development, the number of women declines. The entering classes of 

new associates at most major U.S. law firms is 40-45 women, but that number dwindles to around 25 % of 

new partners and continues dropping to 18% of equity level partners.

Double standard in parenthood:

◾ Research shows mothers are penalized in pay and promotions because employers assume they will be less 

committed to

◾ Fathers get raises because employers think they will be more committed to “bread-winning.”

What Can Be Done?

We all need to accept that we have implicit biases, and then choose to overcome them. How? Overall, decouple 

preconceived ideas of what women should look and act like. Step out of your personal comfort zones. Stop and 

evaluate decisions that may be affected by implicit bias. Speak out when you see others making decisions that you 

believe are affected by such biases.

This “call to action” requires a plan.
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Elements for a Plan of Action:

◾ Take the initiative and spread the word in our circles of influence to help reduce implicit bias at work, home 

and in our communities.

◾ Speak up when you hear gender bias, if not with a boss at least with peers.

◾ Question the recommendations of peers to ensure that they are not influenced by bias.

◾ Discuss the issue with everyone in your life, including partners, family, sons and friends.

◾ Take steps in business to dissociate the gender and physical appearance from a decision by looking at 

resumes without names.

◾ Use standardized questions for interviews and introduce objective performance criteria.

◾ Go out of your way to provide leadership opportunities for women.

◾ Focus on creating or moving forward a culture of change that embraces women in leadership positions.

◾ As a woman, do not be afraid to ask for business and ask for more money.

◾ Do not just simply network with potential clients—ask them for their business.

◾ Look for leadership opportunities outside of the workplace, like a bar or community organization.

Those of us who have made it to the top now have an opportunity to lead the way for equal opportunities for 

others. The phenomenon of women choosing to leave the profession just at the point in their careers when they 

should be reaching the pinnacle of success  has never been studied or explained.

To start the process of exploring the issues and framing solutions, during my year as president of the American Bar 

Association we will undertake a research project—Ladders, Labyrinths and Leaders: A First Look at the Life Cycles 

and Long-term Careers of Women Lawyers. This first-of-its-kind project will aim to bring national attention to the 

need to retain women lawyers and reverse this damaging attrition.

Along with the research study that will examine the attrition of women in all practice settings, a prominent summit 

will focus on steps for the implementation of equitable compensation practices, and other best practices that are 

needed to help reverse this disturbing trend. If women continue to leave the practice of law in such high numbers, 

we can never hope to see parity of women in key firm leadership positions. Together we can work to create a level 

playing field and get rid of the old biases that still linger.

About the Author

Hilarie Bass serves as co-president of Greenberg Traurig and is president-elect of the 

American Bar Association.

(Feature Image Credit: ShutterStock)
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ABA Diversity and Inclusion 360 Commission
Toolkit Introduction

Dear User, 

The information provided in this Toolkit is designed to help you recognize some of the biases that we all have, includ-
ing, specifically, the implicit biases of judges, prosecutors, and public defenders. The goals of this toolkit are to: 

1. Explain the social science term implicit bias; 

2. Provide some examples of where implicit biases live and thrive; 

3. Explain how they exist; 

4. Raise consciousness about the power of these unknown “mind bugs,” as some have called 
them, and their ability to negatively impact decision-making; 

5. Help you identify some of your own implicit biases; 

6. Examine how implicit biases might show up in the performance of your job; 

7. Provide some tools to help you catch and correct snap decision-making that may be linked to 
harmful implicit biases; and 

8. Provide you with the knowledge that will allow you to help others catch decision-making that 
might be based on implicit biases.

We all have biases. Every one of us. This is not a finger-pointing expedition. Rather, we are sharing with you the 
evidence of this science, offering strategies for you to find the implicit biases hidden within you to help you reduce their 
harmful effects. As you learn more about how these biases work in society and in your life, you will not only become more 
mindful and deliberate in your decision-making but also be able to help others in the profession with whom you interact 
regularly: court personnel, including law clerks, officers of the court, other lawyers, parties to litigation, witnesses, and 
jurors. 

Implicit biases are unwitting and unconscious cognitions that include stereotypes, beliefs, attitudes, intuitions, gut 
feelings, and related intangibles that we categorize in our brains—without conscious effort—every fraction of a second.1 
For instance, if we think that a particular category of human beings is frail—the IAT (Implicit Association Test) indicates 
that many of us categorize the elderly in this way2 —we will not raise our guard around them. That is a stereotype in 
action. If we identify someone as having graduated from our beloved alma mater, we will feel more at ease—that is an 
attitude in action.

Your ever-efficient brain automatically organizes all of the information it receives and places the information into 
cognitive boxes, shorthands, or schemas, if you will. A more colloquial way to think of a schema is the aforementioned 
“stereotype,” though the two terms are not entirely interchangeable. Consider some of the data collected about what 
many people think when they see an Asian male. The data shows that many people believe Asians and Asian-Americans 
are extremely smart, excellent students, excellent in mathematics, and pretty good at some martial art; play, really well, 
some musical instrument; and are also really polite, kind, and shy—in other words, the model minority.3 These labels have 

1.)  JERRY KANG, NAT’L CTR. FOR STATE COURTS, IMPLICIT BIAS: A PRIMER FOR COURTS 1 (Aug. 2009), available at http://jerrykang.net/research/2009-implicit-bias-primer-for-courts/. 
2.)   You will learn much, if you have not already, by taking an “implicit association test,” or “IAT” as it is commonly known.  The IAT is explained in other parts of your Toolkit.  One of the IATs deals with how people implicitly view 

the elderly.  The fragile and the elderly are always paired together.  For more about this result in particular or the IAT generally, visit https://implicit.harvard.edu/implicit/. 
3.)  https://www.bing.com/videos/search?q=jerry+kang+ted+talk&view=detail&mid= C199BFAA2157E6F0C7FBC199BFAA2157E6F0C7FB&FORM=VIRE;  see also  Bernadette Lim, “Model Minority” Seems Like a 

Compliment, but It Does Great Harm, N.Y. TIMES (Oct. 16, 2015), http://www.nytimes.com/roomfordebate/2015/10/16/the-effects-of-seeing-asian-americans-as-a-model-minority/model-minority-seems-like-a-
compliment-but-it-does-great-harm.
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implicit origins. Based on information that we are fed in society through television, movies, the media, work, and social 
exposures, our mind quickly creates schemas and puts these associations into one box. These social schemas form 
based on everything that we’ve ever consciously and unconsciously seen and heard. So when we see an Asian male, 
we immediately think of many of the characteristics and adjectives referenced above even though we do not know that 
individual. These judgments, assumptions, and attitudes require no contemplative, deliberate thought. It just happens.

Social scientists categorize our dual ways of thinking into two systems: System 1 and System 2. System 1 is the un-
conscious mode, which helps us make snap judgments and is where our schemas live. System 2 is our deliberative mind, 
i.e., the conscious mode that is active in explicit biases. The focus of this Toolkit is to get you more conscious of System 
1, that place where, as it turns out, 90 percent of your mind operates.

 In a similar vein, we also must think about coded words and microaggressions. Take coded language, for example. It 
is not uncommon for women to be referred to as aggressive or bossy, characteristics viewed positively with male employ-
ees but considered negatively with female employees.4 Is the woman “opinionated” or “sassy”? Why? And why are men 
not ever similarly categorized?5 Consider some race-related terms and words. Inner city and urban education are terms 
most quickly associated with predominantly black, brown, and poor areas.6 Thugs is a word almost exclusively used in 
connection with black men.7 

Microaggression is another type of behavior the ABA is hopeful that this Toolkit will help reduce and ideally eliminate. 
Microaggressions are “commonplace daily indignities, whether intentional or unintentional, that communicate racial slights 
and insults towards [minorities].”8 Studies have shown that the recipients of microaggressions experience greater degrees 
of loneliness, anger, depression, and anxiety.9 There are many examples of microaggressions in daily life, some of which 
include assuming that a black student in an elite school is there because of affirmative action, confusing black attorneys 
for court staff, telling an LGBT person that s/he does not “look like” an LGBT person, telling a black person that s/he is 
“articulate,” touching someone else’s hair without permission, asking people of color where they are from, and assuming 
that all Asian-Americans are Chinese and/or speak an Asian language.10 An attempt to be aware of microaggressions and 
taking a thoughtful approach to language when speaking with minority groups are part of this process of consciousness 
raising, education, and correction.

This program is designed to help with all of these areas. It includes a PowerPoint presentation that focuses on the 
aforementioned goals. It includes a video, too—just a short 10 to 12 minutes, designed to allow you to hear from experts 
and others who perform the very same role that you do in the judicial system. Implicit biases are analyzed in the video; 
and others, whether judge, prosecutor, or public defender, share their own implicit biases and strategies for how they 
work to be continually mindful of them in order to interrupt them. Finally, this Toolkit contains a comprehensive bibliogra-
phy and resource list, including a large category of books, articles, and websites that focus on implicit bias generally for 
those who want to learn more about this fascinating social science; material specifically addressed to judges; material 
specifically addressed to prosecutors; and material specifically addressed to defenders. 

Whether you are a judge, a prosecutor, or a defender, we hope that you find this Toolkit useful. This is fascinating 
yet challenging work. It is not rocket science, but because biases are in our DNA, it 
will require great determination and conscious effort to catch assumptions that are 
made and applied automatically. The Toolkit will reveal the benefits of deliberation, i.e., 
slowing down to take a few extra moments to focus on the person in front of you before 
making decisions that will or might affect that person.

We are confident that you will not only learn about that stranger that lives within you 
but also actually enjoy the materials contained herein and this journey.

Thank you

4.)  See Claire Cain Miller, Is the Professor Bossy or Brilliant? Much Depends on Gender, N.Y. TIMES (Feb. 6, 2015), available at http://www.nytimes.com/2015/02/07/upshot/is-the-professor-bossy-or-brilliant-much-depends-
on-gender.html. 

5.)  See Caroline Turner, Women in the Workplace 2015: Is Gender Bias Part of the Story?, HUFFINGTON POST (Oct. 7, 2015), http://www.huffingtonpost.com/caroline-turner/women-in-the-workplace-20_b_8255008.html. 
6.)  Is the System Racially Biased?, PBS FRONTLINE (2014), available at http://www.pbs.org/wgbh/pages/frontline/shows/juvenile/bench/race.html; see also Jenee Desmond-Harris, 8 Sneaky Code Words and Why Politicians 

Love Them, ROOT (Mar. 15, 2014), http://www.theroot.com/articles/politics/2014/03/_racial_code_words_8_term_politicians_love.html. 
7.)  Id.
8.)  Microaggressions: Be Careful What You Say, NATIONAL PUBLIC RADIO (Apr. 4, 2014, 10:23AM), available at http://www.npr.org/2014/04/03/298736678/microaggressions-be-careful-what-you-say. 
9.)  Id. 
10.)   See Tanzina Vega, Students See Many Slights as Racial “Microaggressions,” N.Y. TIMES (Mar. 21, 2014), http://www.nytimes.com/2014/03/22/us/as-diversity-increases-slights-get-subtler-but-still-sting.html; Heben 

Nigatu, 21 Racial Microaggressions You Hear on a Daily Basis, BUZZFEED (Dec. 9, 2013, 10:27AM), http://www.buzzfeed.com/hnigatu/racial-microagressions-you-hear-on-a-daily-basis#.ouAPDQo8L. 
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The 2020 Diversity Scorecard: Rankings and 
Demographic Leaders
There's a new firm at the top of this year's Diversity Scorecard.

By ALM Staff | May 26, 2020

(Photo: Rawpixel.com/Shutterstock.com) 

Berry Appleman & Leiden, a new firm on the list this year, takes the top spot thanks to an attorney 
pool that is nearly half minority. That bumps last year’s first-place finisher
(https://www.law.com/americanlawyer/2019/05/28/the-2019-diversity-scorecard/), Fragomen, 
down to second. In all, 71 firms had at least 20% minority attorneys, and seven had at least 20% 
minority partners.

Click to print or Select 'Print' in your browser menu to print this document.
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The Diversity Scorecard records the average number of full-time-equivalent minority 
attorneys—Asian-American, African-American, Latino or Hispanic, Native American and self-
described multiracial attorneys—at Am Law 200 and National Law Journal 250 law firms in the 
calendar year 2019.

Read More: The 2020 Diversity Scorecard Shows Progress, but It’s More Precarious Than Ever
(https://www.law.com/americanlawyer/2020/05/26/the-2020-diversity-scorecard-shows-progress-
but-its-more-precarious-than-ever/)

Partner statistics include both equity and nonequity partners. Nonpartner figures include 
associates as well as special counsel, of counsel and other staff attorneys. The survey does not 
include contract attorneys. Lawyers of Middle Eastern heritage are counted as nonminority 
attorneys for the purposes of this survey.

Each firm’s diversity score is calculated by adding the minority percentage of all U.S. attorneys at 
the firms surveyed to the minority percentage of all U.S. partners at those firms.

A total of 38 Am Law 200 and NLJ 250 firms declined to provide us with numbers. The Am Law 200 
firms that did not submit their diversity numbers were: Arnall Golden Gregory, Boies Schiller 
Flexner, Buchanan Ingersoll & Rooney, Cole Schotz, Cole, Scott & Kissane, Pryor Cashman, Spencer 
Fane and Williams Mullen.
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Big Law Opens Wallets to Move the Needle on Racial
Justice
Despite a $5 million commitment from Kirkland & Ellis, law �rms are no match for corporate
America when it comes to pledging dollars. But �rms' pro bono capabilities can amplify their
impact. 

By Dan Packel | June 08, 2020

Kristen Clarke. Photo: Diego M. Radzinschi/ALM

Like their cousins in corporate America, many of the biggest law �rms in the country have responded to the
death of George Floyd at the hands of Minneapolis Police —and the subsequent tidal wave of protests
nationwide—with signi�cant �nancial commitments to organizations like the NAACP Legal Defense and
Educational Fund, the Equal Justice Initiative and the Lawyers’ Committee for Civil Rights Under the Law.

Even at their most substantial—including a $5 million, �ve-year pledge from Kirkland & Ellis —these
contributions don’t match up to the money being put up by the wealthiest corporations in the United States.
The Equal Justice Initiative and the Lawyers’ Committee are both on the list of 12 organizations sharing $10
million put forward by Amazon (https://blog.aboutamazon.com/policy/amazon-donates-10-million-to-
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organizations-supporting-justice-and-equity). And Apple, with $193 billion in cash on hand at the time of its
second quarter earnings report, says it will donate an undisclosed amount of money
(https://www.apple.com/speaking-up-on-racism/) to the Equal Justice Initiative and others challenging racial
injustice and mass incarceration.

But law �rms also have an additional resource beyond their cash reserves—professionals who are capable of
o�ering high level hands-on support.

“We de�nitely are seeing the legal community and corporate community paying more attention to issues
that are front and center to the nation right now. They’re expressing solidarity with our organization’s need
to push against and confront head-on police violence and �ght for racial justice,” said Lawyers’ Committee
president and executive director Kristen Clarke. “Some contributions are accompanied by generous o�ers to
partner with us and o�er pro bono support for our initiatives.”

Beyond Kirkland’s $5 million pledge, to be shared with a group of organizations selected by the �rm’s
diversity and inclusion committee, the most hefty law �rm contributions are all in the mid-six �gures. Cooley
pledged $450,000 to the Equal Justice Initiative, the Montgomery, Ala.-based nonpro�t committed to �ghting
mass incarceration and excessive punishment, while Latham & Watkins is putting forth a minimum of
$500,000 to organizations including the Equal Justice Initiative and the NAACP Legal Defense and Educational
Fund.

Other �rms who say they’re crossing six �gures include Venable; Milbank; Skadden, Arps, Slate, Meagher &
Flom; Ropes & Gray; and Weil, Gotshal & Manges. Paul, Weiss, Rifkind, Wharton & Garrison, a �rm with a
demonstrated history of support for progressive causes, has promised “very signi�cant” contributions to
organizations including the Lawyers’s Committee, the NAACP Legal Defense and Education Fund, the
American Civil Liberties Union, the Southern Poverty Law Center, the Center for Constitutional Rights, and
the Equal Justice Initiative.

Firms pledging to expand their pro bono work directed towards racial equality include Orrick, Herrington &
Sutcli�e, which said it will create a fellowship program enabling at least �ve of its lawyers to devote a year
each to working on civil rights and social justice issue, and Latham & Watkins, which is promising a
“signi�cant expansion” of its work on social justice and equality.

For the Lawyers’ Committee, which is receiving sums from Weil, Milbank and O’Melveny & Myers as well as
$1 million from the Home Depot, (https://corporate.homedepot.com/newsroom/message-craig-menear-
%E2%80%93-racial-equality-justice-all) the infusion of cash o�ers an opportunity to expand e�orts in three
di�erent directions, according to Clarke.

The group, founded in 1963 after President John F. Kennedy asked the private bar to step forward to �ght
racial discrimination, intends to devote further resources to a more just and equitable policy system in the
country.

Also on the agenda is a renewed �ght to ensure access to the ballot in advance of November’s elections.

“Voting is an excellent expression of protest, and voter suppression is alive and well,” Clarke said.

Finally, the organization aims to devote even more attention to combating hate crimes.

“We lead one of nations’ most comprehensive anti-hate initiatives, particularly against African Americans,”
Clarke said. “The support we’re receiving will help us expand that work.”

A spokeswoman for the NAACP Legal Defense and Educational Fund, which also stands to receive signi�cant
donations from across the legal industry, declined to comment on the organization’s plans for the incoming
funds. And representatives for the Equal Justice Initiative did not respond to a request for comment.
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Meanwhile, several other large �rms that have yet to publicly announce contributions say that they’re
moving towards commitments. That’s good news to Clarke.

“Now is not a moment to stand silent. We truly are at a crossroads as a nation. What we choose to do or not
do will determine the fate of our country,” she said. “The legal community and corporate America stand to
play a substantial role in the �ght that lies ahead.”

Read More

Law Firms Voice Support for Change—and Pledge to Donate and Take Action
(https://www.law.com/americanlawyer/2020/06/08/law-�rms-voice-support-for-change-and-pledge-to-
donate-and-take-action/)

‘This Is a Moment’: Civil Rights Lawyers Confront Pandemic and Police Violence Inequities
(https://www.law.com/americanlawyer/2020/06/04/this-is-a-moment-civil-rights-lawyers-confront-pandemic-
and-police-violence-inequities/)

Why I Resist Casual Friday and Other Thoughts on Diversity and Inclusion: A Black Partner’s Perspective
(https://www.law.com/americanlawyer/2020/06/08/why-i-resist-casual-friday-and-other-thoughts-on-
diversity-and-inclusion-a-black-partners-perspective/)
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19 Legal Departments Announced as Mansfield Certified for 2019-2020  

Inaugural Pilot & 54 Sign On to Participate in 2.0 Version 
 

San Francisco, August 27, 2020 – Diversity Lab announced today that 19 pioneering legal departments, 

listed below, have achieved Mansfield Certification after completing the year-long Mansfield Rule: Legal 

Department Edition (MRLD) inaugural 2019-2020 certification program. Due to the overwhelming 

interest in and success of the pilot, 54 legal departments  – more than double the number from the 

initial pilot – have signed on for MRLD 2.0, which runs from July 2020 through June 2022. 

 

The MRLD is modeled after the Mansfield Rule for law firms launched in 2017, which has resulted in 

tremendous positive outcomes in the hiring and advancement of diverse leaders within law firms. MRLD 

measures whether legal departments have affirmatively considered at least 50 percent women, racial 

and ethnic minorities, LGBTQ+ lawyers, and lawyers with disabilities for leadership, high-visibility 

opportunities, and secondment or intern programs within the law department, and for leadership roles 

when hiring new outside counsel. The MRLD requires legal departments to implement tracking and 

processes that prompt them to consider a broader pool of candidates when hiring and promoting 

lawyers for internal and outside counsel roles.  

 

Inaugural Pilot 2019-2020 – MRLD Certified Legal Departments  

○ Axiom* 

○ BASF Corporation* 

○ Compass Minerals* 

○ DaVita Inc.* 

○ Delta Dental of California* 

○ First National Bank of Pennsylvania 

○ Ford Motor Company 

○ Hillrom 

○ Jacksonville Jaguars* 

○ LendingClub Corporation* 

○ Lincoln Financial Group 

○ MassMutual 

○ PayPal* 

○ SurveyMonkey* 

○ Turo* 

○ Uber Technologies, Inc.* 

○ U.S. Bank* 

○ VF Corporation* 

○ Voya Financial Inc. 

 

The 13 legal departments indicated above with an asterisk earned Mansfield Rule Certification 

Plus status. “Plus” status indicates that, in addition to meeting or exceeding the pipeline 

consideration requirements for Certification, these legal departments have successfully reached 

at least 50 percent representation of lawyers from historically underrepresented backgrounds 

in many of their current leadership roles.  

 

https://www.diversitylab.com/


“The Jacksonville Jaguars take pride in our commitment to creating a diverse workplace 

culture,” said Megha Parekh, Senior Vice President and Chief Legal Officer of the Jacksonville 

Jaguars. “Participating in the Mansfield Rule: Legal Department Edition pilot gave us a look in 

the mirror at our own internal hiring and advancement procedures for not only our legal team, 

but all roles at the Jaguars. We’re now in a better position to reduce unconscious bias and truly 

diversify our team. The pilot was an important step in our mission to change the landscape 

within the world of sports and entertainment.“ 

As part of the 2.0 version, Diversity Lab extended the certification period to two years to allow 

for additional hiring and other activities needed to successfully implement the Mansfield Rule in 

a legal department setting. And, although the tracking of candidate pools for all activities has 

always been required, the 2.0 version also calls for legal departments to track candidate pools 

on a disaggregated basis by population (i.e., women, racial and ethnic minorities, lawyers with 

disabilities, and LGBTQ+) to help them identify specific gaps in their recruitment and 

advancement processes. 

 

“The reality we saw in the pilot was that legal departments are fairly successful at hiring and 

advancing heterosexual, white women,” said Leila Hock, Director of Legal Department 

Partnerships and Inclusion Initiatives at Diversity Lab. “And while the legal profession absolutely 

must continue the progress we’ve made with that population, we still particularly struggle with 

the retention and advancement of other historically underrepresented populations, especially 

racial and ethnic minorities. By requiring legal departments to track the granular makeup of 

their candidate populations, we hope to shine a light on any blind spots.” 

 

Of the legal departments participating in the MRLD pilot, 80% experienced an increase in 

formal discussions among the legal department's leadership regarding broadening the current 

or future pool of candidates for lawyer positions within the legal department. And before 

joining MRLD, only 15% of the participating legal departments were tracking the diversity of the 

outside counsel candidates considered for first or second chair positions; now, all of the 

participating legal departments are doing so. 

 

The success of the MRLD pilot has spurred even more legal departments to commit to the 

certification process for MRLD 2.0, increasing  the total participation to 54 legal departments.  

 

MRLD 2.0 Legal Departments:  

○ Accenture 

○ Albany Molecular Research Inc. 

(AMRI) 

○ Axiom Global Inc. 

○ BASF Corporation 

○ Bloomberg L.P. 

 



○ Bloomin' Brands, Inc. 

○ Booz Allen Hamilton Inc. 

○ Chime 

○ City of Austin Law Department 

○ City of Philadelphia 

○ CN 

○ Compass Minerals 

○ DaVita Inc. 

○ Delta Dental of California 

○ Discover Financial Services 

○ Eaton 

○ Elevate Textiles, Inc. 

○ First National Bank of Pennsylvania 

○ Ford Motor Company 

○ Gap, Inc. 

○ Hillrom 

○ HP Inc. 

○ IHS Markit 

○ Jacksonville Jaguars 

○ Kentucky State University 

○ LendingClub Corporation 

○ Lincoln Financial Group 

○ MassMutual 

○ McDonald's Corporation 

○ Memorial Sloan Kettering Cancer 

Center 

○ Micron Technology, Inc. 

○ Millicom 

○ NetDocuments Software, Inc. 

○ Nokia 

○ PayPal 

○ Pfizer Inc. 

○ Planet Labs 

○ St. Jude Children's Research 

Hospital, Inc. 

○ SurveyMonkey 

○ TCF Bank 

○ Teva Pharmaceuticals USA, Inc. 

○ The Scoular Company 

○ The University of Texas System 

○ ThredUp Inc. 

○ Turo 

○ Twilio 

○ Uber Technologies, Inc. 

○ Union Pacific Railroad 

○ U.S. Bank 

○ US Foods 

○ VF Corporation 

○ Voya Financial 

○ Zendesk Inc. 

 

“Today, more than ever, intentional, tangible actions matter” said Joel Unruch, General Counsel 

& Corporate Secretary, Accenture. “While we have been committed to inclusion and diversity 

both inside and outside Accenture for years, committing to becoming Mansfield Certified will 

help us do even more – drive the right conversations, take the right actions, and hold ourselves 

accountable in a different way. I’m confident that this will make a difference and excited for 

Accenture to join the other Mansfield participants on this journey.” 

“Participating in the MRLD pilot program was a game changer for us. We saw the success of the 

behavioral changes it inspired across our corporate legal department and look forward to 

continuing to build on that success. We know that it takes continual attention to build a more 

inclusive legal department and advance the representation of underrepresented minorities in 

 



the law, and we look forward to working with the new legal departments that signed on this 

year to continue to grow as a legal profession,” commented Laura Meagher, General Counsel of 

VF Corporation. 

About Diversity Lab – Diversity Lab is an incubator for innovative ideas and solutions that boost 

diversity and inclusion in law. Experimental ideas – such as the OnRamp Fellowship and the 

Mansfield Rule – are created through our Hackathons and piloted in collaboration with more than 

100 top law firms and legal departments across the country. Diversity Lab leverages data, 

behavioral science, design thinking, and technology to further develop and test new ideas and 

research, measure the results, and share the lessons learned. For more information, visit 

www.diversitylab.com.  
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A National Conversation on
Racism: the Legal Profession's Role in Drivi

Equality
The tragedy of George Floyd's death at the hands of a white police o�cer has spurred a renewed conversation
about who we are as a country. In the legal sphere, we are seeing members of the community come together
and look inward, asking what they can do to better confront racism and inequality. At ALM, our reporters and

editors have interviewed diverse law �rm leaders, general counsel and law deans, as well as allies, about where
the blindspots are and where we go from here. A collection of some of that coverage, along with photography

from the protests and spot news, is below.
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'For White People': Watch the Video as Blac
Lawyers Open Up About Microaggressions
“When you talk about microaggressions, it seems so innocent and harmless. But it’s the repeated nature of hearing
similar comments or expectations or questions that really ultimately impact the receiver of those comments.”

By Samantha Joseph (/author/pro�le/Samantha-Joseph/) |  September 29, 2020 at 05:00 AM
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Editor’s Note: This is the �rst installment in Law.com’s series of roundtable
discussions on racism in the legal profession, in which our aim is to facilitate honest
—and often di�cult—conversations with the ultimate goal of helping to make
progress toward a more inclusive and diverse legal industry. Our �rst conversation
focuses on the “sustained trauma” caused by microaggressions toward Black
attorneys in the workplace.
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On a recent Wednesday, Miami-based L.A. Law Firm owner and principal Loreal A.
Arscott (https://www.lalaw-fl.com/) faced an early-morning dilemma as she

prepared for a hearing.

 And it had nothing to do with the facts of the case.

“I debated with myself whether or not I should put my hair in a bun to make my

colleagues feel more comfortable,” said Arscott, a panelist on Law.com diversity

roundtable discussion on microaggressions that a�ect members of the legal

community. Multiple colleagues, who meant to pay her a compliment, have prefered

her straightened hair over her natural afro curls.

Arscott joined three panelists for the Law.com roundtable [watch the full video
above]: Litigation attorney Moy Ogilvie (https://www.mccarter.com/people/moy-
n-ogilvie/), Hartford o�ce managing partner, and partner in charge of diversity and

inclusion at McCarter & English in Connecticut; Catherine Smith
(https://www.law.du.edu/about/people/catherine-smith), professor of law at the

University of Denver Sturm College of Law, where she spent 10 years as the

associate dean for diversity and inclusion; and civil litigator Trelvis Randolph
(http://www.qpwblaw.com/attorney-profile/?707-Trelvis-D_-Randolph), partner

at Miami-based Quintairos Prieto Wood & Boyer, and president of the Wilkie D.

Ferguson Jr. Bar Association.

The moderator was Gordon Weekes (https://gordonweekes.com/candidate-bio-
gordon-weekes-broward-public-defender/), executive chief assistant public

defender and Democratic public defender-elect in Broward County, Florida.
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Weekes used to wear his hair in long locks down his back, but cut them out of

concern his cultural identity was a detriment.

“I remember going through that transformation as a lawyer before the courts, and

having in the back of my mind, ‘Am I going to be perceived di�erently because of the

crown, the locks that I wear?’” he said.

Smith, a law professor for about two decades, welcomed the conversation and the

chance to bring discussions of microaggressions to the forefront.

“These challenges have been around,” she said. “That’s the one point I’d make in

terms of people who are watching this in their corporate o�ces, or from their law

�rms, and especially for white people: … These are things that we experience early

on in life as Black people. … We’re aware of those things that are happening in the

room. When we raise it, it might be that it’s the �rst time they’ve heard it.”

Ogilvie, a Connecticut law �rm partner routinely mistaken for a clerk

(https://www.law.com/ctlawtribune/2020/08/25/black-female-lawyers-on-
confronting-racism-at-work-you-dont-have-time-to-get-angry/), agreed.

“When you talk about microaggressions, it seems so innocent and harmless,” she

said. “But it’s the repeated nature of hearing similar comments or expectations or

questions that really ultimately impact the receiver of those comments.”

Randolph, who penned a powerful letter about a Black man killed in Georgia by

white men during a morning jog, di�erentiated between institutionalized racism and

the microaggressions of person-to-person interactions.

“It is something that’s done deliberately as a power play, or something that’s done

with willful ignorance,” he said. “It is behavior that has been so ingrained within a

person that they either choose to ignore the impact of the behavior, or it’s

something that they have just done for such a long period of time that they don’t

recognize … the impact of that behavior on others.”

In any event, when she prepares for court, Arscott wishes she didn’t have to give

extra thought to messages she might inadvertently send by wearing her natural hair.

 “Unless we are earnest in how we tackle those issues, we are going to continue to

spin and perpetuate these wheels,” she said.

Arscott has an impressive resume (https://www.lalaw-fl.com/), which shows she’s

been president of two bar associations, assistant city attorney for Miami Gardens, a

member of the Florida Bar’s Judicial Nominating Procedures Committee, and served

on Miami-Dade Circuit Court’s judicial grievance committee.

But in court, she often measures her performance against stereotypes.

“Was I too aggressive? Am I the angry Black woman? Did I clearly articulate my

position? Did I do a disservice to my client, because of my passion for my client?” she

told the panel. “Are these things that other groups have to consider? I don’t know.

But these are things we have to consider because we wear the double bind.”
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Global Corporations Agree to Adopt
Set of Key Performance Indicators to
Measure and Improve Diversity
New alliance supports growing push for corporate diversity

NEWS PROVIDED BY
Catalyst 
Sep 23, 2020, 13:30 ET



NEW YORK, Sept. 23, 2020 /PRNewswire/ -- Fifty-six companies and organizations, including
Accenture, Bank of America, Chevron, Deloitte, EY, Google, KPMG LLP, P�zer, Procter & Gamble,
PwC, Uber, and Visa, have joined the groundbreaking Gender and Diversity KPI Alliance (GDKA)
to support the adoption and use of a set of Key Performance Indicators (KPIs) to measure
gender and diversity in their companies and organizations.

GDKA is a group of corporations; diversity, equity, and inclusion (DEI) advocates; academics; and
trade organizations that have come together to promote and advance the adoption of these
KPIs. The KPIs were developed from the work of the World Economic Forum International
Business Council, the Global Reporting Initiative, and other advocates.

"Measurement is a critical component of creating an environment of diversity, equity, and
inclusion in workplaces that allow all employees to thrive. You cannot improve what you
cannot measure," said Catalyst President and CEO Lorraine Hariton, who co-chairs GDKA. "By
committing to measuring diversity using these KPIs, corporate leaders are taking the steps
necessary to drive change. These companies serve as role models for others, demonstrating
that leadership and accountability start at the top."

https://www.prnewswire.com/news/catalyst
https://c212.net/c/link/?t=0&l=en&o=2926614-1&h=3792928001&u=http%3A%2F%2Fwww.gdka.org%2F&a=GDKA
https://c212.net/c/link/?t=0&l=en&o=2926614-1&h=1375912313&u=https%3A%2F%2Fwww.catalyst.org%2Fbio%2Florraine-hariton%2F&a=Catalyst+President+and+CEO+Lorraine+Hariton
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By signing on to GDKA, signatory companies commit to using or working to implement three
key performance indicators to evaluate diversity in their organization:

1. Percentage of representation on an organization's board;
2. Percentage of representation by employee category;
3. Pay equality: the ratio of compensation by employee category (e.g., equal pay for equal

work).

The KPIs focus on the pipeline of women and underrepresented groups moving through the
organization, better enabling organizations to track their progress.

"Consistent, transparent disclosure of human capital management metrics is important for all
of our stakeholders, including our shareholders and our employees," said Sheri Bronstein, Chief
Human Resources Of�cer at Bank of America. "We're glad to support the GDKA in its work to
align with the Stakeholder Capitalism Metrics of the World Economic Forum, which will help
companies across different sectors demonstrate progress for all stakeholders in advancing
diverse representation at each workforce level."

The GDKA Steering Committee includes Catalyst and Working Mother Media (co-chairs), along
with Ascend, ELC, Equilar, Frost Included, Gender Fair, HACR, LEAP, and the WBC.

"This effort helps organizations gauge their progress over time, which is a critical step toward
achieving true corporate diversity," said Working Mother Media President Subha Barry, who co-
chairs GDKA. "The GDKA KPIs provide a common way to monitor and track representation and
pay equality so that employers can better develop their talent pipelines and create more
inclusive cultures to achieve better business performance and more equitable workplaces."

GDKA SIGNATORIES

Catalyst salutes and thanks the following companies who have signed on to GDKA:

ABB, Accenture, ADP, Ancestry, Aptar, Baker McKenzie, Bank of America, Barilla, Bell Canada,
Boston Consulting Group, Boston Scienti�c, Capital One, Chevron, Citi, City of Edmonton, Dell
Technologies, Deloitte, Dentons, Dow, DuPont, Ecolab, EY, Flex, Genpact, Google, Granite
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How to Talk About Race, Gender and Social 
Issues at Work 
July 13, 2020 
By: Emma Esparza 
Emma Esparza is a career coach at Indeed with experience as a recruiter, university 
career advisor and senior technical career coach. She is passionate about guiding all job 
seekers in their intersectional uniqueness towards a successful job search and fulfilling 
career. 

 
When approaching conversations about racial bias, gender and social issues, it can be 
challenging to know what to say, when and how to say it. It can also feel uncomfortable 
and risky to confront these kinds of issues in conversation at work where we are used to 
maintaining some level of reservedness associated with professionalism.  
However, studies show that a lack of open communication at work (and the absence of 
support from employers and managers to facilitate honest dialogue) can lead to a toxic 
culture and increased desire to find a new workplace. In contrast, a study conducted by 
the Center for Talent Innovation found that professionals who felt comfortable 
discussing race relations at work also felt freer to express their views and opinions, 
more welcomed and included on their team and that their ideas were heard and 
recognized.  
It’s clear that we can all benefit from participating in open and respectful conversations 
at work about important issues. In this article, we share suggestions and five guides to 
help you approach challenging discussions at work whether you’re a business leader, 
people manager or individual contributor.  

Resources for learning how to engage in difficult 
conversations 
Intersectionality is the theory that each of us carries a unique identity based on social 
and political markers, such as our race, gender identification and sexual orientation, that 
impacts how we live and work.  
For example, a report published by Catalyst—a global nonprofit dedicated to pioneering 
research and practical tools to build better workplaces—states, “20% of LGBTQ 
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Americans have experienced discrimination based on sexual orientation or gender 
identity when applying for jobs.” The Catalyst research also shows that LGBTQ people of 
color are 19% more likely to experience this type of discrimination than white LGBTQ 
people. This is one of many examples of a unique intersectional experience and 
marginalization.  
It takes an understanding of one another’s life experiences to create a workplace 
environment where diversity, inclusion and belonging can thrive. Engaging in healthy, 
respectful conversation is an important tool for making progress toward understanding 
the people around you. 
It’s important to note that having productive conversations about race, gender and 
social issues doesn’t happen overnight, and success doesn’t always come after one 
single effort or discussion. It’s regularly regarded as a process–a lifelong journey–that 
takes personal reflection, identifying and correcting missteps and perpetual learning.  
Easily apply to jobs with an Indeed Resume 
Create your resume 

Listen and learn 
Education is a necessary foundation to a productive conversation. A few first steps are 
building self-awareness, acknowledging conscious/unconscious bias and learning about 
the experiences of marginalized, underrepresented groups. 
You might hear the phrase “it’s not a marginalized person’s duty to educate you.” 
Individuals that belong to a marginalized community often already carry social, 
economic and emotional burdens. Asking them to take on the additional responsibility 
of an educator is typically unnecessary. Consider using reliable and fact-based internet 
or library resources to gather knowledge rather than asking someone to teach you 
about their history or the systemic struggles of their community. This kind of research 
and self-education shows conversation participants that you took the time to try to 
understand their experience. 
Explore these free virtual courses about diversity and inclusion in the workplace that 
cover various different identification groups and broader concepts like bias and 
discrimination. You could also reference this D&I Guide for Documentaries, Reads and 
Podcasts. The National Museum of African American History & Culture’s online guide, 
Talking About Race, is another good example of a self-education tool. 
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Talking About Race, National Museum of African American History & 
Culture (NMAAHC) 
The NMAAHC states that talking about race, though difficult, is necessary in life and at 
work since we all have a racialized identity that defines social constructs for us and 
impacts our lives. Their website provides a library of tools and guidance to empower 
your journey and inspire conversation. Curated resources are offered for individuals, 
educators and parents, or you can search by topic. The tools include engaging videos, 
research-based articles and thoughtful suggestions on applying the learnings to your 
own life. Some of the topics you can read about include: 

• Being Antiracist 

• Community Building 

• Historical Foundations of Race 

You should also check with your employer to understand what resources they’ve made 
available, including webinars, professional panel discussions or Q&A sessions. One 
example is a video series that Indeed’s senior leadership distributes called Here to Help 
that includes conversations about how COVID-19 has affected the Black community and 
highlighted existing racial and political tensions, caused discrimination toward the Asian 
community and altered the company’s annual recognition of the LGBTQIA+ community 
during Pride month. Resources from your employer will help you make decisions about 
holding D&I conversations specific to your workplace. 

Identify the appropriate method of conversation 
There are a variety of ways to approach conversations about intersectionalities among 
colleagues, and the appropriate method may depend on your particular situation at 
work. When choosing a style of communication, venue and who to involve, it's 
important to take the subject matter and audience into account. 
As a people manager, you might hold a team meeting to confirm your support of a 
particular group, acknowledge your stance against discrimination and guide a group 
discussion or offer office hours for private follow up conversations. In this case, it’s 
important to emphasize the need to create a safe space where no one on the team is 
forced or coerced to participate. Another reason you might address your team is to 
share your own personal story, especially if you’re experiencing situational grief or 
trauma similar to what Ashante Fray—Team Lead of Inside Sales and Co-Chair of iPride 
at Indeed—describes near the end of her Here to Help video. It is also critically 
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important to back up your words with action. Simply stating a certain stance is not 
enough to support impactful change. 
An individual’s effort to approach difficult conversations may seem to require less 
organization of resources, but it should still be thoughtfully considered. You might feel 
comfortable engaging in a discussion that occurs organically if you’ve taken the time to 
self-educate or you identify with the group that is being discussed. If you encounter a 
challenging conversation but you aren’t comfortable speaking or don’t feel prepared at 
the moment it occurs, that’s okay. Instead, you may try scheduling time with the other 
participant(s) for a future date so you have time to gather your thoughts, or you can 
request to set up a conversation that involves your Human Resources representative. 
Here are two example resources that can help you prepare for having conversations 
about race at work: 
In this article, award-winning financial journalist Stacey Tisdale, who also focuses on 
socioeconomic issues like gender and race, writes about why it is important for 
businesses to welcome and facilitate healthy conversations about race in the workplace. 
She covers common mistakes organizations make when trying to build an inclusive 
corporate culture and offers big-picture ideas for how companies can create better 
environments for all of their employees. 
The Heal Our Communities organization acknowledges that many people want to 
discuss the impact of racism and the need for racial healing, but don’t know where to 
start. You might worry that others won’t understand your point of view or what you say 
may be offensive to others. This guide from the 2019 National Day of Healing outlines 
specific ways to begin conversations about racism, racial equity and racial healing with 
colleagues, friends, family and neighbors with example conversation starters.  

Having the conversation 
In this section, we’ll focus on ways to find success during a conversation between 
individuals or within team groups. 

1. Establish good intent 

2. Embrace discomfort 

3. Avoid shaming 

4. See the individual 
5. Ask questions 

6. Encourage storytelling 

7. Listen to learn 



8. Find the similarities 

9. Examine yourself 

10. Repeat, act and amplify 

1. Establish good intent 
Before the conversation begins, it’s important that both parties commit to the intention 
of better understanding and respecting one another. Explicitly sharing this goal can 
make it easier to work past inevitable disagreements or misunderstandings. Establishing 
trust in this way can also ease our fear of being wrong. It’s okay to be wrong—what’s 
important is that we try to have the discussions and learn from the mistakes we make. 

2. Embrace discomfort 
It’s also okay if you feel uncomfortable (frankly, it’s expected). Leaving your comfort 
zone by choice may not come naturally to you, but it is part of this process—growth 
typically isn’t comfortable, regardless of your identity. For those who don’t identify with 
a marginalized group, this can be a good opportunity to practice empathy with 
communities that experience discrimination and discomfort regularly as they navigate a 
world that’s hypercritical of them.  

3. Avoid shaming 
Allow others to show up as their true selves and invite vulnerability. If someone feels 
judged or shamed, their focus may shift from sharing and understanding to self-
preservation which presents a conversation barrier. Instead, try to speak authentically 
and encourage honesty of participants to set you on a better path toward 
understanding one another.  

4. See the individual 
Avoid generalizing others or assigning stereotypes. Generalizations and stereotypes are 
hurtful to marginalized groups and they interfere with our ability to see an individual, 
hear their personal story and learn about their unique life experiences. Rather than 
assign broad or basic (and often offensive) attributes to someone, remember that 
human experiences and our individual characteristics are complex. 

5. Ask questions 
Counteract any judgment you might feel and show your commitment to the goal of 
understanding by asking questions. For example, instead of saying that you don’t 
believe racial bias is real (which is dismissive of others’ experiences), you might ask 
someone if they have ever experienced or witnessed racially biased behavior, and, if so, 
what did it look like and how was it said. Or, if you are on the receiving end of a hurtful 



comment, remember your shared goal, be honest about how you’ve perceived their 
comment and ask the speaker to clarify what they meant. 

6. Encourage storytelling 
It can be challenging to connect in a meaningful way with hypothetical scenarios or 
general definitions of terms like “gender discrimination.” However, stories about 
personal experiences can often help us find a deeper level of understanding. For 
instance, if you listen to a real-life example of a time someone was discriminated against 
because of their gender identity and how it made them feel, it can help you imagine a 
different reality than your own and better empathize with the speaker. 

7. Listen to learn 
This is a good time to apply the saying, “Listen with the intent to learn, not the intent to 
reply.” It can be tempting to start forming your response to someone while they’re 
speaking but doing so may prevent you from fully listening to the other person and 
could result in misunderstanding. If you catch yourself thinking about what you’re going 
to say next, take a moment to refocus on the speaker so you can thoroughly process 
what they’re sharing. Begin formulating your response only after they finish speaking—
it’s ok to have some quiet moments while you prepare. 

8. Find the similarities 
Try to avoid focusing on how others differ from you which can distract from the goal of 
understanding one another. As Ashante Fray states in her Here to Help video, 
“Recognize pieces of yourself in other people. You may not understand exactly what the 
other person is talking about or what it means to be them, but you might understand 
the feeling of being small, anxious, feeling stress or like you can’t be yourself. Those 
emotions, that kind of compassion and empathy, can help you understand and 
connect.” 

9. Examine yourself 
During and after the conversation, it’s important to take note of your emotions and 
examine your attitude. If you have a strong reaction to someone or an idea, positive or 
negative, take some time to reflect on why those feelings came up for you and what 
self-work may be helpful as a result. You might also ask yourself what you can do to 
grow, heal or remove unconscious bias to benefit your conversations in the future. 

10. Repeat, act and amplify 
You won’t have all the answers to questions that arise during a conversation of this 
nature or you might feel overwhelmed and need to break from a discussion. It’s okay—



and it can be productive—to revisit the conversation. You might assign yourself and 
participants follow up action items such as a topic to research, video to watch or 
podcast to listen to. Finally, take some time to process what you learned from your 
conversation, share it with your community to amplify marginalized voices and speak 
about your experiences beyond the present moment. 
Here are two resources that further explore difficult conversations, the first through an 
infographic guide to navigating discussion blockers and the second through a personal 
success story: 
This infographic explains how you can identify and overcome obstacles to having 
difficult conversations at work about gender, racial bias or social issues. A roadblock 
might be, for example, fear of saying something hurtful or the struggle to fully grasp 
your colleagues’ experiences. The guide also offers specific advice for how to address 
roadblocks and ways you might start to integrate certain topics into conversations. 
This is one post in a “How to Be a Better Human” series with tips that outline how the 
author, Adar Cohen, a conflict resolution expert, found success in having difficult 
conversations at work by leaning into conflict, adopting humility and embracing silence 
to make room for listening. 
“It’s easy to forget how much impact kindness, compassion and empathy can have,” 
says Howard Shin, Global Product Commercialization Lead and Co-Chair of the Aisian 
Network at Indeed, in his Here to Help video. Finding ways to lead with compassion and 
empathy in the midst of conflict may help us begin or continue to have difficult but 
productive conversations at work. 
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For some of the few Black and Latino executives in the financial services, the added work of

boosting representation and mentoring is simply “a practical reality,” says Northern Trust’s

president of asset management.

“You have a whole other job, different than your majority counterparts,” Shundrawn Thomas said

during a panel discussion at the Association of African American Financial Advisors’ Vision

conference.

Thomas says he was the first non-white member of Northern Trust’s all-white male executive

team when he joined in 2008. Today, nine of the 15 executive committee members in asset

management are either women, Black or Asian American.

It’s a welcome sign of progress in an industry that has experienced little of it.
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The demographics of the roughly 100,000 executives, senior-level officials and managers in

finance and insurance have remained largely the same over the past decade, according to the

latest data from the U.S. Equal Employment Opportunity Commission. In 2018, fewer than 3% of

senior executives were Black and less than a third were women — just like in 2008.

Such figures are “startling,” said Quad-A Chair Lazetta Braxton. “I say ‘startling.’ We know it's not

really startling, but it is startling because things have really not changed.”

D I V E R S I T Y  A N D  E Q U A L I T Y

FINRA examining itself and seeking industry collaboration

on racial equity

September 16, 2020 2:23 PM

Thomas, executives from PNC Financial Services Group and JPMorgan Chase and

representatives of the two largest organizations for Black professionals in wealth management —

Quad-A and the National Association of Securities Professionals — pledged to meet regularly to

assess the industry’s advancement in an area where it’s been spotty at best.

Underrepresented groups and those aiming to support them should change the lexicon and

metrics of diversity and inclusion, according to Ron Parker, CEO of NASP.

“Our D&I practitioners got seduced into looking at metrics based upon the number of rubber

chicken dinners that they attended and the rankings on certain diversity or national scorecards,

as opposed to a metric that talks about, how do you examine all of your systems and all of your

processes that speaks to those core values that you want to strengthen?” Parker said.

Besides connecting Black and Latino representation with larger values, firms can find ample links

with their businesses as well, according to the executives. At PNC, evaluations of managers

include assessments of whether they’re boosting minority representation, according to Carole

Brown, the firm’s head of asset management.
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From left to bottom, JPMorgan Chase CEO of U.S. Wealth Management Kristin Lemkau, Northern Trust

President of Asset Management Shundrawn Thomas, PNC Financial Services Group Head of Asset

Management Carole Brown, Association of African American Financial Advisors Chair Lazetta Braxton

and National Association of Securities Professionals CEO Ron Parker participate in a panel discussion at

the 2020 Quad-A Vision conference.

“We do a really good job with the entry-level associates in our diversity numbers,” Brown said. “It's

that mid-level career and senior career where we're actually trying to double our efforts, triple our

efforts to make sure we not only identify the talent, but we retain the talent.”

Kristin Lemkau, who became CEO of JPMorgan’s U.S. wealth management unit last December,

said collaboration can help change the industry’s “appalling” numbers.

“I need all the help I can get in improving the representation of the advisors who I have and

making sure those who are here feel like they are part of a community,” Lemkau said. “I hear all

the time from them. They often feel like they're ‘the only, the only, the only,’ and in Quad-A,

they're not.”
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Over 125 Firms Have Joined the Law Firm 
Antiracism Alliance 
Big Law has made a big commitment to racial equality in 
the form of the Law Firm Antiracism Alliance. With tackling 
such big issues, as well as cynicism from some about the 
firms' own diversity efforts, will they be able to shift the 
tide on institutional racism? 
By Patrick Smith June 24, 2020 at 11:14 AM 

Law Firm Antiracism Alliance  
Law firms have long undertaken, and promoted, pro bono work for various causes. 
Sometimes they affect change, sometimes not. But a concerted effort on the level of the 
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new Law Firm Antiracism Alliance is something novel, both from the volume of 
participation as well as the ambitions of what the alliance hopes to accomplish.  
As of June 23, over 125 law firms have signed on (one of the partner firms, Skadden, 
Arps, Slate, Meagher & Flom, is hosting a running list of the firms participating) to 
participate in the program, which has the lofty goal of addressing not just individual 
assaults on equality and social justice, but the structures in place that allow those 
inequalities to propagate.  
The alliance’s charter states its purpose as seeking to “leverage the resources of the 
private bar to amplify the voices of communities and individuals oppressed by racism, to 
better use the law as a vehicle for change that benefits communities of color and to 
promote racial equity in the law and in government institutions.” Again, lofty goals.  
While still in its early stages, the alliance eventually hopes to coordinate its efforts via a 
network of social and racial justice organizations that already have the institutional 
knowledge of what needs to happen to affect meaningful change.  
The initial touchpoint for those efforts is running through Kimberly Jones Merchant and 
the Racial Justice Institute and Racial Justice Network at the Shriver Center on Poverty 
Law, based in Chicago.  
Jones Merchant said the genesis of this alliance was formed as she and other advocates 
from the RJI and RJN received training on how it is impossible to address poverty 
without talking about race.  
“You have to recognize that if you want to do impactful, sustainable work,” Jones 
Merchant said.  
Jones Merchant has been an attorney for 23 years. She is familiar with both the impact 
attorneys and their resources and connections can have on institutions as well as how 
those institutions have perpetuated an unequal system that leaves many Black 
Americans behind.  
She said that while efforts to facilitate change on a systemic level have received 
temporary support in the past, the disproportionately dire effects of COVID-19 on Blacks 
as well as the murder of George Floyd galvanized efforts in a way that had not been 
present previously.  
“APBCO [The Association of Pro Bono Counsel] and other organizations like the EJI 
[Equal Justice Initiative] bring advocates to the table,” Jones Merchant said. “But they 
have constrained resources and can’t operate at the ‘high’ levels. Now we have those 
resources behind us.” 
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Those resources include not only the pro bono attorneys, but also their connections in 
corporate America and government, which could play an important role in affecting 
change on an institutional level. 
“They [the attorneys] have a role to play in examining the system,” Jones Merchant said. 
“They can examine the leverage and access points,” she said.  
As of now, the alliance will hold two annual summits for stakeholders to share best 
practices as well as take the temperature of the work the various participants are doing. 
Those stakeholders include the social and racial justice advocates the attorneys will 
work with and community leaders on top of the attorneys themselves.  
The alliance will face challenges as it attempts to address complex issues of systemic 
racism in such institutions as government, corporate and social structures. 
One of those issues is the cynicism that creeps up when Big Law makes sweeping 
statements about how it is going to make fundamental changes to its own behavior, let 
alone altering that behavior in others. The legal industry has long struggled internally 
with equality issues, from the number of minority and LGBTQ associates to the lack of 
female and minority leaders at major firms. It’s hard to argue that cynicism isn’t 
warranted.  
But the alliance is not shying away from that history. Part of the alliance’s charter states 
that the member firms will “acknowledge their ongoing responsibility to increase 
diversity, equitable access to opportunities and inclusion of people of color within their 
ranks.”  
With high aspirations, multiple moving parts and an entrenched status quo that might 
not always be amenable to change, this endeavor won’t be easy, something Jones 
Merchant knew going in.  
“We are going to have some bumps in the road,” Jones Merchant said. “It is an 
experiment, and both sides are going to have to make adjustments. We are going to 
learn from each other. Pro bono counsel will have to learn a lot about systemic racism.” 

Read More:  
Law Firms Voice Support for Change—and Pledge to Donate and Take Action 
‘Change Is Needed’: Amid Protests, Law Firm Alliances With Prosecutors Draw Scrutiny 
‘We Are Tired and Fed Up’: Kirkland Associate Speaks Out About Race, Racism and Big 
Law 
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Leading a Team Through a Social Justice 
Crisis 
August 7, 2020 
Many Americans are currently navigating a time of uncertainty as we continue to care 
for the health of ourselves and our loved ones and experience a heightened awareness 
of the long-standing impact of systemic racism. In addition to concerns surrounding the 
current news cycle, many Americans are experiencing challenges with unemployment, 
looking for work, stay at home orders, childcare, and more. If you are a people manager, 
you may not fully understand how to best support your teams who may be struggling to 
balance these unique work and home life challenges right now. 
While there is certainly no one-size-fits-all answer to supporting your team at work, in 
this article we will provide several tips and ideas for how best to show up for your 
reports and have conversations with your team about allyship. We will also offer 
recommendations to help create an inclusive environment in which everyone feels 
heard, valued and able to contribute in a meaningful way. 

What to know about the current moment 
Recent events and media coverage have highlighted many racial injustices that Black 
Americans have historically (and currently) face in the US. In addition, the continued 
spread of COVID-19 has disproportionately impacted communities of color. It is helpful 
as a leader that you recognize, first and foremost, that some people on your team may 
not feel okay at this time. 
Easily apply to jobs with an Indeed Resume 
Create your resume 

What you can do 
Because you know your team and organization best, it is important that you take a 
personalized approach to step into difficult situations with your employees. However, 
there are some steps you can take to help ensure your team feels heard and supported, 
including the following: 
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1. Reach out to affected employees one-on-one 
When planning meeting times for your team, you might use the following conversation 
starters to address those on your team who may be dealing with challenges both at 
work and at home: 

• Are there any projects with which I can support or partner with you? 
• When are you planning on taking time off? I want you to prioritize your health 

and well being. 
• How frequently would it be helpful for me to check in? 
• I haven’t heard from or seen you in a while—just letting you know I’m here. 
• I want to acknowledge I am completely at a loss for words and struggling with 

how to help. I’ll check in with my peers for guidance and follow up with you 
promptly. 

2. Use meetings to check in on your team 
Before a meeting, you might find it helpful to check in with your team before getting 
into work-related topics, for example: 

• Is there anything anyone would like to discuss related to current events before we 
jump into business? 

• I want to acknowledge that this is a difficult time for many of our employees at 
the organization. If you need anything, please reach out. 

• Using the chat feature, I’d like everyone to send one word that describes how you 
are feeling. 

3. Use email to acknowledge the state of things 
It can be helpful to use forms of communication that work best for your team to send 
regular updates about your thoughts and how you’re taking steps to support your team. 
For example: 

• Acknowledge that you are aware of what’s happening in the lives of your team 
members and that you are available to listen. 

• Reinforce your organization’s values, specifically as it pertains to diversity, 
inclusion and belonging. 

• Share and reiterate statements and messaging from your organization’s senior 
leadership team. 



• Share resources to foster education and allyship. 
• Introduce safe spaces you’ve created for ongoing conversations about race, such 

as regular office hours. 

4. Create safe spaces for your team to discuss race 
This may feel uncomfortable at first, but it is important to normalize conversations 
about race so you and your team can build a common language to understand each 
other’s experiences, differences and views.  
As a leader during a crisis, your team may be expecting you to initiate the conversation. 
It's important to understand that doing so may result in a response such as “Thank you, 
I’m not ready to talk.” Verbally accept the response with validation and support, and 
take some time to observe your feelings about this response. If you feel upset or 
frustrated, ask yourself why those feelings might have come up. 
When starting these conversations, you should first enforce the purpose of the 
discussion—to explore important issues, listen and learn from each other. Set 
agreements in advance to encourage dialogue, mutual respect and active listening.  
You might also lead a self-reflection with your team so they can explore their personal 
experiences and biases. Some questions you can use include: 

• When were you first aware of your race? 
• What childhood experiences did you have with friends or adults who were 

different from you in some way? 
• Has anyone in your life helped you think about racial differences? 

Allow people to share their experiences aloud. Prioritize listening and try to speak less 
so others can share. When a misunderstanding occurs, you might help mediate by 
offering clarifying questions, such as, “When you said ____, this is how I interpreted the 
statement. Am I understanding correctly?” 
If your organization has scheduled company-wise learning opportunities, discussions or 
speaking engagements, consider moving team meetings that conflict so your team can 
attend. Encourage attendance and discuss the events with your team. 
Read more: How to Talk About Race, Gender and Social Issues at Work 

5. Practice allyship 
Confronting racial biases by taking meaningful action as an ally can play an important 
role in fostering an inclusive team culture. While doing so is a lifelong learning 
opportunity, here are a few ways to start: 

https://www.indeed.com/career-advice/career-development/difficult-conversations-at-work


• Start by self-reflecting. Before you’re ready to speak up or take action, it may be 
helpful to take some time understanding your own ideas, biases and ways of 
thinking. It may be helpful to seek out resources such as books, podcasts, articles 
or even counseling, if right for you, when starting the work of allyship. 
 
 

• Set an example. Speak up against and report remarks or behaviors that could be 
insensitive, derogatory, racist or bigoted. For more, read our guide on How to 
Respond to Microaggressions in the Workplace. 
 
 

• Learn. There are countless online resources to learn about systemic racism and 
how it may appear in the workplace. One place to start is the Center for Racial 
Justice in Education’s recommended reading list. 
 
 

• Stay informed. Follow the news cycle to understand what your employees may 
also be consuming and how it may be affecting them at work. 
 
 

• Be engaged. If your organization has an employee-led Employee Resource Group 
(or ERG) get involved to understand the ways you can help and strengthen 
support for your team. Encourage your team to get involved if you feel this would 
be a helpful activity. 

6. Avoid common missteps 
While making mistakes is an important part of the learning process, it is best that you do 
so quickly and apologize when necessary. Here are some common mistakes to avoid: 

• Avoid staying silent, which can feel comfortable if you are unsure about what to 
say or do. Instead, explain that it can be difficult to say the right things but that 
you are taking the time to take action and support the individuals on your team. 
 
 

• Don’t avoid feelings, which can be extremely helpful to both understand and 
communicate. Take some time to identify both your feelings and the feelings of 
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others with Calm’s Feelings Wheel. 
 
 

• Avoid becoming defensive if you are questioned or challenged. Instead, ask 
clarifying questions and admit when you have made a mistake or need to learn 
more. 
 
 

• Avoid over-generalizing or assuming others’ situations, experiences or feelings. 
 
 

• Avoid and discourage blaming or belittling statements during conversations. 
Participants do not need to agree or find an antidote to racism. 
 
 

• When possible, avoid moving on to work too quickly, which can feel difficult for 
some during times like these. Emphasize the need to rest and take time off to 
relax, recharge and heal. 

While every individual is different with various needs, priorities, feelings and response 
mechanisms, prioritizing open communication and transparency is key when leading 
through a crisis. Take time to reflect on the feelings coming up not only for you, but also 
for the members on your team. Doing so will help you understand the right actions to 
take to make your team feel heard, respected and supported. 
 

https://blog.calm.com/blog/the-feelings-wheel
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NORMS	

Norms	for	engaging	in	conversations	about	racism	and	privilege	are	not	the	same	norms	used	
when	you	are	meeting	to	discuss	budget	or	other	general	organizational	issues.	These	norms	
are	designed	to	intentionally	counter	some	of	the	norms	of	dominant	white	culture.	When	
norms	are	not	explicitly	talked	about,	they	favor	those	who	are	best	versed	in	the	dominant	
culture.	When	setting	up	the	norms	for	any	meeting	you	are	telling	participants	what	is	to	be	
expected,	in	some	cases,	what	are	“normal”	experiences	they	are	likely	to	have.	Norms	are	
essential	for	setting	the	tone	and	letting	people	know	what	to	expect	in	themselves	and	of	one	
another.		

Stay	Engaged	
•	 It’s	important	that	you	try	to	stay	present	in	the	room.		Pay	attention	to	when	you	are	
shutting	down.		Discomfort	and	anxiety	are	normal	parts	of	courageous	conversations.	

•	 If	you	find	yourself	needing	to	stand	up,	please	do	so.	If	you	find	yourself	drifting,	use	
strategies	that	will	help	you	stay	present.	

•	 Stay	with	the	topic.		When	you	feel	discomfort	it’s	easy	to	take	the	conversation	some	
place	different.		Resist	the	urge	to	change	the	topic	to	another	ism.		One	reason	it’s	hard	to	
stay	on	the	topic	of	racism	is	because	it	can	bring	up	issues	of	guilt,	shame	and	anger.		
However	difficult	it	may	become,	we	want	you	to	stay	engaged	in	the	race	conversation.	

•	 Checking	out	of	the	conversation	when	it	becomes	uncomfortable	is	one	form	of	privilege	
protection.	

Speak	Your	Truth	
• The	purpose	of	having	these	conversations	is	to	be	able	to	speak	our	truths	about	our	

experiences.		If	not	here,	where?		If	not	now,	when?		

• We	often	avoid	speaking	our	truth	for	fear	of	what	others	might	say.		It’s	important	that	
we	create	an	environment	where	everyone	is	free	to	speak	openly	so	that	learning	can	
occur.	

• Keep	in	mind	that	people	are	in	different	places	in	this	work.		In	order	for	us	to	grow,	it’s	
important	people	are	able	to	share	their	thoughts	in	a	way	that’s	comfortable	for	them.	

• When	we	share	our	thoughts,	it	often	creates	an	emotional	reaction	from	others.		Being	
able	to	speak	your	truth	does	not	mean	that	people	will	not	respond	emotionally.		Be	
prepared	to	experience	the	discomfort	that	race	conversations	bring.		

• Speaking	our	truth	does	not	mean	stomping	on	each	other’s	heads.		Before	speaking,	
think	about	what	it	is	that	you	want	others	to	know.		How	can	they	best	hear	you?	
Whose	interests	are	being	served?		When	speaking	are	you	creating	enemies	or	allies?		
When	you	speak,	are	you	speaking	to	put	others	down	or	put	them	in	their	place,	or	are	
you	speaking	so	that	new	learning	can	occur	for	others	in	the	room?	

• Remember	that	everyone	does	not	communicate	in	the	same	way	that	you	do.		If	
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someone	gets	loud	in	the	room,	it	doesn’t	mean	they	are	angry.		If	they	are	angry,	it	
doesn’t	necessarily	mean	they	are	angry	with	you.		If	they	are	angry	with	something	you	
said,	it	doesn’t	mean	that	that	person	no	longer	has	a	relationship	with	you.		Often	
times	these	conversations	bring	up	a	lot	of	emotions	from	past	and	present	experiences.	
Try	and	allow	others	to	experience	their	emotions	without	your	shutting	down.	

• One	of	the	characteristics	of	dominance	is	to	speak	as	if	you	represent	all	people’s	
perspectives,	rather	than	your	own.		We	call	this	the	“universal	you”	as	in,	“You	know	
how	we	enjoy	chocolate?”		The	universal	you	also	allows	you	to	say	something	without	
taking	personal	ownership	of	your	opinions.		Try	to	avoid	the	universal	you	and	instead	
speak	for	yourself	by	making	“I”	vs.	“We”	statements.	

No	Fixing	

• It	is	human	nature	to	want	to	fix	other	people’s	pain	and	discomfort,	particularly	when	
they	are	crying	or	are	clearly	distressed.		However,	it’s	important	that	we	let	each	
person	in	the	room	experience	their	own	discomfort	and	not	fix	it	for	them.		This	is	a	
part	of	their	learning.	

• Sometimes	people	will	want	to	“fix”	each	other	by	reassuring	them	about	their	lack	of	
stereotypes	or	racism.		This	is	often	the	case	when	they	share	that	identity	with	the	
person	who	is	acknowledging	their	biases.		For	example,	a	white	woman	telling	another	
white	woman	she’s	not	prejudice.		If	you	find	yourself	wanting	to	fix	someone,	explore	
what	might	be	coming	up	about	your	own	identity.		

• If	you	find	yourself	wanting	to	“fix”	a	situation	or	make	someone	feel	better,	pause	for	a	
moment	and	reflect	on	what	is	going	on	in	you.	

Experience	Discomfort		
• One	way	to	think	about	this	is,	learn	to	become	comfortable	with	the	discomfort.		In	

other	words,	being	uncomfortable	is	to	be	expected.		

• If	you	are	not	feeling	any	sense	of	discomfort	in	the	dialogue,	ask	yourself	are	you	fully	
engaged?		Are	you	giving	of	yourself	fully	and	taking	risks?		

• Many	people	confuse	safety	and	comfort.		You	can	have	perfectly	safe	conversations	
where	people	are	very	uncomfortable.	

• Often,	people	who	are	experiencing	oppression	will	be	blamed	for	making	members	of	
the	dominant	culture	uncomfortable.		You	may	hear,	“Race	wasn’t	an	issue	before	these	
workshops	created	all	the	problems.”		Avoiding	conversations	for	the	sake	of	comfort	
serves	to	reinforce	white	privilege.	

Take	Risks		
• The	more	you	are	willing	to	risk,	the	more	potential	you	have	to	learn.		

• By	staying	silent	out	of	the	fear	of	saying	something	wrong,	avoiding	conflict,	or	making	
someone	else	uncomfortable,	you	miss	the	opportunity	to	authentically	engage	with	
one	another.		You	also	miss	out	on	the	opportunity	to	grow	in	your	understanding.	



 

3	 Cultures	Connecting,	LLC	
www.culturesconnecting.com 

Listen	for	Understanding		
• Try	and	understand	where	another	person	is	coming	from	as	best	you	can.		

• Be	careful	not	to	compare	your	experiences	with	another	person’s.		For	example,	saying	
gender	oppression	is	the	same	as	racial	oppression.		This	often	invalidates	or	minimizes	
a	person’s	experiences.		

• Listen	without	thinking	about	how	you	are	going	to	respond.		

• Stay	present	in	their	pain	and	your	discomfort	as	you	listen.		

• If	someone	is	pointing	out	how	what	you	said	left	them	feeling,	try	not	to	explain	or	
rationalize	what	you	said	or	why	you	said	it.		For	example,	sometimes	it’s	necessary	to	
just	say,	“I	didn’t	realize	what	I	said	was	inappropriate,”	or,	“I	didn’t	mean	to	hurt	you,	
I’m	sorry.”		

• Think	about	your	comments	before	saying	them.		Resist	the	need	to	explain.		Sometimes	
positive	intent	is	not	enough	(intent	vs.	impact).		Be	careful	not	to	lose	the	opportunity	
to	just	listen.		Don’t	put	the	focus	back	on	you.		

Expect	and	Accept	Non-closure		
• In	our	society	today,	we	often	want	to	feel	some	sense	of	closure,	regardless	of	the	

issue.		There	will	be	fortunate	situations	where	you	will	be	able	to	resolve	something	
between	you	and	another	person	but	more	times	than	not	it	will	feel	unfinished.		
Sometimes	you	will	have	to	circle	back	around	at	another	time	reconcile	differences	and	
other	times	you	will	have	to	sit	with	non-closure.	

• Engaging	in	race	conversations	means	there	will	be	times	of	no	closure.		This	is	on-going	
work	that	does	not	necessarily	leave	one	walking	away	feeling	like	everything	turned	
out	the	way	you	hoped.		Be	willing	to	take	risks	and	accept	that	much	of	this	is	about	
changing	yourself,	not	others.		

• White	cultural	norms	focus	on	the	product,	rather	than	the	process.		These	are	process	
conversations	where	greater	awareness	leads	to	future	changes.	

 
Note:		When	we	explain	the	norms	we	do	not	open	up	an	opportunity	for	participants	to	provide	
suggestions	for	what	norms	they	believe	we	should	hold	in	the	room.		We	take	the	lead	as	facilitators	by	
naming	these	norms	for	them.		When	you	allow	participants	to	create	their	own	norms,	you	run	the	risk	
of	having	to	tell	them	early	in	the	day	that	what	they	think	doesn’t	apply	in	this	situation.	

Adapted	from	Singleton,	G.E.,	Linton,	C.	(2006)	Courageous	Conversation	about	Race:	A	Field	Guide	for	Achieving	
Equity	in	Schools.		Thousand	Oaks:		Corwin	Press.	
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FOR IMMEDIATE RELEASE 
Media Contact: Lisa Kirby 
lisa@diversitylab.com 
617-584-1012 
 
 

100 Leading Law Firms Announced as Mansfield Rule Certified for 3.0 Version 

– New Midsize Version Also Launched with 20+ Firms Joining the Pilot – 

 

SAN FRANCISCO (September 15, 2020) – Diversity Lab announced today that 100 leading law firms 
(listed below) have achieved Mansfield Certification after completing the twelve-month program.  
 
The Mansfield Rule certification measures whether law firms have affirmatively considered women, 
attorneys of color, LGBTQ+ attorneys, and attorneys with disabilities – at least 30 percent of the 
candidate pool – for recruitment, governance roles, equity partner promotions, and inclusion in formal 
pitches to clients.  
 
The goal of the Mansfield Rule is to boost the representation of diverse lawyers in law firm leadership 
by broadening the pool of candidates considered for these roles and opportunities. As the data 
analyses and highlights below reveal, firms participating in the Mansfield Rule are making great strides 
in diversifying their leadership.  
 
Notable Outcomes from Mansfield 3.0 
Some of the key outcomes for firms that have participated in all three certification years include: 
 

● 96% of firms said that after adopting the Mansfield Rule, their teams of lawyers participating in 
formal pitch meetings have become more diverse. 

● 65% of firms reported that more underrepresented lawyers were appointed or elected to their 
Management/Executive Committee than prior to adopting Mansfield. 

● 63% of firms said they have increased the percentage of underrepresented lawyers promoted 
into equity partnership since adopting Mansfield. 

● 58% of firms reported that their lateral partner hiring pool was more diverse following the 
adoption of Mansfield. 
 

In analyzing all firms’ year-over-year progress from 2.0 to 3.0, some of the outcomes include: 
 

● 66% of firms reported a higher percentage of diverse attorneys participating in formal pitches. 
● 55% of firms reported a higher percentage of diverse attorneys elected or appointed to their 

Management/Executive Committee. 
● 53% of firms increased the percentage of underrepresented lawyers in Office Head positions. 
● 50% of firms promoted a higher percentage of diverse lawyers into equity partnership. 

 

With transparency and accountability as the foundation of this effort, many of the firms that have 
participated since the Mansfield Rule’s inception in 2017 have publicly announced their individual 

results, which can be found here.  
 
As further evidence of the Mansfield Rule’s success, several of the certified firms listed below have 

also achieved Mansfield Certification Plus. “Plus” status indicates that, in addition to meeting or 

https://www.diversitylab.com/
https://www.diversitylab.com/mansfield-rule-4-0/
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exceeding the baseline certification requirements, the firms have successfully reached at least 30 
percent diverse lawyer representation in a notable number of their current leadership roles.  
 

Diversity Lab also announced today that it is partnering with more than 20 midsize law firms to pilot a 
new iteration of the Mansfield Rule developed for firms with fewer than 100 lawyers in the U.S. The 
Midsize Mansfield Rule certification process, modeled after the original version, has been fine-tuned to 
boost diversity in leadership for firms with smaller lawyer populations, single office locations, and leaner 
firm leadership structures. The certification period for the Midsize version is 18 months (September 15, 
2020 to March 15, 2022) to provide ample time for the participating firms to take action on the required 
hiring, promotion, and leadership transition activities.  
 
Similar to the large law firm version, firms that successfully complete the Midsize Mansfield Rule 
criteria will be designated as “Mansfield Certified” and will have the opportunity to send their diverse 

partners to the Mansfield Rule Client Forums in late 2022 to build relationships with and learn from 
Diversity Lab’s in-house counsel collaborators. To date, more than 80 legal departments have 
contributed to or hosted Client Forums, including Barclays, Facebook, Fannie Mae, Ford Motor 
Company, Google, McKesson Corp, MetLife, Pfizer, PNC Bank, Uber, and US Bank. 
 
“As a midsize firm, we have been eager for the opportunity to effectively engage with the Mansfield 

Rule in a format that works to support diversity and inclusion in our pipeline. We are thrilled to be 
piloting the Midsize Mansfield Rule with this inaugural group and look forward to sharing knowledge 
and taking action as a community to strengthen diversity in the legal profession,” said David McDowell, 

Managing Partner at McDowell Hetherington LLP. 
_________________________________________________ 
 
2020 Mansfield Rule 3.0 Certified Law Firms  (*Indicates Plus Status) 
 

Akerman Frost Brown Todd  Nutter 

Akin Gump* Goodwin* O’Melveny & Myers* 

Allen & Overy* Goulston & Storrs* Orrick* 

Archer & Greiner  Greenberg Traurig Paul Hastings* 

Arent Fox Haynes and Boone Perkins Coie* 

Arnold & Porter* Hoagland, Longo, Moran, Dunst 
& Doukas 

Polsinelli  

Baker Botts* Hogan Lovells* Porter Wright Morris & Arthur* 

Baker, Donelson, Bearman, 
Caldwell & Berkowitz* 

Holland & Hart* Procopio, Cory, Hargreaves & 
Savitch  

Baker McKenzie* Holland & Knight* Reed Smith* 

Beveridge & Diamond* Hunton Andrews Kurth* Robins Kaplan 

Blank Rome* Husch Blackwell* Robinson & Cole  

Boies Schiller Flexner Jackson Lewis* Saul Ewing Arnstein & Lehr 

Brownstein Hyatt Farber Schreck* Jenner & Block* Schiff Hardin* 

https://www.diversitylab.com/pilot-projects/mansfield_midsize/
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Brown Rudnick Katten Muchin Schnader Harrison Segal & Lewis* 

Bryan Cave Leighton Paisner* Kaufman Dolowich & Voluck Severson & Werson 

Buchanan Ingersoll & Rooney* Kean Miller Seyfarth Shaw* 

Clifford Chance Kutak Rock* Shearman & Sterling 

Cooley* Latham & Watkins* Sheppard Mullin* 

Covington* Littler Mendelson* Shipman & Goodwin* 

Cozen O'Connor Locke Lord  Stinson* 

Crowell & Moring MG+M The Law Firm*  Stoel Rives* 

Davis Wright Tremaine* McDermott Will & Emery Stoll Keenon Ogden  

Day Pitney* McGuireWoods* Taft Stettinius & Hollister* 

Dechert* Merchant & Gould Thompson Coburn* 

Dentons* Miller Canfield* Thompson Hine  

DLA Piper* Miller Nash Graham & Dunn* Troutman Pepper* 

Dorsey & Whitney* Morgan Lewis* White & Case* 

Eversheds Sutherland* Morris, Manning & Martin* Williams & Connolly 

Faegre Drinker* Morrison & Foerster* WilmerHale* 

Fenwick & West* Much Shelist  Wilson Sonsini Goodrich & Rosati* 

Finnegan* Munger, Tolles & Olson* Winston & Strawn* 

Fish & Richardson Neal, Gerber & Eisenberg Womble Bond Dickinson* 

Foley & Mansfield Nixon Peabody*  

Fredrikson & Byron* Norton Rose Fulbright*  
 

Midsize Mansfield Rule – Participating Firms 2020-2022 

Some of the trailblazing firms piloting the inaugural Midsize Mansfield Rule include: 
 

Brooks Kushman P.C. McAndrews, Held & Malloy, Ltd. Patterson + Sheridan, LLP 

The Cook Group McDowell Hetherington LLP Severson & Werson  

Drew Eckl & Farnham Merchant & Gould P.C.  Starnes Davis Florie LLP 

Hausfeld LLP Meunier Carlin & Curfman LLC Stotler Hayes Group, LLC 

Ivins, Phillips & Barker Moye White LLP Summit Law Group, PLLC 

Keesal, Young & Logan Much Shelist PC  Wilkinson Barker Knauer, LLP 

Koley Jessen P.C., L.L.O. Murphy & McGonigle ZwillGen 

Marshall Gerstein & Borun LLP Osha Liang LLP  
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“We are incredibly proud of these firms that remained steadfastly focused on inclusivity through the 

Mansfield Rule as the pandemic and its implications disrupted so many business processes,” said Lisa 

Kirby, Chief Intelligence & Knowledge Sharing Officer at Diversity Lab. “And the shattering examples of 

racial injustice we’ve witnessed this summer caused many firms to further deepen their commitment to 

taking direct action to equalize the playing field in law firm leadership.” 
 

### 
 
About Diversity Lab 

Diversity Lab is an incubator for innovative ideas and solutions that boost diversity and inclusion in law. 
Experimental ideas are created through our Hackathons and piloted in collaboration with more than 
150 top law firms and legal departments across the country. Diversity Lab leverages data, behavioral 
science, design thinking, and technology to further develop and test new ideas and research, measure 
the results, and share the lessons learned. For more information, visit www.diversitylab.com.  

https://www.diversitylab.com/
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Preface

For business executives the world over, the  
COVID-19 pandemic is proving to be one of the 
greatest leadership tests of their careers. Not only 
must they protect the health of their employees 
and customers, they must also navigate far-
reaching disruption to their operations, plan for 
recovery, and prepare to reimagine their business 
models for the ‘next normal’. 

In this challenging context, the task of fostering 
inclusion and diversity (I&D) could easily take a 
back seat—and the painstaking progress made 
by many firms in recent years could be reversed. 
As this report shows, however, I&D is a powerful 
enabler of business performance. Companies 
whose leaders welcome diverse talents and include 
multiple perspectives are likely to emerge from the 
crisis stronger. In short: diversity wins, now more 
than ever. 

This report was originally due for release in  
March 2020, but we put publication on hold as the 
COVID-19 crisis ensued. Since then, in talking to 
CEOs, CXOs and CHROs and assessing the radically 
changed business landscape, we have come to the 
conclusion that its findings are even more relevant 
right now. 

The report demonstrates that the business case for 
gender and ethnic diversity in top teams is stronger 
than ever. Since we first published Why Diversity 
Matters in 2015, the likelihood of diverse companies 
outperforming industry peers on profitability has 
increased significantly. The data also shows that 
there is a clear divergence in how companies are 
engaging with I&D. A third of the firms we have 
tracked over the past five years have significantly 
improved both gender and ethnic diversity on their 
executive teams, while the majority have stalled or 
gone backwards. 

We also find that the dynamics around inclusion are 
a critical differentiator for companies. Our evidence 
is that an emphasis on representation is not enough; 

1 How “Neutral” Layoffs Disproportionately Affect Women and Minorities, HBR, June 2016
2 McKinsey & Company, Women in the Workplace 2019

employees need to feel and perceive equality 
and fairness of opportunity in their workplace. 
Companies that lead on diversity have taken bold 
steps to strengthen inclusion.

Early signs suggest that the COVID-19 crisis could 
deepen these trends. Companies that already 
see I&D as a strength are likely to leverage it to 
bounce back quicker—and they will use this time 
to seek new opportunities to boost representation 
and inclusion to strengthen performance and 
organizational health. As the CEO of a European 
consumer-goods company told us: “I know we have 
to deal with COVID-19, but inclusion and diversity is 
a topic too important to put onto the back burner”. 

On the other hand, some of the companies we have 
spoken to are viewing I&D as a “luxury we cannot 
afford” during the crisis. We believe that these 
companies risk tarnishing their license to operate 
in the long term and could lose out on very real 
opportunities to innovate their business model and 
strengthen their business recovery. 

If companies deprioritize I&D during the crisis, 
the impact is felt not just on the bottom line but in 
people’s lives. Research and experience warn us 
that diverse talent can be at risk during a downturn 
for several reasons, including that downsizing can 
have a disproportionate impact on the roles typically 
held by diverse talent. 1, 2 As companies send 
staff home to work, this could reinforce existing 
exclusive behaviors and unconscious biases and 
undermine inclusion. In addition, unequal sharing 
of childcare and homeschooling responsibilities, 
and unequal availability of home workspace and 
access to broadband could be putting women and 
minorities at a disadvantage during this time of 
working remotely.

Companies and their leaders can seize this 
moment—both to protect the gains they have 
already made, as well as to leverage I&D to position 
themselves to prosper in the future. 

In the COVID-19 crisis, diversity and inclusion matter more than ever
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There is ample evidence that diverse and inclusive 
companies are likely to make better, bolder 
decisions—a critical capability in the crisis. 
For example, diverse teams have been shown to be 
more likely to radically innovate and anticipate shifts 
in consumer needs and consumption patterns—
helping their companies to gain a competitive edge.3  

In this context, the shift to technology-enabled 
remote working presents an opportunity for 
companies to accelerate building inclusive and agile 
cultures—further challenging existing management 
routines. With its benefits of increased flexibility, 
remote working can facilitate retention of  women 
and minorities, who are often shouldered with a 
disproportionate share of family duties. It thus 
widens access to an array of diverse talent that may 
not have been available to companies previously.4  

Moreover, a visible commitment to I&D during the 
crisis is likely to strengthen companies’ global 
image and license to operate. In times of crisis, 
stakeholders typically interrogate a company’s 

3 Ibid.
4 https://www.nytimes.com/2020/03/31/us/equal-pay-coronavirus-economic-impact.html

purpose and values even more closely, potentially 
even more so in the current pandemic. Those that 
tap into the growing sense of solidarity that is a 
characteristic of the crisis—by reaffirming their 
commitment to I&D, supporting vulnerable talent 
who are at greater risk of infection, and reaching out 
to local communities—could strengthen employee 
motivation and win lasting approval. 

The findings and case studies presented in this 
report will be of enduring relevance to companies 
in every industry, long after the world has emerged 
from the COVID-19 crisis. But we are convinced 
that, as companies and their leaders navigate the 
crisis itself and plan their emergence from it, they 
will find that I&D is an essential enabler of recovery, 
resilience, and reimagination. 

Vivian Hunt, DBE
Senior Partner, McKinsey & Company 
London

Sundiatu Dixon-Fyle
Senior Expert, McKinsey & Company
London
 

Sara Prince
Partner, McKinsey & Company
Atlanta
 
Kevin Dolan
Senior Partner, McKinsey & Company
Chicago

May 2020
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The business case for inclusion and diversity (I&D) is stronger 
than ever. For diverse companies, the likelihood of outperforming 
industry peers on profitability has increased over time, while 
the penalties are getting steeper for those lacking diversity. 

Progress on representation has been slow, yet a few firms are 
making real strides. A close look at these diversity winners 
shows that a systematic, business-led approach and bold, 
concerted action on inclusion are needed to make progress. 

1 The data set for Diversity Matters was assembled in 2014, while that for Delivering through Diversity was assembled in 2017. Likewise, 
this report, published in 2020, is built on data gathered in 2019. We therefore refer to three data sets in this report—for 2014, 2017 
and 2019. 

Diversity Wins is the third in a McKinsey series 
investigating the business case for diversity, 
following Why Diversity Matters (2015) and 
Delivering through Diversity (2018).1 This report 
shows not only that the business case remains 
robust, but also that the relationship between 
diversity on executive teams and the likelihood of 
financial outperformance is now even stronger 
than before. These findings are underpinned by our 
largest data set to date, encompassing 15 countries 
and more than 1,000 large companies. The report 
also provides new insights into how inclusion 
matters, through an analysis of employee sentiment 
in online reviews; this shows that companies need 
to pay much greater attention to inclusion, even in 
relatively diverse industries. 

By following the trajectories of hundreds of large 
companies in our data set since 2014, we find that 
overall slow growth in diverse representation in 
fact masks a growing polarization between these 
firms. While most are stalled or even slipping 
backwards, some are making impressive progress in 
improving diversity, particularly in executive teams. 
We show that these diversity winners are adopting 
systematic, business-led approaches to I&D, with 
special focus on inclusion. And we highlight the 
areas where companies should take far bolder 
action to bring about lasting change in inclusive 
culture and behavior. 

A stronger business case for diversity, 
but slow progress overall
Our latest analysis reaffirms the strong business 
case for both gender diversity and ethnic  
and cultural diversity in corporate leadership— 
and shows that this business case continues  
to strengthen. The most diverse companies are now 
more likely than ever to outperform  
non-diverse companies on profitability.

Our 2019 analysis finds that companies in the top 
quartile of gender diversity on executive teams were 
25 percent more likely to experience above-average 
profitability than peer companies in the fourth 
quartile. This is up from 21 percent in 2017 and 
15 percent in 2014. 

Moreover, we found that the higher the 
representation, the higher the likelihood of 
outperformance. Companies with more than 
30 percent women on their executive teams are 
significantly more likely to outperform those with 
between 10 and 30 percent women, and these 
companies in turn are more likely to outperform 
those with fewer or no women executives.  
As a result, there is a substantial performance 
differential—48 percent—between the most  
and least gender-diverse companies. 

Executive summary
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In the case of ethnic and cultural diversity, the 
findings are equally compelling. We found that 
companies in the top quartile outperformed those  
in the fourth by 36 percent in terms of profitability  
in 2019, slightly up from 33 percent in 2017  
and 35 percent in 2014. And, as we have previously 
found, there continues to be a higher likelihood  
of outperformance difference with ethnicity than 
with gender.

Despite this, progress overall has been slow.  
In the companies in our original 2014 data set, 
based in the United States and the United Kingdom, 
female representation on executive teams has 
risen from 15 percent in 2014 to 20 percent in 
2019. Across our global data set, for which our data 
starts in 2017, this number has moved up just one 
percentage point from 14 to 15 percent in 2019— 
and more than a third of companies still have no 
women at all on their executive teams. This lack of 
material progress is evident across all industries and 
in most countries. Similarly, representation of ethnic 
minorities on US and UK executive teams stood at 
only 13 percent in 2019, up from just 7 percent in 
2014. For our global data set in 2019, this number  
is 14 percent, up from 12 percent in 2017.

The widening gap between winners 
and laggards
While overall progress on representation is slow, 
our research makes it clear that this in fact hides 
a widening gap between leading I&D practitioners 
and companies that have yet to embrace diversity. 
A third of the firms we analyzed have achieved 
real gains in top-team diversity over the five-year 
period. But most firms have made little progress or 
remained static and, in some, gender and cultural 
representation has even gone backwards. 

This growing polarization between high and low 
performers is reflected in an increased likelihood 
of a performance penalty. In 2019, fourth-quartile 
companies for executive-team gender diversity 
were 19 percent more likely than companies in 
the other three quartiles to underperform on 
profitability. This is up from 15 percent in 2017  
and nine percent in 2015. And for companies in  
the fourth quartile of both gender and ethnic 
diversity the penalty is even steeper in 2019:  
they are 27 percent more likely to underperform  
on profitability than all other companies in our  
data set. 
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By tracking the progress of companies in our 
original 2014 data set, we identified five cohorts 
based on their starting points and speed of 
progress on executive-team gender representation 
and, separately, ethnic-minority representation. 
The first two cohorts, Diversity Leaders and 
Fast Movers, have shown strong improvement over  
the past five years. For example, gender Fast 
Movers have almost quadrupled representation of 
women on executive teams to 27 percent in 2019; 
for ethnicity, companies in the equivalent cohort 
have increased representation from just 1 percent  
in 2014 to 18 percent in 2019. 

At the other end of the spectrum are the Laggards, 
which have seen their already poor diversity 
performance decline further. In 2019, these firms 
had an average of 8 percent female representation 
on their executive teams—and no ethnic-minority 
representation at all. The two other cohorts 
are Moderate Movers, which have on average 
experienced slower growth, and Resting on Laurels, 
which started with higher levels of representation 
than did Laggards, but have similarly seen this 
decline since 2014.

We also found that the average likelihood of 
financial outperformance in these cohorts 
is consistent with our findings in the quartile 
analysis above. For example, in 2019 companies 
in the Resting on Laurels cohort on average 
have the highest likelihood of outperformance 
on profitability, at almost 62 percent—possibly 
reflecting their historically high levels of diversity on 
executive teams. Laggards, on the other hand, are 
more likely to underperform their national industry 
median profitability, at 40 percent. 

How inclusion matters 
We sought to explore how differing approaches  
to I&D could have shaped the trajectories of  
the companies in our data set, through analysis  
of surveys and company research. These pointed  
to two critical factors: a systematic approach to I&D, 
and bold action on inclusion. 

We have previously advocated a systematic, 
business-led approach to I&D, based on a robust 
bespoke business case, evidenced-based targets 
and core-business leadership accountability.  

To further understand how inclusion matters—and 
specifically what aspects of inclusion employees 
consider to be significant—we conducted for 
the first time an analysis of indicators relating to 
inclusion, outside-in. This analysis focused on 
employee reviews about the firms they work for 
made on online recruitment websites. 

While this approach is indicative, it provides a more 
candid read on inclusion than internal employee-
satisfaction surveys do—and it allows data across 
dozens of companies to be analyzed rapidly and 
simultaneously. We focused on three industries  
with the highest levels of executive-team diversity  
in our data set: financial services, technology  
and healthcare. In these sectors, comments directly 
pertaining to I&D made up around one-third of the 
total comments made, showing that this topic is high 
on employees’ minds.

We analyzed comments relating to five indicators. 
The first two—diverse representation and 
leadership accountability for I&D—are markers 
of a systematic approach to I&D. The other three 
indicators—equality, openness, and belonging—
are core components of inclusion. Across several 
of these indicators, our findings suggest that there 
are marked “pain points” in the experiences of 
employees, as follows: 

 — While overall sentiment on diversity was 
52 percent positive and 31 percent negative, 
sentiment on inclusion was markedly worse 
at only 29 percent positive and 61 percent 
negative—which encapsulates the challenge 
that even the more diverse companies still face 
in tackling inclusion. Hiring diverse talent isn’t 
enough—it’s the experience they have in the 
workplace that shapes whether they remain  
and thrive.

 — Leadership and accountability as it pertains 
to I&D accounted for the highest number of 
mentions, and was also strongly negative.  
On average across industries, 51 percent of 
the total mentions related to leadership, and 
56 percent of those mentions had negative 
sentiment. This underscores the increasingly 
recognized need for companies to engage their 
core business managers better in the I&D effort.
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 — Considering the three indicators of inclusion—
equality, openness, and belonging—we found 
particularly high levels of negative sentiment 
around equality and fairness of opportunity. 
Negative sentiment around equality ranged from 
63 to 80 percent across the industries analyzed. 
Openness of the working environment, which 
encompasses bias and discrimination, was also 
of significant concern, with negative sentiment 
across industries ranging from 38 to 56 percent. 
Belonging elicited overall positive sentiment, 
but from a relatively small number of mentions.

These findings highlight the importance not just 
of inclusion overall, but specifically of the varying 
extents to which particular aspects of inclusion 
matter. Even where companies are more diverse, 
many appear as yet unable to cultivate work 
environments which effectively promote inclusive 
leadership and accountability among managers, 
equality and fairness of opportunity, and openness 
and freedom from bias and discrimination. 

Winning through inclusion  
and diversity: taking bold action 
We took a close look at the companies in our data 
set that are achieving higher levels of diversity—
and benefitting from an increased likelihood of 
financial outperformance. The common thread for 
these diversity winners is a systematic approach, 
together with bold steps to strengthen inclusion. 
Drawing on best practices from these firms, 
this report highlights five areas of action for 
companies, as follows: 

 — Ensure representation of diverse talent. This 
is still an essential driver of inclusion. Companies 
should focus on advancing diverse talent into 
executive, management, technical and board 
roles. They should ensure that a robust, bespoke 
business-driven case for I&D exists and is well 
accepted, while being thoughtful about which 
forms of multivariate diversity to prioritize (for 
example, going beyond gender and ethnicity).  
They also need to set the right data-driven 
targets for representation of diverse talent. 

 — Strengthen leadership accountability and 
capability for I&D. Companies should place 
their core business leaders and managers at  
the heart of the I&D effort—beyond their  
HR functions or employee resource-group 
leaders. They also need to strengthen inclusive 
leadership capabilities among their managers as 
well as their executives, and more emphatically 
hold all leaders to account for progress on I&D.

 — Enable equality of opportunity through 
fairness and transparency. It is critical that 
companies ensure that there is a level playing 
field in advancement and opportunity, in pursuit 
of true meritocracy. Companies should deploy 
analytics tools to build visibility into  
the extent to which promotions and pay 
processes and criteria are transparent and fair. 
They should de-bias these processes and work 
to meeting diversity targets across long-term 
workforce plans.

 — Promote openness and tackle 
microaggressions. Companies should uphold  
a  zero-tolerance policy for discriminatory 
behavior such as bullying and harassment— 
and actively build the ability of managers and 
staff to identify and address microaggressions. 
They should also establish norms for what 
constitutes open, welcoming behavior, and ask 
leaders and employees to assess each other on 
how they are living up to that behavior.

 — Foster belonging through unequivocal 
support for multivariate diversity. Companies 
should build a culture in which all employees 
feel they can bring their whole selves to work. 
Managers should communicate and visibly 
embrace their commitment to multivariate forms 
of diversity, building connection with diverse 
individuals and supporting employee resource 
groups to foster a sense of community and 
belonging. Companies should also explicitly 
assess belonging in internal surveys.
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Progress on executive team diversity in our 
2014 dataset continues to be slow

Representation in US and UK
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2017

20%

13%

2019

2014

14%

7%

Gender Ethnicity

The penalty for lagging on gender diversity is 
growing, while top quartile companies are more 
likely to be at an advantage

Difference in likelihood of financial outperformance²

Penalty for bottom quartile

-9%

-15%

-19%

11%

2014

2017

2019

2019

Advantage for top quartile

Difference in likelihood of outperformance of 1st vs 4th quartile¹

Gender Ethnicity

2014 2017 2019

35% 33% 36%

2014 2017 2019

15% 21% 25%

Diverse companies are more likely to financially outperform their peers

The business case for inclusion & diversity 
is stronger than ever

¹ Difference in likelihood of financial outperformance vs the national industry median of five years average EBIT margin, using the full dataset of companies in each year.

² Difference in likelihood of financial outperformance vs the national industry median of five years average EBIT margin for 4th quartile vs 1st-3rd quartile, and 1st quartile vs 
2nd-4th quartile, using the full dataset of companies in each year.
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Over the past decade, many companies around the world have 
incorporated I&D into their visions and strategies. Increasingly, 
business leaders recognize that a diverse and inclusive employee 
base—with a range of approaches and perspectives—is an asset 
when competing in a fast-moving, globalized economy. 

Along with growing acceptance of the business 
case for I&D, progress has been helped along 
by regulatory pressure, media scrutiny, and an 
upswelling of social-justice demands.

Yet significant, sustainable progress remains 
challenging. Companies are struggling not 
because they haven’t put I&D on the agenda, but 
because it’s hard to get right. Common pitfalls 
include fragmented I&D initiatives, overly relying 
on individual commitments, and the lack of a clear 
link with the company’s core business strategy. 
Many companies are battling additional headwinds 
of uncertainty over the economy and the future of 
work more broadly, as well as the threat of diversity 
fatigue and backlash. 

This report, the third in the series after Why 
Diversity Matters (2015) and Delivering through 
Diversity (2018), shows how some companies are 
winning through diversity—and how others can 
do the same. It continues to focus on diversity of 
gender and of ethnicity and culture in executive 

teams—the leadership groups that drive company 
strategy and organizational transformation, and act 
as bellwethers for a company’s commitment  
to I&D.  Diversity Wins draws on an expanded data 
set of more than 1,000 large companies in  
15 countries, comprising of company surveys, case 
studies, and interviews, as well as new analysis 
of employee sentiment about I&D. (See Box 1: 
Expanded data set, updated methodology.)

The report sets out the findings of this research, and 
the actions needed to strengthen I&D,  
in four sections as follows: 

 — A stronger business case for diversity,  
but slow progress overall

 — The widening gap between winners  
and laggards

 — How inclusion matters

 — Winning through inclusion and diversity:  
taking bold action

Introduction

Box 1 
Expanded data set, updated methodology
Our purpose in the Diversity Matters series is to explore the link between increased gender and ethnic 
diversity in companies’ top teams, and those companies’ business performance. We also seek to 
provide a robust basis for tracking companies’ progress in advancing I&D among their leadership.  
In so doing, we continue to substantiate the business case for diversity, and provide helpful insights 
for companies seeking to strengthen diversity and translate it into business results. 

Over the past five years, we have tracked the progress of hundreds of large companies (each with 
annual revenues exceeding $1.5 billion) in countries around the world. For this report, we have 
expanded that global data set to take in 1,039 companies in 15 countries: Australia, Brazil, France, 
Germany, Norway, Denmark, India, Japan, Mexico, Nigeria, Singapore, South Africa, Sweden, the 
United Kingdom, and the United States. 
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Exhibit 1
Our data set spans over 1,000 companies in 15 countries
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Drawing on this unique data set, we have 
been able to conduct longitudinal analysis 
of 365 large US- and UK-based companies 
included in our sample since 2014. For dozens 
of these companies, we have conducted 
in-depth interviews with senior executives to 
understand their I&D challenges, strategies 
and progress. That, in turn, has supported 
a segmentation of the companies into five 
distinct cohorts. 

We also undertook additional quantitative 
analysis of inclusion in this report—the first 
time we have done so. We used outside-
in analysis of employee sentiment on I&D 
in several major industries to understand 
the relationship between inclusion and the 
experiences of diverse talent in organizations, 
what drives their engagement, and how this 
influences diverse representation.

We should note that this report’s focus on 
executive teams is deliberate, as these 
leaders are the primary drivers of company 
strategy and organizational transformation. 

2 See, for example, Women in the Workplace 2019, October 2019, McKinsey.com.

That said, I&D in other areas of leadership and 
management is, of course, important too. We 
include a brief discussion of diversity at board 
level in this report, and we consider I&D across 
company levels in other McKinsey research.2  

Finally, although our research focuses on 
gender and ethnicity as intrinsic forms of 
diversity which are measurable at scale, 
we recognize the increasingly multivariate 
nature of diversity—including multiple forms 
of acquired diversity such as educational or 
socio-economic background, or diversity of 
thought. Over the past decade, traditional 
identities of race and gender have fractured 
as people start to embrace openly a more fluid 
sense of who they are, highlighting the need to 
recognize multiple forms of intersectionality. 
Although this is more difficult to measure,  
it is a significant additional driver of the need 
to focus on inclusion.

For further detail on our methodology,  
see page 48.
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The business case for I&D as a source of competitive advantage 
is growing stronger. Increasingly, we find that the most diverse 
companies recognize I&D as more than a social-justice imperative; 
they also see it as a core enabler of growth and value creation. 
These diversity winners are pulling ahead of the rest.

For five years our research has shown a positive, 
statistically significant correlation between company 
financial outperformance and diversity, on the 
dimensions of both gender and ethnicity. This 
is evident at different levels of the organization, 
particularly on executive teams. In our updated 2019 
data set—covering 15 countries on five continents—
this correlation holds and is even stronger. And we are 
also seeing that the positive correlation between board 
diversity and financial outperformance observed in 
our previous research has now become statistically 
significant. (See Box 2: The increasingly clear link 
between board diversity and business performance.)

For both executive teams and boards, gender  
and ethnic diversity has progressed—but 
progress is still very slow. But this overall picture 
masks the fact that some companies have made 
impressive advances over the past five years. 
Across geographies and industries, these diversity 
winners are pulling ahead on both gender and ethnic 
diversity on executive teams. In this section of the 
report we consider each dimension in turn. 

A stronger business case for 
diversity, but slow progress overall

Box 2
The increasingly clear link between board diversity  
and business performance 
Our expanded 2019 data set shows that companies whose boards are in the top quartile of gender 
diversity are 28 percent more likely than their peers to outperform financially. In previous years, while 
the correlations were positive between board gender diversity and outperformance on earnings 
before interest and taxation (EBIT) margin, they were not statistically significant; now they are. 

This difference in significance could be linked to an overall rise in female representation on boards. 
In recent years, many countries have ramped up efforts to boost this, as evidenced by the significant 
uptick in representation we have observed in several countries. For example, companies in France 
and Norway have, on average, over 40 percent women on their boards. We hypothesize that this 
higher representation may be linked to the increased likelihood of financial outperformance of their 
companies becoming statistically significant.

The interplay between boards, executive teams and company profitability is not well understood. 
Could these more diverse boards be operating differently? Or could a visible commitment to board 
diversity be signaling a company’s openness towards increasingly diverse customers, employees, 
businesses and communities, which in turn is positively influencing financial performance?  
Board diversity could symbolize a company’s commitment to equality, innovation and inclusive growth. 
Certainly, these questions warrant further research.3 

3 “Toward a value-creating board: McKinsey Global Survey results,” 2016, McKinsey.com.
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A clear opportunity from pushing 
towards gender parity 
When we assessed our original 2014 data set, 
we found that companies in the top quartile for 
gender diversity in their executive teams were 15 
percent more likely to experience above-peer-
average profitability than companies in the fourth 
quartile.4 Three years later, in our Delivering through 
Diversity report, this had increased to 21 percent. 
In our 2019 data set, it has increased again to 25 
percent (Exhibit 2). As mentioned above, female 
representation on executive teams has also 
increased slowly but steadily during this time frame, 
widening the gap between the top and bottom 
quartiles. This has also been the case for gender 
diversity on boards, which we discuss in Box 2.

Female representation on the executive teams of 
the mostly US and UK companies we have been 
tracking since 2014 has risen from 15 percent in 
2014 to 20 percent in 2019. This represents an 
annual average change over the past five years 
of just 1.1 percentage points per year. Progress 

4 Our 2014 original data set consisted of 383 companies largely in the United States and the United Kingdom. In 2017, this data set had 
grown to 991 companies from 12 countries and our 2019 data set consisted of 1,039 companies from 15 countries, including three 
Scandinavian countries; Women Matter: Reinventing the workplace to unlock the potential of gender diversity, 2015, McKinsey.com.

on gender diversity in boards has been similarly 
slow, albeit with a marked uptick in the past two 
years. Across our full 2019 data set of 15 countries, 
progress (tracked since 2017) has been even slower 
(Exhibit 3). Women make up just 15 percent of 
executive-team membership, and more than  
a third of companies have no women at all on their 
executive teams.

Taking a country lens, progress towards female 
representation on executive teams is low in most 
countries (Exhibit 4). We observe extremes in 
representation, ranging from Norway, where all 
the companies in our data set have at least one 
female executive, to several major economies—
including Brazil, India, Germany and Japan—
where up to 83 percent of companies have zero 
women on their executive teams, and female 
representation averages 8% or less. Developed 
countries on average have higher rates of diversity 
representation than do emerging economies.  
(See Box 3: Comparing gender diversity in 
developed and emerging economies.) 

Exhibit 2
The business case for gender diversity on executive teams is stronger than everThe business case for gender diversity on executive teams is stronger than ever
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1. Likelihood of financial outperformance vs the national industry median. p-value <0.05, except 2014 data where p-value <0.1.
2. n = 383; US, UK, and Latin America; EBIT margin 2010-2013.
3. n = 991; US, UK, Brazil, Mexico, Australia, Japan, India, Singapore, Germany, France, South Africa, and Nigeria; EBIT margin 2011-2015.
4. n = 1,039; 2017 companies for which gender data available in 2019 plus Denmark, Norway, and Sweden;  EBIT margin 2014-2018.
Source: Diversity Matters data set
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Source: Diversity Matters data set; World Bank (labor force participation rate, September 2019)
1. n = 1,039; 2019. Respective weighted averages: 9% and 45%

In nearly all 15 countries, women are underrepresented on executive teams
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Exhibit 4
In nearly all 15 countries, women are underrepresented on executive teams
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At the current rate of progress, it will take 29 years 
and 24 years respectively for the average US and 
UK company in our data set to reach gender parity 
on its executive team, and 18 years and 13 years 
on boards.5  Again, that picture differs radically 
by country: comparable figures for Brazil are 238 
years on executive teams and 27 years on boards.6 

The overall slow pace of progress across industries 
and countries is a missed opportunity—and 
leaves most companies far off well-established 
targets, such as the minimum 30 percent female 
representation on boards and executive teams 
put forward by the United Kingdom’s 30% Club 
a decade ago. This coalition of business leaders 
believes the following: 

“Gender balance on boards and in senior 
management not only encourages better leadership 
and governance, but diversity further contributes to 

5 Calculated by extrapolating rates of increase in representation since 2014 in our original data set.
6 Our 2015 Women in the Workplace report stated that companies in the United States were 100 years away from gender parity in the 

C-suite, based on progress in female representation between 2012 and 2015. While this progress has accelerated over the 2014–19 time 
period, we should also note that our current report draws on a different data set of companies, so its findings are not strictly comparable 
with those of Women in the Workplace.

7 https://30percentclub.org/about/who-we-are. In the United Kingdom, the target of 30 percent average female representation on 
executive teams and boards of major listed companies has since been met.

8 On EBIT margin.

better all-round board performance, and ultimately 
increased corporate performance for both 
companies and their shareholders.”7 

Our data set appears to substantiate this view and 
shows that there are likely additional benefits to 
pushing for gender parity on executive teams.  
In our US and UK data set, companies with female 
executive-team representation exceeding  
30 percent are significantly more likely to 
outperform those whose executive teams are 
between 10 and 30 percent female.8 Those 
companies, in turn, are more likely to outperform 
those with fewer than 10 percent female 
executive-team representation. As a result, there 
is a substantial likelihood of outperformance 
differential—48 percent—between the most  
and least gender-diverse companies (Exhibit 5). 

Exhibit 5
Executive teams with more than 30% women are more likely to outperform those with  
fewer or no women 
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This finding begins to substantiate the business 
rationale for pushing further than historical 30 
percent representation targets, and closer towards 
gender parity on executive teams. Yet very few 
companies today are close to this. In our latest data 
set, only around 4 percent of companies have more 
than 40 percent women on their executive team.  
On the other hand, 42 percent of companies have  
10 percent or less female executives. 

Taking a view across industries, we find significant 
differences in the rates of progress since 2014 
(Exhibit 6). Female representation in executive 
teams has increased at the fastest rates in the 
financial services and the technology and media 
industries, at about 1.5 percentage points a year. 
In healthcare, by contrast, it has increased at just 
0.3 percentage points a year, despite this being 
an industry where female representation at entry 
level is particularly high. Surprisingly, this starting 
point does not appear to have led to a stronger push 
towards gender parity in healthcare leadership— 
as the slow growth rate shows. 

9 Women in the Workplace, October 2018 & 2019, McKinsey.com.

We also took a close look at the roles women occupy 
in executive teams—in particular, the extent to which 
they occupy line decision-making roles, which have 
the most direct influence on business performance 
and provide a stronger path to the CEO position. 
Only one-third of women executives in our 2019 
data set sample occupied line roles, with two-
thirds occupying support or staff roles. Further, for 
companies in the bottom two quartiles for gender 
diversity, the proportion of women in staff roles is 
even greater. These proportions have barely shifted 
since we started tracking such roles in 2017, and are 
consistent across other areas of our research.9  

Taking an intersectional lens to our US data 
set, we find that black women continue to be 
disproportionately underrepresented in line roles, 
with only 5 percent of female line roles held by black 
women. Of the 33 percent of women who occupy 
line roles, the vast majority—83 percent—are white. 
Asian women (9 percent) and Hispanic women (2 
percent) make up the rest. In the United Kingdom 
the picture is similar. 

Exhibit 6
Across major industries, female executive representation remains below 25%, and has 
increased slowly since 2014
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Across major industries, female executive representation remains  below 25%, and 
has increased slowly since 2014

Source: Diversity Matters data set

Average female representation1, % 2014-2019 annual growth, p.p.

1. n = 365; US and UK; 2019.
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Previous McKinsey research has found that black 
women face the greatest barriers to progress in 
the workplace, a consequence of accumulation of 
different forms of discrimination, including racism, 
sexism, and classism. In the United States, for 
example, we have shown that for every 100 men 
who receive their first promotion from entry level 
to manager, only 79 women receive that same 
promotion. For black women that number is 60.10 

10 Women in the Workplace 2019, op. cit.

In aggregate, the above findings make it clear that 
there is opportunity for most companies to take 
much bolder action to advance gender diversity  
on executive teams—and to push towards parity  
and increased representation in line decision-
making and technical roles. 

19Diversity wins: How inclusion matters 



Ethnic and cultural diversity: 
potentially an even bigger opportunity 
As with our Delivering through Diversity report, we 
analyzed data from countries where the definition 
of ethnic and cultural diversity was consistent, 
and our data were reliable.11 We found that the 
business case for ethnic and cultural diversity was 
comparable to our previous findings, with a 

11 The countries included in the analysis were the United States, the United Kingdom, Brazil, Mexico, and Singapore.

36 percent higher likelihood of outperformance 
on EBIT margin for top quartile companies for 
ethnic and cultural diversity on executive teams—
up from 33 percent in 2017 and 35 percent in 2014 
(Exhibit 7). This is consistently higher than for 
gender diversity, but with progress similarly slow. 
The business case for ethnic and cultural diversity 
on boards remained significant in 2019. (See Box 2).

Box 3
Comparing gender diversity in developed and emerging economies
We compared the likelihood of outperformance on profitability for firms in advanced economies 
with that for their counterparts in emerging economies. We hypothesized that the business case for 
gender diversity would be stronger in advanced economies where markets are typically more efficient 
and the I&D agenda is often more advanced at national level.

What we found backs this up. The likelihood of financial outperformance by companies with gender-
diverse executive teams climbs to a high of 47 percent in advanced economies that have high gender 
parity, such as the United States, the United Kingdom, Finland, and Sweden. By contrast, the 
likelihood of financial outperformance by such gender-diverse companies stood at an average of  
17 percent in lower-parity emerging economies such as Brazil, India, and Nigeria. 

The fact that they are trailing offers firms in emerging and low gender-parity economies an 
opportunity to learn from the progress and mistakes of their peers in more developed markets.  
They have the opportunity to replicate what works and, more importantly, skip what doesn’t— 
creating the possibility that they can leapfrog to a position of greater competitive advantage.

Exhibit 7
The business case for ethnic diversity on executive teams remains strongThe business case for ethnic diversity on executive teams remains strong

Likelihood of financial outperformance1, %

43
58

44
59

Why diversity matters Delivering through diversity

Source: Diversity Matters data set

Diversity wins
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+35% +33% +36%
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1. Likelihood of financial outperformance vs the national industry median. p-value <0.05, except 2014 data where p-value <0.1. 
2. n = 364; US, UK, and Latin America; EBIT margin 2010-2013.
3. n = 589; US, UK, Brazil, Mexico, Singapore, and South Africa; EBIT margin 2011-2015.
4. n = 533; US, UK, Brazil, Mexico, Singapore, Nigeria, and South Africa where ethnicity data available in 2019; EBIT margin 2014-2018.
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The findings highlighted in Exhibit 7 support  
the argument that there is significant opportunity 
from promoting ethnic and cultural diversity in 
companies’ top teams. Yet despite this, ethnic 
diversity appears to have been less of a focus 
than gender for many companies—hence the slow 
progress. In the United States and the United 
Kingdom, overall ethnic-minority representation 
in executive teams moved from 7 percent in 2014 
to 13 percent in 2019 (see Exhibit 2, above). Not 
surprisingly, as with gender diversity, we found that 
most countries and industries need to pick up the 
pace in strengthening ethnic diversity in leadership. 

As we saw for gender above, we found significant 
differences across the six countries for which 
we analyzed executive ethnic diversity. Only 
in Singapore was this in line with “fair share” 
representation, with the companies in our data set 
averaging 33 percent non-majority representation 
on their top teams—well above the 24 percent 

12 Fair share is calculated based on diverse representation in each country’s population.

representation in the general population.12  
The United Kingdom, at 9 percent non-majority 
representation on executive teams, is just under 
halfway to achieving fair-share representation 
of ethnic minorities (20 percent), while all others 
are further behind, including the United States 
(14 percent on executive teams compared to 
37 percent fair share). 

Beyond average representation, the proportion of 
companies in our data set with zero non-majority 
representation in their executive teams is a telling 
measure of the lack of progress: in the United 
States this is 31 percent, in the United Kingdom 
58 percent, and in Brazil 73 percent. There is a 
significant opportunity for many companies that 
have fallen behind on this measure. By increasing 
ethnic and cultural diversity on their top teams, 
they could potentially reinvigorate performance 
and growth.
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Citigroup: strengthening 
equality of opportunity  
Global investment banking company Citigroup is powering  
ahead with a no-nonsense I&D agenda and placing equality, 
accountability and transparency at the center of everything  
that it does.

It’s a common refrain in the I&D space: there’s 
not enough female or black talent in a particular 
industry and that is why targets can’t be achieved—
but that’s a story Citigroup just isn’t buying into.

A fast mover—Citigroup has gone from 8 percent 
gender diversity on its executive team in 2014 to 
over 30 percent in 2019—the firm places equality 
of opportunity, accountability and transparency 
at the center of everything that it does. Business 
leaders at all levels are directly involved in and held 
accountable for advancing I&D across the firm, 
with scorecards presented at each board meeting 
where “very granular” and “very transparent” 
conversations are encouraged. 

“We are not debating any more whether I&D is  
the right thing to do,” says Teri Hogan, Global Head 
of Talent and Diversity. “We spent a long time on  
the business plan and our CEO is on record as 
saying it’s simply ‘smart business’—now we just 
need to get down to delivering.” 

The focus is on three key areas: targeted 
recruitment, development and retention, and 
promotion paths and processes. On the recruitment 
front, accountability is foregrounded through 
cascading targets for women and non-majority 
staff. And these targets are in the public domain. 
The company also works with external providers to 
set targets and determine the availability of non-

majority talent by location to counter  
the talent-shortage myth and uses a heatmap 
showing how different areas are trending in order 
both to increase transparency and to create a bit  
of healthy competition.

Having secured diverse talent, the retention and 
promotion of this is a key priority. “You can’t over-
index on hiring and expect that that’s going to 
solve the problem,” says Hogan. “You can’t just 
think about retention, you also have to think about 
promotion. In this it all comes down to culture.”

Which is why the firm is ratcheting up the focus 
on building an inclusive workplace. Here too, 
transparency is key. Believing that creating a diverse 
and inclusive culture is the responsibility of all of its 
employees, not just those who identify with a certain 
gender, ethnicity or affinity, Citigroup has invested 
heavily in Implicit Association Test (IAT) training 
and Affinity Groups to enable people to talk openly 
about barriers and the need to hold themselves and 
others to account. They are not shying away from 
difficult and uncomfortable conversations and, 
when they do fall short, they strive not to sweep 
their failings under the carpet.

“You have to think big and bold,” says Hogan.  
“When it comes to I&D you have to address every 
part of the system because this cuts across all 
aspects of the organization.” 
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The widening gap between 
winners and laggards  
One-third of the firms we tracked—our diversity winners—have 
achieved real gains in top-team diversity. But most of the firms we 
analyzed have made little or no progress and, for some, gender  
and cultural representation has even gone backwards. 

We sought to establish whether the few 
companies progressing far more boldly on diverse 
representation in leadership were also starting to 
pull away from their peers in terms of a widening 
likelihood of financial outperformance. Our analysis 
shows clearly that this is the case: companies in the 
top quartile for both gender and ethnic diversity 
are 12 percent more likely to outperform all other 
companies in the data set (Exhibit 8). 

For the larger group of companies that are making 
little or slow progress with diversity, the performance 

penalty highlighted in our earlier reports remains. 
Companies in the bottom quartile for gender diversity 
on executive teams are more likely to underperform 
all other companies in the data set to an increasing 
extent: from 9 percent in 2014 to 19 percent in 2019. 
Considering both gender and ethnicity, bottom-
quartile companies on both dimensions were 27 
percent more likely to underperform than all other 
firms in the data set in 2019, similar to the 29 percent 
we found in 2017 (Exhibit 8). 

Companies in the top quartile 
for both gender and ethnic 
diversity are 12 percent more 
likely to outperform all other 
companies in the data set. 
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Exhibit 8
The penalty for lagging on diversity is growing, while top-quartile companies are more likely 
to outperform all their peers
The penalty for lagging on diversity is growing, while top quartile companies are more 
likely to outperform all their peers
Likelihood of financial outperformance1, %
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Source: Diversity Matters data set

1. Likelihood of financial outperformance vs the national industry median. p-value <0.05, except 2014 data where p-value <0.1.
2. n = 383 for Gender; n = 364 for Gender and Ethnicity; US, UK, Brazil, and Mexico; EBIT 2010-13. 
3. n = 991 for Gender; n = 589 for Gender and Ethnicity; US, UK, Brazil, Mexico, Australia, India, Japan, Singapore, France, Germany, Nigeria, 

and South Africa; EBIT 2011-2015.
4. n = 1,039 for Gender; n = 533 for Gender and Ethnicity; US, UK, Brazil, Mexico, Australia, India, Japan, Singapore, France, Germany, 

Nigeria, South Africa, Denmark, Norway, and Sweden; EBIT 2014-18.

Penalty for bottom quartile Advantage for top quartile
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Defining five cohorts of companies 
with different rates of progress  
on diversity 
The above findings highlight the fact that companies 
across countries and industries are facing 
significant challenges in actually capturing the 
potential of diversity. To extend our understanding 
of why this is the case—and what firms need to 
do differently—we tracked the progress of 365 of 
the companies in our original 2014 data set, based 
in the United States and the United Kingdom. 
We segmented these firms into cohorts based on 
their starting levels of executive-team diversity, 
and their rates of progress between 2014 and 2019. 
We then complemented this analysis with research 
and interviews with a variety of companies, from 
those that had made huge strides in top-team 
representation to those that had struggled to do so.

For progress on executive-team gender diversity, 
we identified the following five cohorts (Exhibits 9 
and 10):

 — Diversity Leaders (5 percent of the data 
set). These companies have shown sustained 
improvement and are approaching gender 
parity, with on average 40 percent women 
executives in 2019, off an already solid base of 
26 percent in 2014. Our interviews showed that 
these firms have typically taken a systematic, 
business-led approach to I&D for at least five 
years, have a strong culture of accountability, 
and are deploying innovative and ambitious 
interventions, supported by strong leadership 
commitment. Most are taking bold and 
courageous steps to build fairer and more 
inclusive workplace cultures at all levels of the 
organization. We found Diversity Leaders across 
industries, from consumer goods  
and retail through to aerospace. 

 — Fast Movers (28 percent of the data set). These 
companies have shown exceptional improvement 
to an average of 27 percent female representation 
in 2019, off a very low base (an average of 
7 percent in 2014). It is encouraging that this 
cohort makes up a significant share of the data 
set—and that almost 30 percent of companies 
in this cohort are also Fast Movers on ethnic 
diversity. These companies have typically placed 
strong recent focus on I&D, with systematic 
moves including developing a bespoke business 
case with ambitious I&D targets, promoting full 
transparency including talent processes and pay, 
and deploying effective retention initiatives. They 
are increasingly emphasizing developing a fair 
and inclusive culture. Many are in traditionally 
more male-dominated industries such as mining, 
finance, and professional services. 

 — Resting on Laurels (29 percent of the data 
set). These companies started with significant 
diversity, with an average of 28 percent female 
representation on their executive teams in 
2014—but they have made no progress over 
the past five years, on average slipping to 22 
percent female representation in 2019. This is 
despite many being in traditionally more female-
oriented industries, such as healthcare and 
retail. These companies have tended to take  
a less systematic approach to I&D, supporting 
initiatives such as employee resource groups 
but with apparently less emphatic efforts to 
tackle the barriers limiting representation of 
women and minorities at the very top. In some 
instances, the issue has been holding on to 
progress in representation. This was particularly 
striking in companies whose executive teams 
were more than 40 percent female in 2014: all 
experienced a drop in executive-team gender 
diversity between 2014 and 2019.

Diversity Leaders are taking bold and 
courageous steps to build fairer and 
more inclusive workplace cultures 
at all levels of the organization. 
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 — Moderate Movers (10 percent of the data set). 
Among these companies, female representation 
on executive teams increased from 12 percent 
to 19 percent over the five-year period. 
Typically, these companies have found that 
their generally unspecific and low-profile public 
commitments to I&D are failing to translate into 
tangible progress on representation, including 
that at senior levels, or into a fair and inclusive 
workplace culture. This limited momentum 
results from a host of factors which include 
the lack of a robust articulation of a “reason 
why” for diversity, unclear accountability at all 
levels, talent policies and practices which are 
not effective at removing bias, and insufficient 
attention to inclusive mindsets and behavior. 

 — Laggards (28 percent of the data set). These 
companies’ already low gender diversity has 
declined further over the five-year period, from 
an average of 9 percent female representation 
on executive teams in 2014 to 8 percent in 
2019. A large proportion, 51 percent, are also 
Laggards on ethnicity. Companies in this cohort 
have typically not embarked on a purposeful 
I&D journey, or have taken a fairly unambitious, 
somewhat “box-ticking” view of I&D. They 
generally lack data and insight into their I&D 
performance and are fragmented in their 
approaches, which may be primarily bottom-
up and led by fledgling employee resource 
groups. We found limited accountability for I&D 
at all levels of these companies, and significant 
challenges with inclusion.

Exhibit 9
We found five cohorts of companies based on progress on executive diversity between 2014 
and 2019
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Exhibit 10
There are stark differences in how executive gender and ethnic diversity has evolved in each 
cohort since 2014

We also found that the 2019 likelihood of financial 
outperformance differences between the cohorts 
is consistent with our findings in the quartile 
analysis above. Companies in the Resting on 
Laurels cohort on average have the highest 
likelihood of outperformance on profitability,  
at almost 62 percent, reflecting their historically 
high levels of diversity on executive teams. 
Diversity Leaders and Fast Movers are next 
with an average of 55 percent and 52 percent 
respectively. They are followed by Moderate 
Movers, which have exactly average likelihood  
of outperformance, as would be expected.  
Finally, Laggards are more likely to underperform 
their national industry median profitability.

We found similar trends in companies’ progress 
on ethnic-minority representation between 
2014 and 2019, within our 2014 US and UK data 
set. Interestingly, companies in the cohorts at 
the extremes of progress on executive gender 
diversity—that is, Fast Movers and Laggards—
also had the highest and lowest levels of ethnic 
diversity respectively. 

The Diversity Leaders in the case of ethnic 
diversity (15 percent of companies in the data set) 
almost doubled the representation of non-majority 

executives on their top teams—from 17 percent 
in 2014 to 32 percent in 2019. The Fast Movers, 
which constitute a quarter (24 percent) of all 
companies assessed, made even more dramatic 
progress: they moved from an average of 1 percent 
non-majority representation on executive teams 
in 2014 to 18 percent in 2019. Yet, as for gender 
diversity, a larger group of companies made 
no progress on ethnic diversity or even moved 
backwards. Laggards, at 28 percent of the data 
set, make up the largest cohort when it comes to 
ethnic diversity—and they had zero non-majority 
representation on their executive teams in 2019 
(Exhibits 9 and 10).

For both gender and ethnic diversity on executive 
teams, our cohort analysis shows a contrasting 
picture by industry. Taking gender for example, 
healthcare companies in our data set are 
overwhelmingly (51 percent) in the Resting on 
Laurels cohort. The finance industry, on the 
other hand, is more polarized, with 42 percent 
of companies in the Fast Movers cohort and 
39 percent in Resting on Laurels (Exhibit 11). 
Technology, Media and Telecoms companies are 
slightly more likely to be Fast Movers than the 
other cohorts.
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Exhibit 11
The picture across different industries contrasts sharplyThe picture across different industries contrasts sharply
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Why commitment to building an 
inclusive culture is not enough
As we have mentioned, the gap in executive gender 
representation has widened between leading I&D 
practitioners in our data set and other companies, 
with only a third achieving real gains and the 
majority remaining static or declining—even where 
their leaders have articulated noble aspirations for 
inclusion and diversity. Two critical barriers appear to 
stand in the way of the sustained change in company 
culture, and the individual mindsets and behavior, 
that are needed to build a truly inclusive culture.

The first barrier is a lack of purposeful follow-
through on diversity pledges. Many companies, 
including those in our Laggards cohort, have 
publicly committed to building a diverse and 
inclusive company culture, and in some cases 
with their CEOs have even signed public pledges 
to do so.13 But many companies have yet to adopt 
the systematic, business-led approach to I&D 
that is needed to translate these pledges into 
actual change. Such companies have tended to 
rely overly on employee resource groups to drive 
their I&D agendas, rather than giving leaders and 
managers true accountability for strengthening 
diversity. Aspirations and ad hoc interventions  
are not enough. In the words of one HR director 
we interviewed: “A disconnect between what  

the company says and the progress it is making 
on the ground can seriously erode credibility both 
inside and outside of the organization, and further 
contribute to a lack of experienced inclusion”.

A second barrier in many companies, particularly 
those that are yet to embark on a purposeful 
I&D journey, relates to inclusion. Unaddressed 
misconceptions about fairness and meritocracy 
are one critical issue. There is often a prevailing 
belief that “everything should be the same for 
everyone”, and this fails to factor in the reduced 
extent to which women and ethnic minorities 
benefit from support and sponsorship—and 
the greater extent to which they face bias and 
microaggressions versus the dominant majority. 

McKinsey’s Women in the Workplace research, for 
example, has found that women, especially black 
women, are more likely to face microaggressions—
also known as everyday discrimination—than 
men.14 Cumulatively, these microaggressions have 
been shown to contribute to a rise in perceptions 
of unfairness and an increase in the likelihood 
of people thinking about leaving their jobs. By 
contrast, when employees believe they have equal 
opportunity and the workplace is fair then they are 
three times more likely to say they are happy with 
their career and will stay at their company longer.15

A disconnect between what the company 
says and the progress it is making 
on the ground can seriously erode 
credibility both inside and outside of 
the organization, and further contribute 
to a lack of experienced inclusion.

13 https://www.ceoaction.com/pledge/i-act-on-pledge/
14 Women in the Workplace, McKinsey & Company, October 2018.
15 Women in the Workplace 2019, op. cit.
16 ibid.
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Pentair: building an 
inclusive culture  
Pentair—a water-treatment company with a global footprint—
is sharpening its focus on I&D as a core business opportunity.

For Kelly Baker, Executive Vice President and Chief 
Human Resources Officer at Pentair, focusing 
on building an inclusive culture as a business 
opportunity means taking a contemporary view of 
I&D. This includes a broader definition of diversity 
encompassing race, gender, ethnicity, country 
of origin, age, personal style, sexual orientation, 
physical ability, religion, and life experiences. It also 
translates into a stronger focus on company culture, 
creating a space where employees are enabled to 
leverage their unique strengths and work in  
the ways that suit them best.

“I&D is not just about setting targets and having 
women on the slate; we are spending significant 
time on education—building the business case 
for I&D and pointing out why it’s not just about 
being politically correct,” says Baker. They are also 
working on developing a shared language on I&D. 
This focus fits easily into the company’s existing 
commitment to building what it calls a Win Right 
culture and values.

Baker says the organization takes an integrated 
approach to supporting and promoting workplace 
I&D based on the following three pillars: 

1. Talent acquisition and deployment, with a focus 
on fair hiring practices at every level.

2. Development and retention of diverse talent for 
leadership roles. Focus areas include expanding 
participation in leadership-development 
programs, prioritizing career-development 
planning for all talent, including diverse talent, 
and leveraging employee resource group 
networks to attract, retain, and develop people 
from diverse backgrounds. The company has 
also revised its benefits to support families and 
work–life balance. 

3. Leadership of diverse teams. The focus is 
on cultivating an environment that values 
differences, fairness, and inclusion.  
This includes Global Effectiveness training, 
which fosters insights about global differences 
and strengthens manager and employee 
capabilities in working across countries, 
cultures, and languages.

While it can be challenging to carve out the time 
for people to engage on the question of I&D, Baker 
says they know that it’s worth persevering on 
this important journey. “We know that a diverse 
and inclusive workforce contributes different 
perspectives and creative ideas that enable us to 
improve every day. So we continue to be bold in 
advancing these ideas in the organization.” 
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How inclusion matters   
The evidence presented in this report highlights the challenges  
for companies in making sustained progress on increasing  
gender and ethnic and cultural diversity on their top teams.  
And among those companies that do make tangible gains,  
holding onto these gains represents a further challenge.  
Why this is the case was one of the themes we explored in our 
interviews with companies in our data set. What we discovered 
emphasized the need for a systematic, business-led approach 
to I&D, as we have advocated in previous reports. But it also 
shed new light on the relative importance of inclusion.

Indeed, we found that every company in our data 
set that has made sustainable progress towards 
increasing gender and ethnic and cultural diversity 
on its top team over the past five years has also 
made real strides in creating an inclusive work 
culture. Lockheed Martin, for example, has sought 
to “create an environment where our employees 
feel welcomed and encouraged to bring their whole 
selves to work” (see case study on page 46). 

Several of the executives we interviewed made it 
clear that their companies could not have improved 
on diversity without investing in inclusion. For 
example, leaders at Pentair talk about moving 
beyond a focus on representation as a tick-box 
exercise to one that embraces a “shared language 
on I&D” across the organization (see case study 
on page 31). And executives at Target say they are 
committed to building an “ecosystem” around I&D, 
“rather than just having it as an isolated function.”

These companies’ efforts point to inclusion as an 
important emerging differentiator of success among 
leading diversity practitioners. This dovetails with the 
findings of previous reports by ourselves and others, 
including Women in the Workplace.16 These studies, 
as well as the research presented in this report, 
show that employees’ experience of inclusion in their 
workplace matters enormously to them, and is not 
always aligned with their companies’ or even their 
managers’ official commitments to inclusion. 

For example, our most recent Women in the 
Workplace study found that commitment to gender 
diversity at the leadership level had increased 
significantly: 87 percent of companies stated that 
they were highly committed to gender diversity in 
2019, compared to 74 percent in 2014. However, 
employees at these companies were much less 
likely to perceive that their companies or their 
managers had actually made diversity a priority.17 
Just 61 percent of women employees in 2019 
agreed that commitment to gender diversity was 
a priority, for example. (This is up from 44 percent 
in 2014, suggesting that a shift may be underway.) 
There is much work still to be done in bridging  
this gap.

Outside-in: a new lens on how inclusion matters

The logic behind prioritizing inclusion alongside 
diversity is coming more clearly into focus—but  
the full dynamics of the different aspects of 
inclusion, and their relative importance, are  
not yet fully understood. There is evidence 
that inclusion is closely linked to employee 
engagement, itself in turn a critical component 
of employee retention, productivity and financial 
performance. For example, research has shown 
that business units that score in the top quartile of 
their organization in employee engagement have 
nearly double the odds of success.18  

16 Women in the Workplace 2019, op. cit.
17 ibid.
18 State of the Global Workplace report, Gallup, 2017. Specifically, business units in the top quartile of are 17% more productive and 21% 

more profitable than those in the bottom quartile. They also have 20% higher sales, 10% higher customer metrics.
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19 “Culture matters. Now we can measure it,” MIT SMR / Glassdoor Culture 500, https://sloanreview.mit.edu/culture500?utm_
medium=pr&utm_source=release&utm_campaign=Culture500.

20 This research builds on and corroborates other research that has been done on this topic, especially the MIT / Glassdoor report (our 
results are similar) and McKinsey’s Women in the Workplace. 

21 See page 48 for a detailed understanding of our methodology. 

A significant challenge for senior leaders is that 
inclusion and workplace culture are inherently difficult 
to measure. There is no standardized, universal 
metric, and employee survey data are typically 
required, limiting the scale of the analysis in terms of 
the number of companies from which data can easily 
and rapidly be gathered. Further, it is unclear that 
employee responses to internal satisfaction surveys, 
even if anonymous, are fully representative of their 
experiences and are not influenced by employees’ 
perceptions about what their employers consider to 
be acceptable responses.

These limitations can, in part, be overcome by an 
outside-in approach, which is what studies such 
as Culture 500 have taken. This collaboration 
between MIT Sloan and Glassdoor developed and 
validated a methodology for measuring company 
culture outside-in, using sentiment analysis of 
employee reviews of their employers posted 
on job-search websites. We sought to build on 
these efforts to obtain a directional read on 
how inclusion matters, and specifically on what 
aspects of inclusion employees considered to be 
significant, based on comments made outside-in.19 

In partnership with McKinsey Digital Consumer 
Insights, we carried out an analysis of employee 
reviews about the companies they work for, made 
on Glassdoor and Indeed, both public forums 
based in the United States, during 2017–19. 
Using a natural language processing algorithm, 
we analyzed the sentiment—positive, negative 

and neutral—in employee mentions about I&D, 
focusing on 10–30 companies in each of three 
industries: financial services, technology, and 
healthcare. (These industries have the highest 
levels of executive-team diversity in our data set, 
but not necessarily the highest levels of overall 
diversity or indeed inclusion.)20

We searched for I&D-related reviews using 
keywords relating to two indicators of a systematic 
approach to I&D, diverse representation itself, 
and leadership accountability for I&D.21 We then 
specifically researched three core indicators of 
inclusion, as follows:

 — Equality—fairness and transparency in 
promotion, pay and recruitment, and equal 
access to sponsorship opportunities as well 
as other resources and retention support. 
Companies that embrace equality ensure 
a level playing field across critical talent 
processes, building representation targets  
into workforce plans and deploying analytical 
tools to build transparency.

 — Openness—an organizational culture where 
people treat each other with mutual respect, 
and where bias, bullying, discrimination and 
micro-aggressions are actively tackled. In 
companies that embrace openness, the work 
environment is welcoming and conducive to 
discussion, feedback which includes the most 
senior leaders, and risk taking. 
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 — Belonging—an outcome resulting from the 
organization’s demonstrating commitment to 
support the well-being and contributions of 
diverse and other employees. Leaders and 
managers foster connection with their diverse 
talent and between all employees, building  
a sense of community and encouraging them  
to contribute their diverse talents fully.

In our sentiment analysis, comments directly 
pertaining to I&D made up around one-third of 
the total comments made, showing that this topic 
is high on employees’ minds. Key findings across 
the five indicators we tested suggests that there 
are marked “pain points” in the experience of 
employees, as follows (Exhibits 12, 13a and 13b): 

 — While overall sentiment on diversity was 
52 percent positive and 31 percent negative, 
sentiment on inclusion was markedly worse 
at only 29 percent positive and 61 percent 
negative—which encapsulates the challenge 
that even the more diverse companies still face 
in tackling inclusion. 

 — Leadership and accountability as they pertain 
to I&D accounted for the highest number of 
mentions, and were also strongly negative.  
On average across industries, 51 percent of the 
total mentions were related to leadership, and 
56 percent of those mentions had a negative 
sentiment. This underscores the increasingly 
recognized need for companies to engage their 
core business managers better in the I&D effort.

 — Considering the three indicators of inclusion—
equality, openness, and belonging—we found 
particularly high levels of negative sentiment 
around equality and fairness of opportunity. 
Negative sentiment around equality ranged 
from 63 to 80 percent across the industries. 
Openness of the working environment, which 
encompasses bias and discrimination, was also 
of significant concern, ranging from 38 to 56 
percent of negative sentiment across industries. 
Belonging elicited overall positive sentiment, 
but from a relatively small number of mentions.

These findings, although indicative, highlight 
the importance not just of inclusion overall, 
but specifically of the varying extents to which 
particular aspects of inclusion matter. They can 
also provide companies with “another version of 
the truth” on inclusion by complementing internal 
employee-satisfaction surveys—and highlighting 
the gap between public pronouncements 
of commitments to I&D, and the sentiments 
employees are willing to express in the relatively 
risk-free environment of a job-search website.

In aggregate, this research shows that even 
where companies are more diverse, many 
appear as yet unable to cultivate inclusive work 
environments in an effective and consistent way. 
Such environments promote inclusive leadership 
and accountability among managers, equality  
and fairness of opportunity, and openness  
and freedom from bias and discrimination. 

While overall sentiment on diversity 
was 52 percent positive and 31 percent 
negative, sentiment on inclusion was 
markedly worse at only 29 percent 
positive and 61 percent negative.
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Exhibit 12
Employee reviews provide companies with additional insight into workplace experiences 
of inclusion
Employee reviews provide companies with additional insight into workplace experiences of 
inclusion

Source: Glassdoor and Indeed user-generated reviews

“Full of white male 
privilege…No diversity, the 
company churns out all these 
positive phrases but doesn't 
abide by them.”

“Great place to work because of 
all the walks of life coming 
through the doors… from 
different cultures/ethnic 
backgrounds.”

Diversity

“Heavy on favoritism. How 
you are promoted depends on 
which supervisor you get.”

“Fair promotion process… 
and if you perform well then 
[you will get] amazing pay.”

Equality

Positive comment examples Negative comment examples

“Management makes a strong 
effort to create an outstanding 
work environment, the culture 
is inclusive and 
encouraging.”

Leadership
“Management does not 
foster an inclusive culture 
for all levels of employees.”

“I don't feel valued or a 
sense of belonging, I feel 
like a number who's opinion 
is not valued.”

“Best company to work for, 
they really make you feel 
like family!”

Belonging

“This toxic environment is 
not built to develop or care for 
minorities or people with 
disabilities.” 

“Everybody treats you with 
Humility, Respect, and 
Trust.”

Openness
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31%

Diversity

74%

Leadership

56%

44%

Equality Openness

61%

32%

Belonging

Inclusion²
Leadership

Equality

Openness

Belonging

Technology

58%

29%

56%

67%

30%

Healthcare

42%

30%

44%

63%

29%

Diversity

Finance

58%

32%

38%

80%

33%

Exhibit 13a
Sentiments on inclusion are on average more negative than those on diversity
% of negative sentiments1

1. Total number of mentions by theme: Diversity 1,153; Leadership 3,216; Inclusion 2,077; Equality 1,257; Openness 710; Belonging 110
2.  Weighted average of Equality, Openness and Belonging

Source: Glassdoor and Indeed user-generated reviews

Neutral PositiveNegative

To further understand how inclusion 
matters we conducted an analysis of 
indicators relating to inclusion, outside-in
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Leadership

Equality

Openness

Belonging

Technology

58%

29%

56%

67%

30%

Healthcare

42%

30%

44%

63%

29%

Diversity

Finance

58%

32%

38%

80%

33%

Exhibit 13b
On most areas of inclusion and across industries, negative sentiment outweighs positive
% of negative sentiments1

1. Total number of mentions by theme and industry: Diversity – Finance 607, Tech 382, Healthcare 164; Leadership – Finance 2,190, Tech 629, 
Healthcare 397; Equality – Finance 668, Tech 377, Healthcare 212; Openness – Finance 391, Tech 209, Healthcare 110; Belonging – Finance 70, 
Tech 23, Healthcare 17

Source: Glassdoor and Indeed user-generated reviews

Neutral PositiveNegative
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How employees experience 
inclusion—or the lack of it 
A closer look at the sentiment analysis reveals some 
differences between industries—and vivid mentions 
from employees, which further illustrate the value 
of this “social listening” approach to companies 
seeking to improve their inclusive culture.

Equality
Organizations across all three of the industries we 
analyzed fare poorly on this metric, with equality 
overwhelmingly the most negative of all dimensions 
measured. In the finance sector, sentiment was the 
most strongly negative (80 percent) followed by 
technology (67 percent) and healthcare (63 percent).

Typical mentions included the following  
(see Exhibit 12): 

 — “Promotions are based on WHO you know,  
not WHAT you know! Good and hard work are 
not recognized.”

 — “There is a lot of blatant favoritism and lack of 
strong managerial leadership which amounts 
to swaths of displeased and un-engaged 
employees. This can be seen by amount of 
people we have had leave the organization.” 

Openness
On this metric, sentiment of mentions was in 
aggregate negative, but more mixed across industry 
sectors. In the technology sector, sentiment was the 
most negative (56 percent) followed by healthcare 
(44 percent) and finance (38 percent). No sector 
was overall positive.

Positive mentions focused on respect and trust 
as important components in the workplace, while 
negative mentions tended to cluster around bullying 
and microaggressions. Typical examples included 
the following: 

 — “Lack of diversity in thought and in people.”

 — “Backstabbing, exclusive culture. No diversity  
of thought and opinions are not valued.” 

 — “The constant rumor mill and lack of 
communication makes it very stressful to  
work here.”

Belonging
On this dimension, the majority of mentions across 
industry sectors were positive, although based on 
a notably smaller number of mentions. A typical 
example was the following:

 — “Amazing culture with an emphasis on inclusion 
and diversity. There are many employee 
resource groups and clubs that make it easy 
to feel comfortable and included at work. The 
people I’ve worked with truly care about helping 
you succeed and working as a team towards a 
common goal.” 

Negative sentiments expressed included the 
following: “You cannot have your own opinion, own 
style of work—only what is expected, to do exactly 
things in the way corp says to you.” 
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Target Corporation: staying open
Target Corporation is the eighth-largest retailer in the United 
States and believes that its sophisticated approach to I&D—
including using data to drive real-time transparency—is a key 
enabler of its success.

“Diversity and inclusion are at the heart of what we do 
at Target,” Brian Cornell, Chairman and CEO, explains. 
“Seventy-five percent of the US population lives 
within 10 miles of a Target store—and in order to win in 
retail, we need to reflect that population in our team to 
ensure we deliver the product, services, experiences 
and messages our guests want and need.” 22

Fifteen years into its journey with an I&D office, 
Target is among the 5 percent of companies in our 
data set that is close to achieving gender parity on 
its executive team (approaching 45 percent). Target 
pursues a broad set of I&D best practices, but it 
stands out in the following two key regards: 

 — A sophisticated use of data to drive real-time 
transparency. Progress on I&D is meticulously 
tracked, with a dedicated I&D analytics team. 
With multiple dashboards and through quarterly 
and annual processes, the organization 
reassesses its I&D goals every year and adjusts 
tactics quarterly. Business leaders are expected 
to make use of this disaggregated data to drive 
their talent decisions. When setting pay or 
advancement, for example, they can access and 
check their diversity statistics. 

 — A radical emphasis on courageous 
conversations and active listening that 
extends beyond the organization. The company 
culture is summed up in the call to action to “stay 
open.” And through the company’s guardrails for 
co-existence, employees are encouraged to be 
curious and accountable, to ask questions and 
have the difficult conversations and to leverage 
their unique skills to drive positive impact in 
business and society.

Inclusivity is a key value in Target’s culture.  
The company believes that embracing diversity 
and striving to give everyone access to the same 
opportunities helps them benefit from the richness 
of different perspectives and fulfill the needs of 
their guests better. 

“We’ve built an ecosystem around I&D rather than 
just having it as an isolated function,” says Tariq 
Malik, Director of Employee Relations and Diversity 
Analytics, who leads the company’s first ever I&D 
analytics team. Every member of the organization is 
empowered to help champion an inclusive society. 
For example, each business area has a Diversity 
Action Committee—a volunteer group that works 
with the I&D team to implement tactics specific for 
their part of the organization. There are also affinity 
groups for race/ethnicity, gender, ability, sexual 
orientation, veterans, people with different abilities, 
and faith. 

Despite the company’s steady progress towards 
parity, Malik says that the journey is not over. “We 
are looking towards the future.” With a new set 
of goals for the business and team, the company 
will continue to pursue outcomes in three key 
areas: (i) representation (equitable retention 
and advancement of diverse talent); (ii) inclusive 
experience (inclusive leadership and individual 
behavior); and (iii) business (ongoing investment 
in diverse suppliers, and continued reach to 
multicultural audiences and guests).

22 Comment taken from Target website: www.target.com/stayopen.
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Winning through inclusion  
and diversity: taking bold action
As we have shown, the business case for diversity is growing 
stronger and clearer—yet too many companies appear 
unable to overcome significant obstacles in their efforts to 
make tangible and sustained progress. The experience of 
the diversity winners we have studied suggests that it’s time 
to be bold, in deploying a systematic approach to I&D, and 
in purposefully tackling inclusion. There is a significant 
performance opportunity for those that are prepared to step up 
and do what it takes to foster significant progress on I&D.

How it can be done is exemplified in the four  

case studies shared in this report. Citigroup  

and Pentair are surging ahead in representation, 

while continuing to push the boundaries and 

foster inclusive workplace cultures where people 

are empowered to be their authentic selves. 

Target Corporation and Lockheed Martin are also 

prioritizing inclusion, while pushing towards gender 

parity on their executive teams—which is nearly  

45 percent and 40 percent female respectively (see 

case studies on page 39 and page 46). 

Action steps to make inclusion work
Our analysis of diversity winners in our data set, 

coupled with extensive insights from our research 

and practice on I&D, has helped identify the winning 

actions and practices of diversity winners when it 

comes to inclusion (Exhibit 14).

Exhibit 14
Companies need a systematic, business-led approach to I&D, and bolder action on inclusion

Companies need a systematic, business-led approach to I&D, and bolder action on inclusion

Strengthen leadership and accountability for delivering 
on I&D goals

Enable equality of opportunity through fairness and 
transparency

Increase diverse representation, particularly in leadership 
and critical roles

Promote openness, tackling bias and discrimination

Foster belonging through support for multivariate diversity

1

2

Systematic, 
business-led 
approach to 
I&D

Bold steps to 
strengthen 
inclusion
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We find firstly that getting the basics right is still 
crucial. As we have made clear in previous reports, 
including Delivering through Diversity, it remains 
critical to deploy a systematic approach with a clear 
rationale for I&D linked to business strategy; set 
and cascade evidence-based targets; and engage 
and empower core business leaders in the effort.23

The analysis presented in this report further 
refines our insight into the bold and often 
innovative actions that diversity winners are 
taking to embed inclusive culture, mindsets and 
behavior in their organizations. Companies should 
take three essential actions: enable equality 
and fairness of opportunity; promote openness 
and tackle discrimination; and foster a sense of 
belonging in the workplace.

Together, these imperatives translate into five  
key action steps, as follows. 

Ensure representation of diverse talent
Not only do diversity winners articulate a bespoke, 
business-driven case for I&D change and set 
themselves general representation targets, 
they also thoughtfully consider what forms of 
multivariate diversity (for example going beyond 
intrinsic forms such as gender and ethnicity) 
to prioritize, and why. They focus on advancing 
various forms of diverse talent specifically into 
executive, line-management, technical and 
board roles—not only addressing leadership 
appointments but also fixing the “broken rungs”  
of the corporate ladder along the way.24

This entails making hiring, appointments, and 
succession planning fair, with appropriate targets, 
diverse slates and talent process changes, 
all grounded in advanced pipeline analytics 
with interactive dashboards to visualize key 
metrics. It also entails rethinking roles in terms 
of capabilities required. Organizations need 
to open the door to large-scale reskilling and 
reaching beyond traditional recruiting channels 
and qualifications to access diverse talent whose 
profiles likely differ from the status quo—or who 
may be re-entering the labor market after a long 
break. For example, many companies are setting 
targets for diverse representation in specific roles, 
such as for women in STEM-related positions, 
using strategic workforce-planning approaches 

to project future talent trends and build diversity 
targets into long-term workforce plans, and using 
sophisticated digital heatmaps of local talent 
pools to target diverse potential recruits. 

Strengthen leadership accountability and 
capability for I&D
For diversity winners, placing their core business 
leaders and managers at the heart of the I&D 
effort is critical to building an inclusive culture. 
Central to this are inclusive leadership capability 
and accountability, both of which should go well 
beyond the executive team and extend to middle 
management, where I&D is often relegated in the 
face of business priorities considered  
more pressing. 

Diversity winners are going beyond standard 
unconscious-bias training to make inclusive 
leadership a core competency that is specified 
in job descriptions, assessed in performance 
reviews, supported by capability-building, and 
role-modeled by leaders and managers. Not only 
should companies also hold their leaders and 
managers to account for delivering against diverse 
representation targets, this should be extended 
to inclusive leadership behavior. This includes 
advocating I&D amongst their teams, promoting 
flexible ways of working, tackling bias, and 
“conscious inclusion” of diverse team members, 
with particular attention to “onlys”—people in teams 
where no one else is of the same diversity status.

For example, one company includes in its 
evaluation of its managers the share of their 
male and female team members who take their 
full parental leave, managers included. This 
sends a strong signal to both female and male 
team members and levels the playing field on 
parental leave and child care, which too often 
still overwhelmingly penalizes women’s careers, 
as well as on the growing numbers of male parents 
seeking greater involvement with their families. 

These raised expectations of managers and leaders 
go hand-in-hand with capability building and the 
use of approaches such as frequent and repeated 
nudges and reverse mentoring, to support them 
in practicing inclusive leadership in day-to-day 
behavior, as well as at critical talent-management 
decision points such as hiring or promotions.

23 Delivering through Diversity, 2017, McKinsey.com; Women Matter: Reinventing the workplace to unlock the potential of gender diversity, 
op. cit.

24 Women in the Workplace, October 2018 and 2019, op. cit.
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Enable equality of opportunity through fairness 
and transparency 
Diversity winners recognize equality and a sense 
of fairness of opportunity as key areas of attention 
in promoting inclusion, and hence retaining and 
advancing diverse talent. They attend to this both 
in terms of leadership mindsets, behavior and 
capabilities, as described above, and through 
de-biasing talent processes, primarily in relation 
to advancement and equal pay. 

These companies start by building transparency 
into the extent to which their organizations are 
true meritocracies today, and where the impact 
of traditional notions of privilege are understood, 
and employees are promoted on skill and 
potential, regardless of their ethnicity, gender 
or other identity attributes. This entails using 
people-analytics tools and internal qualitative 
research to build visibility into the extent to 
which promotions and pay are transparent and 
fair. And, in acting on this, a growing number of 
companies are training performance evaluators 
to minimize bias in their decision making, 
supporting review committees with observers to 
flag decisions influenced by unconscious bias, 
and deploying software tools to debias recruiting 
and, increasingly, advancement processes.

Diversity winners also assess the extent to which 
their staff have access to the support needed to 
succeed, including sponsorship and mentorship, 
access to resources and high-profile career-
advancing opportunities, access to training, 

support for dual-career couples and single 
parents, or exposure to senior leaders. These can 
be assessed through HR data and by redesigning 
employee experience or satisfaction surveys, as 
well as through dedicated sponsorship surveys.

Promote openness and tackle discrimination 
It goes without saying that diversity winners 
uphold—and enact—a zero-tolerance policy 
for discriminatory behaviors such as bullying, 
harassment and microaggressions. The key here 
is congruence between policies, which most 
companies have aplenty, and actions to support 
victims and apply consequences to perpetrators; 
lack of such congruence is common and has a 
significant impact on inclusion. 

Across their organizations, diversity winners 
actively build the ability of both managers  
and junior staff to identify, surface and address 
microaggressions. They achieve this in part by 
strengthening awareness of the multiple forms 
microaggressions take, through training that 
sensitizes employees to be more conscious of  
their communication styles. This is often supported 
by organization-wide, day-to-day nudges.  
One large multinational has deployed an inclusion 
program specifically for its predominantly white 
male leaders. The program aims to help these 
managers understand the impact of their behavior 
on perceptions of openness among diverse 
employees, and how they can contribute to 
fostering a positive company culture by shifting 
attitudes and behaviors. 
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More broadly, diversity winners establish 
norms and language for what constitutes open, 
welcoming behavior—and then ask employees 
and leaders to assess each other on how they are 
doing in living up to that behavior. They focus on 
building a company culture which encourages 
open, productive discussion of difficult topics—for 
example, through townhall sessions in which CEOs 
encourage participation and actively listen to 
employees’ ideas, issues, and questions. Indeed, 
diversity winners strive to empower employees 
and create safe spaces for them to share upward 
feedback about their day-to-day experiences  
as well as broader career-shaping situations.  
A simple yet powerful tool that some companies 
use is the daily check-in, in which employees share 
any challenges they might be facing at home or  
at work, and how they are dealing with those.  
The ultimate objective of such interventions is to 
allow people to bring their full selves to work.

Foster belonging through unequivocal support 
for multivariate diversity
Diversity winners are increasingly extending 
their scope for action beyond traditional diversity 
and inclusion goals to include fostering a sense 
of belonging among all their employees, and 
particularly among diverse employees. This aims 
to create a culture which not only emphasizes 
equality and openness, but in which employees 
feel that they can contribute their unique talents, 
that these talents are valued by their managers, 
teams and the wider organization, and that they 
can bring their full selves to work. Diversity 
winners are increasingly explicitly assessing 
belonging in their employee-engagement surveys.

While this feeling is largely an outcome, it results from 
specific actions on the part of the company, including 
clear communication and behavior from managers 
signaling their support to diversity in its varied 
forms, through their support for diverse individuals 
as well as employee resource groups. Belonging also 
results from encouraging and building capabilities 
among diverse talent to contribute their unique 
strengths, engage authentically and bring their 
whole selves to work, often through tailored 
leadership-development programs. 

For example, a major fashion retailer provides 
immersive leadership-development training, 
supplemented by one-to-one coaching, designed 
to help leaders learn early in their career how to be 
more self-aware and supportive. Another company 
has built a software tool that identifies “onlys” at 
risk of feeling isolated and connects them with 
other “onlys” to help create a sense of belonging.

Companies should recognize and support the role 
employee resource groups, and allies supporting 
them, play in building community around shared 
characteristics and creating a space for diverse 
individuals to reflect on their specific strengths 
and contribute them better. 

Starting points differ, but all 
companies can act now 
As discussed earlier, our longitudinal lens has 
allowed us to see the opportunities for, and 
barriers to, I&D over time. Companies in each of 
the five distinct cohorts—Diversity Leaders, Fast 
Movers, Resting on Laurels, Moderate Movers, 
and Laggards—can and should deploy a strategy 
reflecting their current baseline when considering 
ways to enhance their I&D performance. 

Companies across cohorts face many similar 
barriers. Those can include external barriers, 
such as an image of their industry that hampers 
recruitment of women and minorities, or the 
prevailing culture in the wider societies in which 
they operate. The internal barriers companies 
face can have an even more direct impact on 
I&D outcomes. These barriers include a failure 
of leadership support for I&D, insufficient drive 
behind implementation, fragmentation of largely 
bottom-up initiatives, an entrenched traditionalist 
culture, and company-performance challenges. 
All of them can lead to I&D not being considered 
a priority. Additionally, slower-moving companies 
may be held back by complacency about current 
representation levels, or even by diversity 
backlash and fatigue.

What, then, are the specific steps that companies 
in each cohort should prioritize? We suggest  
the following:

 — Diversity Leaders have a unique opportunity to 
create truly diverse and inclusive organizations, 
and sustainably so. They should push for fair-
share representation across diverse profiles in 
line with their business strategy, emphasizing 
the business and organizational benefits of 
doing so, and moving to best practices across 
the board. In particular, they may need to push 
for consistency in equality of opportunity and 
openness across specific areas of the company. 
Many are already seizing an industry, supply-
chain and wider societal leadership opportunity 
to advance the I&D agenda, while strengthening 
their sense of purpose and ability to attract 
customers and talent. 
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 — Fast Movers have typically set themselves 
robust targets for representation, developed  
a bespoke understanding of the business case 
for diversity, deployed measures to strengthen 
leadership accountability, and built a solid level 
of transparency and understanding around their 
talent pipeline metrics. They should continue 
to develop inclusive leadership capabilities 
among their managers, ensure that principles 
of equality of opportunity are rigorously applied 
to their talent processes, and maintain a sharp 
focus on promoting openness and belonging to 
mitigate any risk of diversity fatigue or backlash.

 — For companies in the Resting on Laurels cohort, 
the emphasis should be on renewing or extending 
their ambitions on diverse representation, 
understanding the specific barriers to leadership 
accountability, equality, openness, and belonging 
which have slowed progress, and tackling them 
through the targeted acceleration of initiatives 
in these areas. For example, companies in 
traditionally female-oriented industries such 
as healthcare could benefit from more robustly 
tackling the “glass ceiling” for women in top-
management line and technical roles, updating 
their hiring and promotion practices, and taking 
steps to tackle bias.

 — Moderate Movers should prioritize and scale 
up the subset of interventions that are already 
working within their organizations across 
the five domains identified above, while also 

identifying and addressing key gaps, which are 
often around target setting and transparency, 
leadership accountability, particularly in middle 
management, fairness of opportunity, and 
openness. There is typically an opportunity for 
these companies to raise their ambition level 
and delivery focus significantly around existing 
interventions, and implement targeted bold 
moves inspired by their faster-moving peers.

 — Laggards need to put in place the basics, 
building a bespoke business case, setting 
themselves targets to increase diverse 
representation informed by relevant 
benchmarks, and more forcefully championed 
by senior leaders, review their HR policies 
and practices to start removing bias, and 
encourage flexible working for all. They should 
start to build among their managers a culture 
of accountability for delivery and inclusive 
leadership behavior, deploying initiatives such 
as inclusion training and capability building. 

Companies in STEM-focused industries such 
as heavy industry or basic materials, where 
the traditional educational pipeline may be 
less diverse, could benefit from emphasizing 
capabilities over qualifications in their hiring, and 
explore reskilling. They should also start building 
an evidence base on inclusion through appropriate 
employee surveys, as the basis for an ambitious 
drive to tackle bias and build a culture of equality, 
openness and belonging for all employees.

Many Diversity Leaders are seizing 
the opportunity to advance the 
I&D agenda, while strengthening 
their sense of purpose and ability 
to attract customers and talent.
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Lockheed Martin: breaking 
down barriers to inclusion
Lockheed Martin, a global security and aerospace company, is 
engaging in courageous conversations to drive equality and build 
an inclusive culture across its global operations.

Lockheed Martin is breaking down barriers in 
diversity and inclusion by educating its leaders 
on how to engage effectively in the tough 
conversations necessary to make step-change 
differences to the organization’s 110,000 
employees. The global security and aerospace 
company, which is highly regarded for its innovation 
in technology,  
is pioneering a novel experiential immersive 
program that challenges its leaders to confront 
privilege head on. Lockheed Martin has embraced 
the immersive-leadership approach for more than  
a decade and it is consistently considered to be  
a game changer in driving for increased levels  
of inclusion.

Leaders from top and middle management explore 
the uncomfortable issues of bias and exclusion in 
the workplace to build empathy and understanding, 
and foster a working environment that is equitable, 
productive, and inclusive. Critically, this process 
starts to chip away at the myth of meritocracy 
by giving leaders insight into how they may have 
benefitted from their class or race—rather than 
their innate ability—to get to where they are. 
The teams of leaders that have participated in 
the immersion report higher levels of inclusion, 
engagement, and trust than teams of leaders that 
haven’t gone through training. As part of broadening 
the perspectives of others, the immersive program 
has expanded to include cross-race and cross-
gender sessions where all dimensions of diversity 
participate in sessions to have open conversations 
and explore experiences in highly transparent ways.

The initiative is just one of the many robust 
approaches at Lockheed Martin that have 
strengthened its I&D efforts. Rainia L. Washington, 
vice president of Global Diversity & Inclusion, says 
the company prides itself on setting the pace in 
the industry because it looks across the spectrum 

of I&D and is putting significant resources into 
creating equality and building an inclusive culture. 
“Our values to do what’s right, respect others, 
and perform with excellence guide everything 
we do. Respecting others means creating an 
environment where our employees feel welcomed 
and encouraged to bring their whole selves to 
work,” she says.

Recognizing that inclusivity helps drive its success, 
Lockheed Martin is committed to cultivating a 
world-class workforce and working culture.  
And with gender representation approaching 
40 percent on its executive team, it is getting 
things right. The company has a four-pronged 
strategy that includes the following:

 — Ambitious, enterprise-wide targets for gender 
representation

 — Talent-evaluation processes via an external 
partner to eliminate unconscious bias in talent 
acquisition, succession planning and promotions

 — Novel experiential learning, such as the 
immersion program, to shift people’s behavior 
and foster a sense of belonging

 — Data gathering via focus groups, anonymous 
employee feedback, and exit surveys to inform 
decision making and targets 

What is critical, says Washington, is that efforts don’t 
just come from the HR team, as executives have 
also bought in, with the “CEO serving as the lead 
champion for this and also setting expectations.” 
Additionally, there is a zero-tolerance policy for any 
form of discrimination or retaliation in the workplace. 
“We’re not trying to change people’s beliefs—but we 
are trying to change behavior, so that when they walk 
through the doors our people know how we expect 
them to behave.”
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Conclusion
The business case for I&D remains strong; 
companies should act with urgency. In previous 
reports, notably Delivering through Diversity 
(2018), we laid the foundations for progress, 
presenting a framework for four imperatives 
for building an effective I&D strategy. Those 
imperatives include committing and cascading 
ambitious aspirations; linking I&D to company 
growth strategy; crafting a prioritized portfolio of 
initiatives addressing inclusion; and tailoring the 
strategy to maximize impact. 

In this report we have laid out a path for 
acceleration. We have shown that, to achieve  
lasting progress, companies must go beyond  
the systematic approach to I&D we have previously 
advocated—namely, to ensure representation of 
diverse talent and to strengthen leadership and 
accountability for I&D. They must also focus on 
boosting inclusion by enabling equality, promoting 
openness, and fostering belonging. 

To make progress in these areas, companies 
will typically require a step change in the level of 
courage and boldness they have displayed so far. 
They must also be ready to tackle sensitive topics 
around cultural norms, and to shine a spotlight on 
and apply consequences for individual behavior, 
including that in management and leadership. 
Moreover, they need to sustain these efforts  
over time.

It’s worth the push. As this report makes clear, 
greater diversity, in terms of both gender and 
ethnicity, is correlated with significantly greater 
likelihood of outperformance. More than that, 
fostering a diverse and inclusive culture is a critical 
success factor: it enables individuals both to shine in 
their own right and to pull together as a team. 

47Diversity wins: How inclusion matters 



Methodology
Company diversity and financial data
Our assessment of gender and ethnic/cultural 
diversity is based on publicly available data from 
1,039 companies across 15 countries globally.  
We reviewed corporate websites, annual reports, 
and other industry websites to gather statistics 
on the proportion of women and the split of 
ethnic/cultural groups for the whole company, 
the executive team, and the board of directors. 
We also gathered the representation of male and 
female executives (by ethnic/cultural group) in 
line and staff positions for most of the US- and 
UK-headquartered companies in our data set.  
Our data comes from the period December 2018 to 
November 2019. 

These demographic data were not available uniformly 
for each company in our data set. For this reason, 
the final tally of companies analyzed for a given 
correlation is less than the full sample of companies 
available. The exact sample size for each correlation 
appears in the exhibits where our correlation findings 
are shown.

Financial data came from the Corporate 
Performance Analytics database by McKinsey 
and S&P Global. We measured profitability using 
average earnings before interest and taxes (EBIT) 
margins for non-financial companies and average 
return on equity (ROE) for financial companies over 
the five-year period from 2014 to 2018. 

We limited our data set to those companies for 
which we could obtain complete financial data—
EBIT (or ROE in the case of financial companies)—
and at least one diversity data metric (gender or 
ethnicity) for at least one level of the organization 
(executive or board of directors). Our observations 
on other forms of diversity beyond gender and 
ethnic/cultural diversity, such as LGBTQ+ or age/
generational diversity, were limited by a lack of 
access to publicly available representation data. 

Definition of company levels
 — Executive team is defined in line with 

each company’s definition of its executive 
management team or executive management 
committee. Typically, this refers to C-2, the CEO, 
and up to two levels below: the executives on 
C-suite level who report directly to the CEO (for 
example, the CFO, COO, and presidents). In some 
cases, we also include C-3 (for example, vice 
presidents) where these executives are listed on 
a company’s website or annual report as being 
part of the executive management team.

 — Board of directors refers to the official 
directors of the corporate board, including 
both independent and executive directors, 
responsible for governance and, in some cases, 
management of the business. The composition 
of boards varies considerably across the 
sample, and the degree of diversity observed 
in particular geographies may be influenced by 
government diversity quotas. 

Methodology for determining diversity quartile
Companies in our global data set were grouped 
into quartiles based on the diversity of their 
organizations at each level. For gender diversity, 
quartiles were based on the percentage of 
women at a given level, and set relative to the total 
(“global” sample) of 15 countries: Brazil, Mexico, 
United Kingdom, United States, Australia, France, 
Germany, India, Japan, Nigeria,  Singapore, South 
Africa, Denmark, Norway, and Sweden.

For ethnic diversity, we reprised a metric used in 
our original Why Diversity Matters publication: 
the normalized Herfindahl-Hirschman Index 
(NHHI) used by economists to measure market 
concentration and competition within an industry. 
We adapted the NHHI metric to differentiate 
diversity in companies that had the same number 
of non-majority executives, but where one 
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executive team included a greater range of ethnic 
backgrounds. Since the publication of the original 
research, we have inverted the ratio such that an 
NHHI measure of 0 indicates a team where everyone 
has the same race or gender. Increases in NHHI 
indicate an increase in ethnic/cultural diversity.

HHI=∑N(si 2) 

NHHI=(HHI-1 ∕N) ∕ (1-1 ∕∕N)

NHHInew = 1—NHHIold

where N is the number of ethnic groups in the 
specific geography

Ethnic diversity quartiles were also set globally. 
However, given the limited availability of ethnic/
cultural demographic data, the sample was much 
smaller—only 6 countries out of 15: United States, 
United Kingdom, Brazil, Mexico, Singapore, and 
South Africa.

While our correlations are based on the companies’ 
NHHI ratios, we also aggregated ethnic/cultural 
minority representation among the companies, by 
industry and by geography. We define ethnic group 
identity as it is understood in each geography:

 — United States: white/European ancestry, black/
African ancestry, Latino/Hispanic of any race, 
Asian/Asian ancestry (including South Asian), 
other (including mixed race)

 — United Kingdom: white/white British, black/
Afro-Caribbean, Asian (including South Asian), 
other (including mixed race)

 — South Africa: black, white, colored, other

 — Singapore: Chinese, Malay, Indian, other 
(including white European)

 — Brazil: black, brown (including mixed race), 
white, yellow (Asian), other

 — Mexico: white, mestizo, indigenous, black, other

 

Methodology for financial performance
We grouped companies into peer groups based on 
industry group and headquarters geography (nationally 
or, if necessary, to ensure a sufficient sample size, 
regionally). Within each industry-geography pair, 
we then determined the relevant benchmark for 
“outperformance” for the financial metric:

 — EBIT margin benchmark set to be above the 
median for the relevant industry-geography 
peer group

We fit all the financial data to curves and 
determined that differentiating the bar for financial 
performance was a necessary step to ensure that 
we were truly capturing those companies with 
superior profitability. 

Regression analyses
We ran multivariate regressions to confirm that the 
relationship between either type of diversity and 
financial performance exists. We generally publish 
all results and note statistical significance. We 
consider as statistically significant any correlations 
with a p-value of <0.05. We also note where 
p-values meet a slightly lower bar of <0.1.

Cohort analysis
For gender-cohort analysis, a subset of US and 
UK companies with available gender data in 2014 
and 2019 was used (365 companies). They were 
segmented into cohorts based on diversity baseline in 
2014 and rate of change to 2019 diversity landscape.

For ethnic cohort analysis, a subset of US and UK 
companies with available ethnicity data in 2014 
and 2019 was used (241 companies). They were 
segmented into cohorts based on diversity baseline 
in 2014 and rate of change to 2019 diversity 
landscape relative to the “fair share” of ethnic and 
cultural diversity of the respective country (non-
majority population percentage).

In both cases, we established the matrix cutoffs based 
on the companies’ distribution in each of the axes. 
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Sentiment analysis methodology
We followed a three-step process for this analysis:

1. We analyzed comments from Glassdoor and 
Indeed. We considered US-based comments 
made in 2017–19.

2. We selected keywords based on the following 
factors:

• We utilized results from the 2020 McKinsey 
Quarterly inclusion survey to develop 
keywords and phrases.

• We applied an inclusion framework with 
indicators of equality, openness, and 
belonging, and enablers of diversity and 
supportive leadership. 

• We scrutinized the existing set of  
comments to align language used in 
comments with keywords.

• We assigned each comment a sentiment 
through an algorithm: positive, negative, or 
neutral. We analyzed keywords in phrase 
groups, applying unique word usage and 
colloquial expressions (for example, boys’ 
club, pilot project versus airline pilot). Finally, 
we iterated the algorithm to reduce the error 
rate; the sample error rate for sentiment 
analysis is between 3 and 10 percent.

3. We analyzed the results by industry and by 
themes. We focused on our inclusion scores  
and on comparing industry differences.

This methodology was corroborated by MIT 
researchers in the Culture 500 research and in a 
study undertaken over three years, which provides 
some validation to our approach.25 MIT / Glassdoor 
had a similar error rate, which they have indicated 
is a typical rate for sentiment analyses. MIT / 
Glassdoor also had statistically significant findings 
on the determinants of culture from analyzing 
publicly posted employee comments.

The benefits of this approach are as follows:

 — Scale: We have used an advanced natural 
language processing algorithm which has 
analyzed 30,000+ comments and is able to 
pick up how people speak colloquially about 
I&D topics and distinguish between different 
meanings of the same words.

 — Accuracy: The average US political poll surveys 
1,000 voters, or approximately 0.001% of all 
registered voters in the United States, whereas 
the proportion of our scraped comments to the 
US employee base is an average of 0.26%.

 — Representativeness: Glassdoor’s give-to-
get requirement whereby users must leave 
reviews in order to read reviews results in lower 
polarization of comments.

 — Consistency: We are able to compare 
companies across an identical time period  
and method of giving feedback.

Nevertheless, we recognize inherent limitations to 
our sentiment-analysis methodology, as follows:

 — The volume of relevant comments may be 
insufficient for certain industries.

 — There is limited ability to assess sentiment 
expressed specifically by diverse talent owing  
to the lack of gender/racial minority markers.

 — The methodology may be paradoxically biased 
towards positive comments in low-representation 
industries (for example, basic materials).

 — Certain keywords are inherently skewed 
negatively or positively (for example, 
microaggressions, supportive manager).

 — It may be difficult to distinguish comments made 
by frontline workers where relevant.

 — There is no employee-verification system to 
ensure that employees do indeed work for the 
referenced companies.

25 Donald Sull, Charles Sull, and Andrew Chamberlain, “Measuring Culture in Leading Companies,” MIT Sloan Management Review,  
June 2019.
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Deep-dive company profiles
We conducted outside-in research on 18 companies 
in our data set and developed case studies for 
each, using publicly available information from their 
respective websites. We supplemented our findings 
with senior executive interviews, including the 
companies profiled.

To know more about our case studies, or if your 
company would like to participate in our research in 
the future, please contact the authors.

Limitations of this work
This work adds to a growing body of research on 
the business case for I&D, and sheds light on how 
companies can use diversity as an enabler of business 
impact. Several caveats are worth highlighting:

 — Correlation is not causation. There are real 
limitations, and we are not asserting a causal link. 
As with many levers of business performance, 
particularly at such a high level, this would be 
challenging to demonstrate, likely requiring 
detailed longitudinal studies. Yet, while not 
causal, the relationship is real. We have found 
statistically significant correlations between 
higher levels of diversity and above-industry-
average financial performance in our original 
2015 report, our 2018 update, and this report. 
Moreover, other research gives us good insight 
into what might underpin the relationship, and 
our interviews tell us how companies can make 
material differences in their I&D outcomes. 

Taking all these into account, we think companies 
on the hunt for growth can get much more 
tactical on how they think about I&D as a lever  
to pull on the path to growth.

 — Just as we cannot assert causality, we cannot 
say definitively what drives the correlations we 
find. It is theoretically possible that the better 
financial outperformance enables companies to 
achieve greater levels of diversity. Companies 
that perform well financially may choose to 
deploy more of their resources toward more 
advanced talent strategies, thus allowing them 
to attract more diverse talent, for example. 
However, in practice this seems unlikely.  
We have observed that most companies only 
embark on a major transformation when they 
have a burning platform to do so.

 — As standardized measures of inclusion are 
developed, it may become possible in the future 
to conduct more large-scale analysis to explore 
a potential correlation between inclusiveness 
and financial performance.

 — Measuring diversity in critical value-creation 
roles is a logical next step in this analysis, as an 
outside-in assessment of top teams is limited 
in its ability to focus on diversity in value-
critical business areas and roles throughout 
the organization.
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Earlier today consulting behemoth McKinsey released a 2020 report entitled Diversity 
Wins: How inclusion matters. McKinsey has quickly become reliable source for empirical 
diversity, equity, and inclusion (DEI) research. In 2015, the company released pivotal 
data that demonstrated clear linkages between greater profitability and racial/ethnic 
and gender diversity within organizations. The 2020 report is the third installment in 
McKinsey’s series of research that has been aimed at examining the business case for 
diversity in executive positions. McKinsey conducted the research for this report before 
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the global pandemic of Covid-19 transformed the world of work as we know it. When 
looking at how companies are navigating the pandemic, the report notes, “companies 
that already see inclusion and diversity (I&D) as a strength are likely to leverage it to 
bounce back quicker and they will use this time to seek new opportunities to boost 
representation and inclusion to strengthen performance and organizational health.” 
Despite this glaring evidence that DEI should be a priority amidst the global pandemic, 
the report notes that some organizational leaders have indicated that DEI is a “luxury 
we cannot afford.” Corporate leadership needs to understand the larger implications 
and impacts of deprioritizing DEI initiatives—one of which being the widening of 
structural and systemic inequities for diverse talent.  
Some important highlights from the McKinsey Report include: 
·     Within the United States, women make up 45% of the workforce 
·     Within the United States, 90% of companies have at least one female on their 
executive team 
·     Within the United States, the average female representation on executive teams is 
21% 
·     It will take United States executive teams 29 years to reach gender parity 
Interestingly enough, North American progress seems to be slower than the rest of the 
world when it comes to gender and ethnic diversity on boards and executive teams. It’s 
clear from the report that more gender and ethnic diversity on both boards and 
executive teams would have promising impacts on organizations, so prioritizing 
increased representation can prove advantageous. In February of 2020 Goldman Sachs 
made headlines when they announced that starting in the summer of 2020 companies 
would not be taken public in the United States and Europe unless they have at least one 
diverse board director. If other companies decide to follow Goldman Sachs’ lead, this 
will have positive reverberations for organizational DEI efforts.  
Overall, much of the key findings of the 2020 report echo similar data from the 2015 
Why diversity matters McKinsey report. The 2020 report found that companies with 
greater gender diversity were 25% more likely to experience above-average profitability 
compared to their counterparts. Similarly, companies with greater ethnic and cultural 
diversity were 36% more likely to experience above-average profitability compared to 
their counterparts. One extremely vital and somewhat novel concept that the report 
emphasized was the idea that diversity does not equal inclusion. The report notes that 
“even where companies are more diverse, many appear as yet unable to cultivate work 
environments which effectively promote inclusive leadership and accountability among 
managers, equality and fairness of opportunity, and openness and freedom from bias 
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and discrimination.” While representation is important, it alone does not guarantee 
equity and inclusion. Organizations struggling to understand why they are unable to 
retain diverse talent should assess policies, practices and procedures. What criteria is 
used to evaluate job candidates and employee promotions? Is there representation 
among the hiring/search committee? What are you doing to ensure pay parity? How 
often are your performance management systems evaluated for fairness? Looking at the 
organizational systems can provide strong indications of the culture of inclusion (or 
exclusion) that a company is cultivating.  
Two other major findings of the report are the need to strengthen leadership 
accountability for DEI and the increased need for strong policies and procedures to deal 
with microaggressions. To address the need for stronger leadership accountability, 
organizations should consider inviting management to design DEI programs and 
initiatives. Employees that are instrumental in designing a DEI intervention will be more 
invested and involved with that intervention and will take an interest in the success of 
the intervention. Think about putting management in charge of designing some of these 
DEI interventions for greater accountability. As far as dealing with microaggressions, 
implementing bystander intervention training into your workplace can prove helpful. 
Bystander intervention training teaches employees effective strategies on how to 
address and intervene when they witness bad behaviors taking place. Equipping 
employees with the tools to tackle hostile behaviors can help foster greater inclusion 
and belonging. 
Follow me on Twitter or LinkedIn. Check out my website or some of my other work here.  
I am the author of the best-selling book Dirty Diversity: A Practical Guide to Foster an 
Equitable and Inclusive Workplace for All. I am the founder of BWG Business 
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Morgan Stanley Announces $10
Million to Support National Urban

League Collaboration

Funds will expand financial literacy, workforce development
and access to capital programs

Jun 29, 2020

New York —
Morgan Stanley (NYSE: MS) is pleased to announce $10 million in grants to support the National

Urban League (NUL) and expand a number of critical initiatives in communities where the Urban

League operates. The funds will support the following initiatives: 

Infrastructure support for NUL’s Urban Empowerment Fund, credit union and NUL’s

financial literacy and homeowner counseling programs.

NULs Workforce Development Program with an emphasis on technology programs that

help close the digital divide by expanding broadband access for communities and

households that lack affordable high speed internet. The current pandemic has

demonstrated the importance of equitable internet access for working and attending

school from home.

A four-year internship program in NUL’s Office of the President to provide rising leaders

the opportunity to work alongside NUL’s executive management.

“We are proud to further our commitment to our longstanding partner the National Urban League

to support underserved communities that have disproportionally been impacted by the COVID 19

pandemic and its economic consequences,” said Thomas R. Nides, Vice Chairman of Morgan

Stanley. “This funding will help maximize the positive impact of the NUL on the communities it

serves.”

INVESTOR RELATIONS MEDIA RELATIONS CLIENT LOGIN 

Our
Insights

What
We Do

About
Us

Careers




https://www.morganstanley.com/
https://www.morganstanley.com/about-us-ir
https://www.morganstanley.com/about-us-newsroom#-536583991-tab


10/2/2020 Morgan Stanley Announces 10 Million to Support National Urban League Collaboration | Morgan Stanley

https://www.morganstanley.com/press-releases/morgan-stanley-announces-10-million-to-support-national-urban-le 2/3

Disclosures Investor
Relations

Corporate
Governance Newsroom Careers

“We are excited to have Morgan Stanley’s support to strengthen our highly impactful economic

empowerment initiatives, which advance our relentless efforts to close the racial wealth gap in

America,” said Marc H. Morial, President and CEO of the National Urban League.

This is the latest action Morgan Stanley has taken to support communities grappling with the

economic and health crisis in the wake of the COVID-19 pandemic. Previous commitments Morgan

Stanley has made include:

$10 million in grants to support Minority Depository Institutions (MDIs) including

Industrial Bank of Washington, D.C., and Citizens Trust Bank of Atlanta, GA, that will allow

the banks to bolster loan loss reserves to help weather the economic impact of COVID-19.

A $10 million investment to support the New York Forward Loan Fund, part of Governor

Andrew M. Cuomo’s initiative to reinvigorate New York’s small businesses and critical

non-profits. The New York Forward Loan Fund will provide sustainable capital to

Community Development Financial Institution’s (CDFI) to make low cost recovery loans in

communities hard hit by the COVID-19 health and economic crisis.

$25 million in grants to support the ongoing relief efforts to the global COVID-19 crisis.

These grants have been given to organizations that are fighting hunger as well as

organizations focused on disease control, caring for the sick and financial support for

those most vulnerable in our communities who are struggling with the economic loss. As

part of the $25 million commitment, the Firm has launched the Morgan Stanley COVID-19

Hunger Relief Campaign, which has facilitated employee contributions to critical feeding

partners in all of the Firm’s major global locations and the Firm has matched employee

contributions dollar for dollar up to $5,000 per employee for designated feeding

programs.

Morgan Stanley is a leading global financial services firm providing investment banking,

securities, wealth management and investment management services. With offices in more than

41 countries, the Firm's employees serve clients worldwide including corporations, governments,

institutions and individuals. For more information about Morgan Stanley, please visit

www.morganstanley.com. 

Morgan Stanley Media Relations: Gaston Terrones Dimant, 212.761.3543,
Gaston.Terrones.Dimant@morganstanley.com
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June 09, 2020 12:03 PM Eastern Daylight Time

NEW YORK--(BUSINESS WIRE)--In response to protests across the country and around the world in the wake of the
killing of George Floyd, Morgan Stanley has announced a contribution of $5 million to the NAACP Legal Defense and
Education Fund (LDF) to support its work in fighting for racial justice and will match the donations of all U.S. employees to
the organization.

“We are proud to support the Legal Defense Fund which is the leading organization fighting racial discrimination in the
U.S.,” said Thomas R. Nides, Vice Chairman of Morgan Stanley. “We hope this contribution and support of Morgan Stanley
employees will encourage other corporations to support the LDF at this critical time in our country.”

The LDF is America’s premier legal organization fighting for racial justice. Through litigation, advocacy and public
education, LDF seeks structural changes to expand democracy, eliminate disparities and achieve racial justice in a society
that fulfills the promise of equality for all Americans. The funds raised by Morgan Stanley will support programs related to
the policing reform campaign, voter rights activities and COVID-19 relief.

Morgan Stanley (NYSE: MS) is a leading global financial services firm providing investment banking, securities, wealth
management and investment management services. With offices in more than 41 countries, the Firm's employees serve
clients worldwide including corporations, governments, institutions and individuals. For more information about Morgan
Stanley, please visit www.morganstanley.com.

Contacts
Media Relations: Katherine Stueber, 212.761.1349, Katherine.stueber@morgastanley.com

Morgan Stanley Commits $5 Million to NAACP Legal Defense and
Education Fund (LDF)

Firm also will match all U.S. employee donations to LDF

http://www.businesswire.com/
https://www.businesswire.com/
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Morgan Stanley Multicultural
Innovation Lab to Double Cohort

Size and Increase Investment
Commitment in 2021

Sep 10, 2020

Lab targets women and multicultural-led companies

Firm will double number of companies to 20 annually, split into two cohorts, which is the

largest growth for the Lab since its inception in 2017

Applications for the 2021 cohorts are now open

New York - 

Morgan Stanley today announced it will double the amount of companies accepted annually in

the Multicultural Innovation Lab, an accelerator program for technology and technology-enabled

start-ups in the post‐seed to Series B funding rounds. The program, now in its fourth cohort, has

invested in 31 companies and targets start-ups with a multicultural or woman founder, co‐

founder, CTO or other C-suite member that is developing innovative solutions across sectors. The

Lab will also be increasing its investment commitment from $200,000 to $250,000 in each early

stage high growth company and will support the founders’ growth and development through its

ecosystem of internal and external partners.

Previous participants have used the platform to secure additional funding rounds, refine their

strategy, expand their business and some have been acquired. Applications for the 2021 cohorts

are now open on a rolling basis and available here.
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“We are excited to be expanding our Lab, increasing the amount of talented, diverse entrepreneurs

that we will support on their journey to success,” said Carla Harris, Vice Chairman of Morgan

Stanley and Head of the Multicultural Client Strategy Group. “I’ve always said that there has never

been a ‘supply issue’ when it comes to investing in talented women and multicultural

entrepreneurs, and I am looking forward to supporting even more founders to accelerate their

growth and access to capital.”

The Lab is designed to help drive positive economic outcomes for entrepreneurs of color and

women by providing content, visibility, technical support and connectivity with important

stakeholders who might be essential in accelerating the growth of their businesses, as well as

access to an ecosystem of best in class global partners that provide a variety of resources.

“Morgan Stanley is committed to supporting women and multicultural entrepreneurs by

addressing the funding gap they still face in today’s economy,” said Alice Vilma, Co-Head of the

Multicultural Innovation Lab. “As evidenced by our report, investors aren’t prioritizing strategies

to diversify their portfolios, so I am pleased we are able to expand our reach to support additional

founders who are not receiving adequate funding for their companies.”

The entrepreneurs receive support from a dedicated Morgan Stanley team delivering tailored

experiences to help each company grow. Each cohort runs for five months, culminating in the

Multicultural Innovation Lab Showcase and Demo Day that presents the companies to potential

investors through showcase format presentations.

Read more about Morgan Stanley’s recent report, “Beyond the VC Funding Gap” here. Learn more

about the Morgan Stanley Multicultural Innovation Lab here.

Morgan Stanley (NYSE: MS) is a leading global financial services firm providing investment

banking, securities, wealth management and investment management services. With offices in

more than 41 countries, the Firm's employees serve clients worldwide including corporations,

governments, institutions and individuals. For more information about Morgan Stanley, please

visit www.morganstanley.com.

 

Media Relations Contact: Katherine Stueber, Katherine.stueber@morganstanley.com
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Caren Ulrich Stacy/courtesy photo 

Diversity Lab CEO’s Recession Advice for Law 
Firm Leaders? Double Down on Diversity
Caren Ulrich Stacy, who once served as head of talent for Arnold & Porter and Cooley, 
says that diverse lawyers could bear the brunt of an economic downturn. 

By Lisa Helem | April 06, 2020

Caren Ulrich Stacy, CEO of Diversity Lab, started 
the San Francisco-based company in 2013 when 
she realized that “law firm leaders wanted to do 
things better to boost inclusion and diversity, but 
they didn’t seem to know how,” she said recently. 

For more than two decades before starting the 
company that analyzes law firm business 
practices and fosters data-based experimentation 
to make the profession more equitable, Stacy had 
served as head of talent for Arnold & Porter and 
Cooley.

As she helped to hire, develop and sometimes 
fire hundreds of lawyers each year, she saw a 
pattern. “Lawyers with equal potential were 
failing at different rates. Some lawyers got the 
benefit of the doubt when they made mistakes. 
Others didn’t. Some received great work 
assignments and mentorship from influential 
partners and others were left without meaningful 
help. Regrettably, the lack of second chances and 
opportunities seemed to fall disproportionately 
on diverse lawyers,” Stacy said. 

I asked Stacy about the current landscape for the legal community during the pandemic, her 
predictions on how diverse lawyers will weather the current storm and the most important thing 
she would tell law firm leaders right now. 

Click to print or Select 'Print' in your browser menu to print this document.
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With everything going on in the world, what is keeping you up at night? 

Similar to everyone else, COVID-19 worries me. As it relates to the legal industry, I am concerned 
about the recession’s effect on diversity in law firms. Data shows that the last recession 
dramatically unraveled years of progress. Law firms made year-over-year gains in female and 
racial minority associate representation until the 2008 recession hit. Those gains then stopped 
abruptly and diversity numbers dipped for the first time in 20 years. In fact, the African American 
associate population in law firms didn’t rebound to prerecession numbers until last year. 

Partner diversity was also adversely impacted. Racial and ethnic diversity in the partnership ranks 
decreased by 14.3% following the recession. And even though women equity partners only made 
up 16% of the equity partnership ranks in 2008, 50% of the equity partners who were terminated 
around that time were women.  

It has taken years to get back to where we were before 2008. If layoffs and other talent decisions 
are not handled in a radically different way this time, a decade of progress will be lost in an 
instant. 

Everyone is wondering how bad the economic downturn will be. When we went through the 
2009 financial crisis, and before that, you were working at Am Law 100 firms. What insight 
did you glean back then?

Having been in the trenches of law firms for decades and now with another 10 years of analyzing 
their data and systems, I have learned that layoffs are subject to the same biases as other talent 
processes like hiring. When firm leaders select who stays and who goes, they often unconsciously 
choose to keep the person who looks like them. Since most partners in the upper echelons of 
firms are white men, this may not bode well for diverse lawyers. And if a diverse associate has 
fewer billable hours than their go-to associate, the partners may feel justified in their decision. In 
social science, that’s called confirmation bias. But loads of data and research reveal that the 
diverse lawyer likely has fewer billable hours because he or she is unconsciously being left out of 
the work allocation process, client meetings and the Thursday afternoon golf game.  

Humans prefer to socialize and work with people who share common traits or backgrounds. This 
phenomenon holds true in law firms. Research shows that white men tend to give work to other 
white men. Other genders and races do the same. But this problem is exacerbated if one group 
controls work allocation. For instance, if [most] partners with large books of business who control 
the lion’s share of work are white male partners, then black associates and white women will get 
less work. Data shows this is systematically happening in many law firms. 

Similar biases seep into the performance review process. Dr. Arin Reeves’ research showed that 
the same memo when thought to be written by a black man versus a white man, although exactly 
the same, gets lower marks. When it comes time for layoffs, diverse lawyers bear the brunt of 
these work allocation and performance review biases. Although unconscious and not done out of 
malice, it’s incredibly harmful. 

There is a way to combat this issue, but it’s not about fixing humans through one-off unconscious 
bias trainings. People’s biases don’t change easily or immediately. Instead, it’s about fixing systems 
and processes so that the humans involved can make better, more fair decisions for the benefit of 
everyone. 
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What’s the most important thing you’d tell law firm and legal department leaders right 
now, knowing they are dealing with a lot of moving parts? 

My advice for law firm leaders is double down on diversity and inclusion efforts during the 
recession. Put that on the priority list alongside revenue generation, client demands and 
technology support. Consider doing three things right away: First, pay attention to who is and isn’t 
getting work in the downturn. Ask a partner in each practice group to monitor work allocation to 
ensure your diverse lawyers are getting their fair share. Second, ensure that all associates and 
new partners, especially your diverse lawyers, have an assigned partner who can answer their 
questions and direct them in this uncertain time. And third, do frequent pulse surveys of all 
lawyers to check in on how they are doing personally and professionally, and what they need to 
effectively support the firm and its clients. Slice and dice the survey responses by gender, race and 
other demographics to be sure everyone is feeling equally supported. 

The 2008 recession had a devastating impact on diversity in law firms. Firms have spent years 
trying to rebuild their diverse workforces from the earlier recession damage. With layoffs or other 
short-term economic decisions that disproportionately impact diverse talent in the works again, 
firms could easily repeat history if they are not thoughtful and vigilant. 

And my advice for legal department leaders is this: You hold the cards in this crisis. You have the 
power to reward firms that manage their talent and sustain their diverse workforces, and to 
punish the ones that don’t. Use your power for the good of diversity and inclusion in law. Don’t let 
firms backslide. Require them to take actions like becoming Mansfield Rule certified and 
continuing to participate in LCLD’s Pathways Program for diverse midlevel lawyers. Take those 
same actions for the benefit of your own teams, too. 

You’ve said that diverse attorneys were over represented during the mass layoffs of 2009. 
Do you predict it will be the same this time? Or if not, what will be different? 

If history repeats itself, [layoffs] will disproportionately impact diverse lawyers. The last recession 
offers evidence to prove it. We have no reason to believe that layoffs will be more fair or equitable 
this go-round, unless firm leaders pay attention to the issues that caused the inequities in the first 
place. 

But I’m hopeful that the enlightened firm leaders who learned from the last recession are more 
focused on these issues now. It’s also clear to me and these firms that clients are watching and 
backing their directives for greater diversity with rewards and consequences. A general counsel of 
a major tech company told me recently that they plan to compare and contrast their outside 
counsel firms’ diversity before and after this crisis. He wants to know who’s paying attention in 
both the good and the bad times. He wants to reward those firms who prioritize diversity even 
when there are other major pressures. 

Interestingly, we have seen a few firms taking a different approach this time. Instead of layoffs, 
some firms are temporarily cutting or holding back pay, or eliminating 401(k) matching for 
everyone to weather the storm. Several firms are also offering “retooling and retraining” options 
to transition talent from sluggish practice areas to high-growth areas. This crisis is collective — and 
so is the solution for these firms.  

Earlier, you talked about the need to fix systems. The Mansfield Rule has garnered a lot of 
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buy-in. Why do you think the legal profession has been receptive? 

Mansfield Rule is a systems fix. I believe it’s been successful because its premise is simple and 
comes across as fair to most people: consider a diverse body of lawyers when you hire, put a team 
together for pitches, promote to partner, or appoint new leaders. 

Instead of telling humans they are flawed and asking them to change behaviors, it is set as a 
standard policy or new process for all leaders with an easy-to-understand checklist of to-dos when 
they make decisions. The [Mansfield] Rule builds transparency into the process by asking the 
leaders to indicate who they considered. It builds in accountability through the certification 
process by asking the firm to share their data and decisions at two main checkpoints each year. 

And it builds in rewards, which is one of the most important elements. Certified law firms have the 
opportunity to send their newly promoted diverse partners to client forums each year to nurture 
relationships with influential in-house counsel who make outside counsel buying decisions.  

At the same time, there are still people who think that anything outside of billable hours is 
fluff. Besides the idea of a moral imperative, how does one make the case for diversity in a 
recession?

People who think anything outside of billable hours is fluff have clearly not paid any attention to 
the clear signals that clients are sending to law firms on the importance of diversity and inclusion. 
We’ve witnessed numerous [moves]: an outside counsel diversity pledge signed by more than 200 
general counsel, 28 general counsel publicly supporting and backing the five law firms that 
committed to and funded the $5M Move the Needle Fund and HP’s holdback of fees for firms that 
don’t staff their matters with diverse teams. Legal departments are backing their words about the 
need for greater diversity with real money. In a recession, as long as clients hold steady on this 
pressure, the case is made loud and clear. 

Copyright 2020. ALM Media Properties, LLC. All rights reserved.
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The business case for diversity in the 
workplace is now overwhelming 
We live in a complex, interconnected world where diversity, shaped by globalization and 
technological advance, forms the fabric of modern society. Notwithstanding this 
interconnectedness, there is also growing polarization – both in the physical and digital 
worlds – fuelled by identity politics and the resurgence of nationalist ideals. 
Not surprisingly, our workplaces tend to mirror the sociocultural dynamics at play in our 
lives outside work. Having built and scaled a multinational enterprise over nearly two 
decades, I’ve learned that diversity in the workplace is an asset for both businesses and 
their employees, in its capacity to foster innovation, creativity and empathy in ways that 
homogeneous environments seldom do. Yet it takes careful nurturing and conscious 
orchestration to unleash the true potential of this invaluable asset. 
In this era of globalization, diversity in the business environment is about more than 
gender, race and ethnicity. It now includes employees with diverse religious and political 
beliefs, education, socioeconomic backgrounds, sexual orientation, cultures and even 
disabilities. Companies are discovering that, by supporting and promoting a diverse and 
inclusive workplace, they are gaining benefits that go beyond the optics.  
Business has the transformative power to change and contribute to a more open, 
diverse and inclusive society. We can only accomplish this by starting from within our 
organizations. Many of us know intuitively that diversity is good for business. The case 
for establishing a truly diverse workforce, at all organizational levels, grows more 
compelling each year. The moral argument is weighty enough, but the financial impact - 
as proven by multiple studies - makes this a no-brainer.  
Disruption and innovation 
The coming together of people of different ethnicities with different experiences in 
cities and societies is a key driver of innovation. The food that we eat every day is a 
result of this blending of cultures. The most successful musical genres, such as jazz, 
rock’n’roll or hip-hop, are the products of cultural amalgamation.  
If we look at the most innovative, disruptive and prosperous urban centres in the world 
– New York, Dubai, London and Singapore – they all have one thing in common. They 
are all international melting pots with a high concentration of immigrants. Research 
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shows that there is a direct correlation between high-skilled immigration and an 
increase in the level of innovation and economic performance in cities and regions.  
Singapore makes a great case study. This tiny South-East Asian island nation, with a 
population of just over five million, is today one of the globe’s heavyweight financial 
centres. It scores highly in international rankings for areas as diverse as education and 
ease of doing business, and has been recognised as the world’s most technology-ready 
nation. Singapore is also highly multicultural, with an ethnic mix of people of Chinese, 
Malay and Indian descent, and large populations of different religious faith groups 
including Buddhists, Christians, Muslims and Hindus. 
When Singapore achieved independence in 1965, its founding fathers instituted 
measures that would not leave racial harmony to chance. Singapore aggressively 
promoted racial and ethnic integration. One important measure was its housing policy, 
which ensured that every public housing complex followed a national quota of racial 
percentage. This forced people of different ethnicities to learn to live with each other, 
and broke up all the ethnic ghettos that were prevalent at the time of independence. 
These seemingly autocratic measures have served the small island nation well in 
producing a well-integrated populace that values meritocracy more than race or 
religion. Singapore’s ethnic and religious diversity has proven to be an asset to the 
country, and the result is relative racial harmony – something the US would do well to 
learn from. 
In neighbouring Malaysia, my home country, ethnic, cultural and religious diversity has 
always been promoted. By the time I was 18, I could speak five languages and had 
friends from the Chinese, Indian, Malay and Eurasian communities, who between them 
hailed from several religious backgrounds. Malaysia has one of the world’s most diverse 
cultural and ethnic mixes and has outperformed most of its regional partners, with a 
high annual GDP growth since its independence. The multilingual workforce has given us 
Malaysians an edge in the workplace. 
Diversity and business performance  
There is substantial research to show that diversity brings many advantages to an 
organization: increased profitability and creativity, stronger governance and better 
problem-solving abilities. Employees with diverse backgrounds bring to bear their own 
perspectives, ideas and experiences, helping to create organizations that are resilient 
and effective, and which outperform organisations that do not invest in diversity.  
A Boston Consulting Group study found that companies with more diverse management 
teams have 19% higher revenues due to innovation. This finding is significant for tech 
companies, start-ups and industries where innovation is the key to growth. It shows that 
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diversity is not just a metric to be strived for; it is actually an integral part of a successful 
revenue-generating business. 
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While most of these studies are conducted in the western world, Asian countries are 
engaging in the equality debate at their own pace. Cultural shifts over the last 40 years 
mean that South-East Asia currently has a female workforce participation rate of 42% – 
higher than the global average of 39%. 
According to the 2018 Hays Asia Diversity and Inclusion report, improved company 
culture, leadership and greater innovation were the top three benefits of diversity 
identified by respondents. However, there was a perception among a significant 
proportion of participants that access to pay, jobs and career opportunities for those of 
equal ability could be hampered by factors such as age, disability, ethnicity, gender, 
family commitments, marital status, race, religion and sexuality. 
More than ever, flexibility and versatility are becoming the key to success for 
individuals, companies and countries alike, and a culturally diverse environment is the 
best way to acquire these qualities. Assumptions need to be challenged, conversations 
need to be had and corporate culture needs to be updated so that the modern 
workplace can accurately reflect and support the population of the region.  
The millennial quotient 
By the year 2025, 75% of the global workforce will be made up of millennials - which 
means this group will occupy the majority of leadership roles over the coming decade. 
They will be responsible for making important decisions that affect workplace cultures 
and people's lives. This group has a unique perspective on diversity. While older 
generations tend to view diversity through the lenses of race, demographics, equality 
and representation, millennials see diversity as a melding of varying experiences, 
different backgrounds and individual perspectives. They view the ideal workplace as a 
supportive environment that gives space to varying perspectives on a given issue.  
The 2018 Deloitte Millennial Survey shows that 74% of these individuals believe their 
organization is more innovative when it has a culture of inclusion. If businesses are 
looking to hire and sustain a millennial workforce, diversity must be a key part of the 
company culture. This 2016 survey shows that 47% of millennials are actively looking for 
diversity and inclusion when sizing up potential employers. 
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Women in the workplace 
Gender equality remains a major issue in the corporate world. Despite an abundance of 
research confirming that companies with more women in the C-Suite are more 
profitable, there is still a gender gap in the vast majority of companies. Women remain 
significantly underrepresented in the corporate pipeline, with fewer women than men 
hired at entry level, and representation declining further at every subsequent step. 
Companies need a comprehensive plan for supporting and advancing women. This 
requires a paradigm shift in the corporate culture which will include investing in 
employee training and giving employees greater flexibility to fit work into their lives.  
A survey conducted by Pew Research Centre lists several areas where women are 
stronger in key areas of both politics and business. Survey respondents noted that 
women are: 
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Forward-thinking companies should be looking for ways to employ and empower more 
women at work – not just as a moral obligation, but also as a sound business strategy. 
McKinsey’s most recent Delivering Through Diversity report found corporations that 
embrace gender diversity on their executive teams were more competitive and 21% 
more likely to experience above-average profitability. They also had a 27% likelihood of 
outperforming their peers on longer-term value creation. Different perspectives on 
customer needs, product improvements and company wellbeing fuel a better business. 
It has been estimated that closing the gender gap would add $28 trillion to the value of 
the global economy by 2025 – a 26% increase. Put simply, companies and societies are 
more likely to grow and prosper when women gain greater financial independence.  
It is important for corporations to step up and advocate for diversity and tolerance on a 
public platform. A great example of this is Nike’s support of American football 
quarterback and rights campaigner Colin Kaepernick. More than a marketing exercise, it 
showed the world that one of America’s best-known corporations was willing to stand 
alongside one man in his battle against racial injustice and intolerance.  
Procter & Gamble’s (P&G) ‘We See Equal’ Campaign, which was designed to fight gender 
bias and work towards equality for all, depicted boys and girls defying gender 
stereotypes. The company has a history of promoting the issue, and also records 45% of 
its managers and a third of its board as women. P&G’s clear dedication to equality 
within its own workforce meant that the campaign came across as authentic and as a 
genuine push for change. 

Have you read?  

• Why getting workplace diversity right isn't for the faint-hearted  
• Beyond diversity: How firms are cultivating a sense of belonging  

There is much to learn from leaders in diversity and inclusion, but it is important to 
remember that every company’s initiatives will look different. Diversity means different 
things to different people, and organizations must apply those definitions to their 
companies accordingly.  
Diversity and inclusion cannot be a one-time campaign or a one-off initiative. Promoting 
them in the workplace is a constant work-in-progress, and should be maintained and 
nurtured to guarantee effectiveness. Empathetic leadership is key to this 
transformation. For real change to happen, every individual leader needs to buy into the 
value of belonging – both intellectually and emotionally. 
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The business world must come together and be more engaged and vocal than it has 
been to promote the message of a diverse and tolerant society. It is an uphill battle, but 
peace, prosperity and advancement depend on it.  
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The Crippling Impact of Anti-Black Racism, and How
Allies Can Act Against It
There is no better time for everyone in the legal community to listen and learn—and act as an ally.

By Maja Hazell | June 18, 2020

Thousands marched June 6 in Washington, D.C., protesting police brutality and the killing of George Floyd
in Minnesota at the hands of local police. Photo: Diego M. Radzinschi/ALM

Years ago, at a social event, a partner at a leading law �rm remarked on a series of police brutality cases in
the press at that time and earnestly asked me why the black community in the United States had such a
strained relationship with police forces. My response, I believe, led him to understand better the historical
context for the relationship and has helped make him a better ally today.

In the past few weeks, a series of incidents similar to many throughout U.S. history have ignited a necessary
national conversation on anti-black racism. They include the killings of Breonna Taylor and George Floyd by
police; the killing of Ahmaud Arbery by a former police o�cer enacting vigilante justice; and a con�ict in New
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York’s Central Park where a white woman, Amy Cooper, told the police falsehoods about a black man,
Christian Cooper, evoking the trauma of Emmett Till (http://100photos.time.com/photos/emmett-till-david-
jackson) in the collective black American psyche.

We appear to have arrived at a watershed moment for global learning and change. The world is watching
America to see how we will address our current civil disruption. Yet few countries are less adequately
prepared for that conversation.

My role in corporate America as a diversity, equity and inclusion professional focuses on understanding the
challenges to inclusion and promoting dialogues about di�erence that lead to positive change. As a black
American woman raised by a family that taught me about the issues of race in stark terms from a very young
age, I would like to bring a similar un�inching perspective to the current discussion.

Here are some perspectives on anti-black racism in the U.S. and how everyone can be an e�ective ally in
stopping the horri�c, crippling impact of racial bias.

America, Race and Our Collective Amnesia

American culture is powerfully rooted in founding precepts of individual “liberty and justice for all” and a
“pull yourself up by your bootstraps” meritocracy, where everyone who works hard can achieve the
“American dream.” But our dependence on a narrative of exceptionalism—so critical to our identity as a
global power and a “�rst-world” role model—includes a strenuous unwillingness to examine other truths.
The U.S. government shunted millions of Native Americans from their own lands to unfamiliar areas, with
millions dying in the process, and it exploited and murdered millions of enslaved Africans during nearly 250
years of a brutal trans-Atlantic slave trade.

I have always been curious about why Americans refuse to discuss this core aspect of our origins, particularly
in light of the actions of other countries.

For example, in the last 70 years, governments in Germany, South Africa and Australia have acknowledged
their wrongdoing and taken steps to right the wrongs of prior generations. In 1952, West Germany and Israel
negotiated an agreement on reparations (https://www.jewishvirtuallibrary.org/german-holocaust-
reparations), where West Germany agreed to pay $845 million to compensate Holocaust survivors, followed
by Germany’s engagement in Vergangenheitsbewältigung—a process to come to terms with the past. More
than 20 years ago, South Africa’s Truth and Reconciliation Act opened a path to talking about the individual
and systemic wrongs committed during 43 years of apartheid. Australia’s Reconciliation Act Plan is a
framework that encourages workplaces, schools, government and community organizations to acknowledge
the history of exploiting Aboriginal peoples and make amends.

These types of acknowledgement stand in stark contrast to the U.S., where the contributions of black
Americans are severely minimized in stories of founding and building our nation. U.S. educators seem only
willing to focus on the civil rights movement. Myths common in U.S. textbooks
(https://www.nytimes.com/interactive/2019/08/19/magazine/slavery-american-schools.html) for generations
included that some slave owners treated enslaved people kindly and that black Americans were better o�
enslaved than free. Today we have di�erent versions of history textbooks
(https://www.nytimes.com/interactive/2020/01/12/us/texas-vs-california-history-textbooks.html?auth=login-
email&login=email) for “red” and “blue” states. Not until 2016 did the Smithsonian National Museum of
African American History and Culture grace the nation’s capital, following decades of e�orts to highlight the
contributions of African Americans.

Why don’t most of us understand how we got to this point today?
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America’s myth-making regarding our identity and founding ignores slavery, to avoid underscoring that the
capitalism we revere requires understanding the brutality of slave plantations. It avoids acknowledging how
American democracy is rooted in the belief that some people are entitled to more rights than others.

The Pulitzer Prize-winning New York Times series The 1619 Project
(https://www.nytimes.com/interactive/2019/08/14/magazine/1619-america-slavery.html) reframes U.S.
history to view 1619 as our nation’s birth year, when a ship arrived at Point Comfort in the colony of Virginia,
bearing a cargo of dozens of enslaved Africans. The editors note this places “the consequences of slavery
and the contributions of black Americans at the very center of the story we tell ourselves about who we are
as a country.” Out of slavery and the anti-black racism it required “grew nearly everything that has made
America truly exceptional: its economic might, its industrial power, its electoral system … its astonishing
penchant for violence, its income inequality … and the endemic racial fears and hatreds that continue to
plague it to this day.”

So what is the impact of this abridged history lesson and collective amnesia?

Most Americans have a poor understanding of why the majority of black Americans have a vastly di�erent,
and decidedly more negative, lived experience than the majority of white Americans. The pain of this is
beautifully illustrated in Proctor & Gamble’s The Look (https://us.pg.com/talkaboutbias/). This negative
experience typically has come from white Americans, and particularly at the hands of law enforcement. Even
advanced education, wealth and other forms of class pedigree do not exempt black Americans from the
dangers of di�erent treatment.

My answer to my partner colleague’s question at a �rm event: A signi�cant source of trauma experienced by
enslaved Americans and their descendants came from the slave patrols charged to protect human property
—the progenitors of our modern day police forces. Many law enforcement o�cers were members of the Ku
Klux Klan, formed in the post-slavery Reconstruction era (https://www.britannica.com/event/Reconstruction-
United-States-history), and wore their badges as they terrorized members of the black community. A white
supremacist presence still remains in many American police forces. Black American mistrust of law
enforcement, often activated to defend unjust laws, runs long and deep.

Privilege and White Supremacy

One of the strongest tools in bolstering America’s collective and socially reinforced amnesia regarding its
legacy of slavery and racism is the myth of white supremacy. The refusal or hesitation to discuss slavery or
acknowledge the white supremacy that enabled it requires a willful blindness and silence regarding its
discriminatory present-day impact.

On a personal level, in my work as a diversity, equity and inclusion professional, I am often struck by how
strenuously some deny the existence of bias or privilege, even without realizing they’re doing so.

In just one example, several years ago I worked on a project to increase diversity in the legal profession. One
of my colleagues was a partner from a di�erent law �rm. After several weeks of cordial, productive meetings,
I was surprised when he informed me that he “hates when people say he has privilege as a white male,”
explaining that it implied he had not worked hard to achieve partnership at a major law �rm. As I discussed
in the podcast Heels of Justice (https://podcasts.apple.com/us/podcast/hoj-018-maja-hazell-d-i-stars-are-
made-the-underdog/id1452460207?i=1000439151962) last year, one of the biggest issues that keeps me
awake at night is the existence of backlash to diversity and inclusion initiatives, viewed as a threat meant to
take something that “fairly belongs” to one group and “unfairly redistribute” it to another. I didn’t believe he
was a bad guy whom I would label a racist, but the continuum that spans from racist to ally includes a range
of blind spots and unconscious biases.
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A graphic called The Racism Scale
(https://racismscale.weebly.com/uploads/1/0/8/9/108961603/race_scale_v1.5.pdf) illustrates comments and
thoughts that reveal biases, which initially might not seem hurtful. Many of these biases stem from America’s
general ignorance regarding our history of white supremacy and constitute serious microaggressions in their
impact on those who are not white. Comments like “I don’t see color,” “We should focus on what unites us,
not what divides us,” “All lives matter,” “I support peaceful protests,” and “I’m not racist” harm in all the ways
described here (https://www.mindbodygreen.com/articles/subtly-racist-things-to-stop-saying).

Peggy McIntosh’s seminal work White Privilege: Unpacking the Invisible Knapsack explains that many are
taught to see racism only in individual acts, not in the invisible systems that confer dominance on their
group. Further, even if we’re able to see some as disadvantaged and want to help, we are far more reluctant
to see how society might provide us certain unearned advantages such that our ability to progress is made
easier. As a white woman, McIntosh served as a powerful ally by identifying 50 daily e�ects of white privilege
(https://www.racialequitytools.org/resource�les/mcintosh.pdf) in her life that her African American
coworkers, friends, and acquaintances could not regularly rely upon. Re-reading her last condition gave me
chills: “I will feel welcomed and ‘normal’ in the usual walks of public life, institutional and social.”

Acknowledging that racial di�erence drives inequality is di�cult. Neuroscience
(https://psycnet.apa.org/record/2016-56495-001)shows human beings overestimate the disadvantageous
headwinds they encounter in life and underestimate their advantageous tailwinds. Barriers and hindrances
command attention because they must be overcome; bene�ts and resources can often be simply enjoyed
and largely ignored.

Four things lead to a breakdown in awareness of racial di�erences and racism:

1. No race dialogue (so no available examples of others’ hardships)
2. Bene�ts and privileges bestowed to white people, due to an entrenched, hidden culture of white

supremacy
3. We overestimate our own headwinds and underestimate our tailwinds
4. We underestimate others’ headwinds and overestimate their tailwinds, thus failing to acknowledge

Black people’s obstacles.

How to Be an Ally

The key to progress forward is educating ourselves on the truth of our past and its impact on the present,
followed by acting to mitigate the destruction of so many lives caused by anti-black racism.

Even through my great sadness and pain at our current state of a�airs, my hope in love and humanity
endures. This strengthens every time I see someone step up to act as an ally instead of as a bystander.

Start by educating yourself on the issues marginalizing black Americans. Explore The 1619 Project podcast
(https://www.nytimes.com/2020/01/23/podcasts/1619-podcast.html) and the National Museum of African
American History and Culture’s web portal Talking About Race (https://nmaahc.si.edu/about/news/national-
museum-african-american-history-and-culture-releases-talking-about-race-web), which is designed to help
individuals, families and communities talk about racism, racial identity and how these forces shape society. I
recommend an article by Issac Eloi (https://www.linkedin.com/pulse/britain-enough-time-do-better-black-
people-isaac-eloi/?trackingId=GXSIn0M0Q6CX8CtNDkBAdg%3D%3D) on racism in the UK, America’s “parent”
country. Finally, I will always look to the brilliant Toni Morrison (https://www.youtube.com/watch?
v=15MMmgwl1V4) to help America understand its racism.

https://racismscale.weebly.com/uploads/1/0/8/9/108961603/race_scale_v1.5.pdf
https://www.mindbodygreen.com/articles/subtly-racist-things-to-stop-saying
https://www.racialequitytools.org/resourcefiles/mcintosh.pdf
https://psycnet.apa.org/record/2016-56495-001
https://www.nytimes.com/2020/01/23/podcasts/1619-podcast.html
https://nmaahc.si.edu/about/news/national-museum-african-american-history-and-culture-releases-talking-about-race-web
https://www.linkedin.com/pulse/britain-enough-time-do-better-black-people-isaac-eloi/?trackingId=GXSIn0M0Q6CX8CtNDkBAdg%3D%3D
https://www.youtube.com/watch?v=15MMmgwl1V4
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Note that I said educate yourself. Unless a person of color o�ers, please don’t place the onus of explaining
racism, its impact and how you can help solve it on those su�ering its burdens. People of color, particularly
black Americans, are utterly exhausted by the centuries of work to make white people understand and
become comfortable with our very existence.

Survey your sources of privilege and use them to help others. Awareness begins with ourselves, and that
self-inventory is not easy. Ask yourself: What sacri�ces are you making to progress those who are
disadvantaged by bias? Who are you shielding from consistently being overlooked for career-de�ning work
assignments, leadership opportunities, or promotions? For whom are you stepping aside so they can take
center stage on a pitch for new business or an important meeting with a client? Are you only providing
access to the same homogeneous groups?

Become an anti-racist and �ght the systems perpetuating racial inequality. Americans are taught that being
fair means applying the law and all other rules in society to all equally. This approach is not su�cient to
achieve fairness in a world shaped by historical, unearned privilege.

Achieving equity requires understanding not only the current experience of marginalization and oppression,
but also the historical legacy of slavery, disenfranchisement and exclusion from most forms of opportunity:
housing discrimination, voter suppression, lack of investment in education, employment and wage
discrimination, and much more. It requires understanding that not everyone starts at the same place, and
more must be done for those historically left behind in order to achieve fairness and a level playing �eld. Ask
yourself: How can you step up publicly to support equity?

Let’s all start with advice from “How to Be an Anti-Racist” by Ibram X. Kendi, who notes it “requires persistent
self-awareness, constant self-criticism, and regular self-examination.” While it will require a painful
acknowledgement of America’s origins and original sin, there is no better time to embrace the worst of who
we have been in order to �nally embody the truth of the greatness we claim.

Maja Hazell is the global head of diversity and inclusion at White & Case.

Copyright 2020. ALM Media Properties, LLC. All rights reserved.
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McKinsey’s research has shown that diversity can 
help organizations increase innovation, reconsider 
entrenched ways of thinking, and improve financial 
performance.1 Organizations can take full advantage 
of the perspectives of a diverse workforce only  
if leaders and employees enjoy a sense of inclusion,2 
which we define as the degree to which an individual 
feels that their authentic selves are welcomed at 
work, enabling them to contribute in a meaningful 
and deliberate manner. We also know from our  
work that individuals’ sense of inclusion is influenced 
by their experiences with the organization as a 
whole, the organization’s leaders, and peers or team 
members.3 For our recent McKinsey Global Survey 
on the topic,4 we approximated inclusion by combin
ing survey respondents’ reported feelings of 
authenticity, belonging, and comfort participating in 
the workplace.5 Our survey research finds that 
respon dents of all backgrounds encounter barriers 
to feeling included—and that women, respondents 

who are ethnic and racial minorities, and those who 
identify as LGBTQ+ encounter additional challenges.6

Analysis of the survey results, which were collected 
before the COVID-19 pandemic and before events in 
the United States spurred conversations around  
the world about racial justice and equity, shows that 
respondents who feel very included in their orga
nizations are nearly three times more likely than their 
peers to feel excited by and committed to their 
organizations. What’s more, respondents from all 
demographics say they have taken organizations’ 
inclusiveness into account when making career 
decisions and would like their organizations to do 
more to foster inclusion and diversity. While  
leaders may have shifted their focus to urgent 
strategic needs amid the pandemic, organi 
zations can consider using this time of historic 
disruption and heightened discourse about  
injustice to advance inclusion and diversity rather 

1  Vivian Hunt, Dennis Layton, and Sara Prince, “Why diversity matters,” January 2015, McKinsey.com; Vivian Hunt, Lareina Yee, Sara Prince, and 
Sundiatu DixonFyle, “Delivering through diversity,” January 2018, McKinsey.com.

2 Sandra SancierSultan and Julia SperlingMagro, “Taking the lead for inclusion,” November 2019, McKinsey.com.
3 We will explore these three levels that affect inclusion in a forthcoming publication.
4  The online survey was in the field from September 10 to September 20, 2019, and garnered responses from 1,920 participants representing the 

full range of regions, industries, company sizes, functional specialties, and tenures. The survey was also sent to McKinsey’s networks of 
LGBTQ+ senior leaders and garnered an additional 110 responses among those groups. To adjust for differences in response rates, the data are 
weighted by the contribution of each respondent’s nation to global GDP.

5  We define respondents as feeling “very included” based on responses to four statements tested in the survey: “My organization is an inclusive 
place to work,” “I belong at my organization,” “I feel comfortable raising my opinions or ideas,” and “I am able to be myself at my organization.” 
Respondents answered these questions on a fivepoint scale, and we scored “strongly disagree” or “not at all” responses as a 1 and “strongly 
agree” or “entirely” as a 5 before averaging individuals’ responses to these statements. An average score higher than 4 is considered  
“very included.”

6  LGBTQ+ refers to lesbian, gay, bisexual, transgender, and queer individuals, and those of other sexual orientations and/or gender identities.

Thirty-nine percent of respondents 
say they have taken organizations’ 
inclusiveness into account when making 
career decisions.
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7  Kevin Dolan, Vivian Hunt, Sara Prince, and Sandra SancierSultan, “Diversity still matters,” May 2020, McKinsey.com. 
8  We also analyzed the results of respondents who were male, nonLGBTQ+, and not ethnic or racial minorities, and their inclusionrate findings 

were consistent with the overall sample’s.
9  We sought to bring additional LGBTQ+ leaders into the sample. As a result, the sample of LGBTQ+ respondents has more senior leaders than 

other groups. Fiftyfive percent of the LGBTQ+ respondents are senior leaders, whereas 41 percent of all other respondents are.

than allowing these priorities to recede.7 For  
those seeking to create a more inclusive workplace, 
the survey results point to specific factors that 
organizations can address.

Many do not feel a strong sense 
of inclusion and report barriers to 
achieving it
According to our latest findings, many employees 
have considered organizations’ inclusiveness  
while making career decisions, yet almost half of all 
respondents do not feel very included at their 
organizations. Most respondents, regardless of their 
gender, race, ethnicity, gender identity, or sexual 

orientation, say they encounter barriers to a sense 
of inclusion.8

A look at demographic segments of the workforce 
suggests that certain employees are especially 
prone to feeling less included (Exhibit 1). Entrylevel 
employees through senior managers make up  
one such group; they are much less likely than senior 
leaders to report a strong sense of inclusion. Also, 
the women who responded to our survey are less 
likely than the men to indicate that they feel a strong 
sense of inclusion. While LGBTQ+ respondents’ 
degree of inclusion appears to be a bright spot, this 
finding is likely influenced by that sample skewing 
toward more senior employees.9

Exhibit 1

Web <2020>
<Diversity & inclusion survey>
Exhibit <1> of <6>

% of respondents who feel very included1

1Respondents who more than somewhat agreed that (a) their organizations are an inclusive place to work, (b) they belong at their organizations, (c) they feel 
comfortable raising their opinions or ideas, and (d) they are able to be themselves at their organizations. For all respondents, n = 2,030. For entry level through 
vice president, n = 1,181; for senior leaders (ie, senior vice presidents, presidents, and C-suite), n = 849; for women, n = 524; for men, n = 1,480; for ethnic or 
racial minorities, n = 255; for those who are not ethnic or racial minorities, n = 1,775; for LGBTQ+ respondents, n = 159; and for those who do not identify as 
LGBTQ+, n = 1,871.

A look at respondents by demographic suggests that certain employees are 
prone to feeling less included.

100%

Senior leaders
Vice presidents and more junior roles

Women
Men

Ethnic or racial minorities
Non-minority respondents

LGBTQ+ respondents
Non-LGBTQ+ respondents

70
44

50

50
55

65
54

Overall 
55

57

A look at respondents by demographic suggests that certain employees are 
prone to feeling less included.
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A sense of inclusion is strongly linked with employee 
engagement. Respondents who feel very included 
are much more likely than others to say they feel fully 
engaged—that is, excited by and committed to their 
organizations. Among respondents who feel very 
included, nearly threequarters say they are entirely 
engaged. By comparison, just onequarter of 
respondents who do not feel very included say they 
are completely engaged with their organizations. 
Furthermore, respondents who feel very included 
are 1.5 times more likely than others to believe their 
career advancement is outpacing their peers’.

Responses suggest that an inclusive environment, 
in which employees feel strong positive bonds  
that enable better performance, is an important con
sideration for employees as they plan their careers. 
Thirtynine percent of all respondents say they have 
turned down or decided not to pursue a job because 
of a perceived lack of inclusion at an organization 

(Exhibit 2). LGBTQ+ and racial or ethnicminority 
respondents are more likely than others to report 
choosing not to pursue a job for this reason.  
Even still, among respondents who do not identify 
as LGBTQ+ or as ethnic or racial minorities,  
38 percent say they have made such a decision.

Overall, respondents often indicate that their orga
ni zations should do more to build inclusion in  
the workforce. Thirtyfive percent of respondents 
say their organizations put too little effort  
into creating a diverse, inclusive environment.  
By comparison, just 6 percent say too much  
is being done.

The results also point to several issues that might 
hinder respondents’ sense of inclusion. One is a dis
connect between the individual capabilities that 
employees value most and their perception of which 
capabilities matter most to their organizations. 

Exhibit 2

Web <2020>
<Diversity & inclusion survey>
Exhibit <2> of <6>

% of respondents who say they have decided against pursuing or accepting a position because they 
believed the organization would not be an inclusive place to work1

1For all respondents, n = 2,030. For women, n = 524; for men, n = 1,480; for ethnic or racial minorities, n = 255; for those who are not ethnic or racial minorities, 
n = 1,775; for LGBTQ+ respondents, n = 159; and for those who do not identify as LGBTQ+, n = 1,871.

Respondents of all demographics say they have chosen not to pursue a job 
because of a perceived lack of inclusion.

100%

Women
Men

Ethnic or racial minorities
Non-minority respondents

LGBTQ+ respondents
Non-LGBTQ+ respondents

44

38

45
38

50
38

64

Overall 
39

Respondents of all demographics say they have chosen not to pursue a job 
because of a perceived lack of inclusion.
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When asked to identify the leadership compe
tencies they and their organizations value most,  
37 percent of respondents say the one that is  
most important to them is not among the three most 
valued by their organizations. This mismatch is 
associated with feeling less included, but primarily 
among women. Women respondents are much  
less likely than men—and also less likely than 
respondents in the other demographic categories—
to feel very included if they view their top 
competency as not being among those their 
organizations value most (Exhibit 3).

Additionally, the survey found that 84 percent of all 
respondents have experienced workplace micro
aggressions, which are everyday slights rooted in 
bias. In every subgroup—by gender, gender  
identity, minority status, or sexual orientation—more 
than eight in ten respondents report these 
indignities. For example, more than a quarter say 
they have needed to correct others’ assumptions 
about their personal lives. Those who say they  
aren’t sure whether they have experienced any of 
the microaggressions we asked about are 
significantly more likely to feel very included than 

Exhibit 3

Web <2020>
<Diversity & inclusion survey>
Exhibit <3> of <6>

% of respondents who feel very included1

1Respondents who more than somewhat agreed that (a) their organizations are an inclusive place to work, (b) they belong at their organizations, (c) they feel 
comfortable raising their opinions or ideas, and (d) they are able to be themselves at their organizations.

2That is, the leadership competency respondents identified as most important in their work is one of the top-three competencies they said their employer values 
the most.

Unlike male respondents, women are less likely to feel included if they see a 
disconnect between their capabilities and the ones their organizations value. 

Respondents
who say their
organizations
value their top
competency2

Respondents
who do not say

their organizations
value their top
competency

Respondents
who say their
organizations
value their top
competency2

Respondents
who do not say

their organizations
value their top
competency

Women Men

55

40

57 56

Unlike male respondents, women are less likely to feel included if they see a 
disconnect between their capabilities and the ones their organizations value. 
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respondents who report experiencing one or more. 
Respondents who have experienced more than  
one of these microaggressions are even less likely 
to feel included than those who report just one.

Women, minority, and LGBTQ+ 
respondents face additional challenges
Women and ethnic or racialminority respondents 
are likelier than others to say their careers have 
advanced more slowly than their peers’. These 
respon  dents, as well as LGBTQ+ respondents, also 

report experiencing more microaggressions at work 
than other respondents (Exhibit 4). For example, 
respondents in each of these demographic cate
gories are much more likely than others to say  
they have been excluded from social events and 
have heard derogatory comments or jokes  
about people like them.

It’s also common for these individuals to say they 
have felt uncomfortable discussing identityrelated 
topics in the workplace—and research demon
strates that feeling unable to speak openly or share 

Exhibit 4

Web <2020>
<Diversity & inclusion survey>
Exhibit <4> of <6>

% of respondents who say they have experienced a given microaggression in the workplace1

Women, racial and ethnic minorities, and LGBTQ+ respondents report 
experiencing more microaggressions than others. 

1Respondents who said “don’t know” or “prefer not to say” are not shown. For all respondents, n = 2,030. For women, n = 524; for men, n = 1,480; for ethnic or 
racial minorities, n = 255; for those who are not ethnic or racial minorities, n = 1,775; for LGBTQ+ respondents, n = 159; and for those who do not identify as 
LGBTQ+, n = 1,871.

66

51
59

54 49 55

54

Overall Women
Men

Ethnic or racial minorities
Non-minority respondents

LGBTQ+ respondents
Non-LGBTQ+ respondents

41 40 40 41

53

39
40

36

25 26 27 22 27 27

39

22
33

25

61

23
26

Not receiving credit
for your ideas

Being asked to speak
as a representative for a
group of people like you

Being coached to
communicate in a way 
that feels inauthentic

to who you are

Needing to correct
others’ assumptions 

about your personal life

Hearing derogatory
comments or jokes 

about people like you

Being excluded
from social events

Receiving comments
 about the way you dress

Receiving suggestions to
switch to a less demanding

part of the organization

34

21
29

23

39

23
24

30

12

26

15
23

16
16

25

13 18 15
22

15
16 9 9 8 9 6 9

9

Women, racial and ethnic minorities, and LGBTQ+ respondents report 
experiencing more microaggressions than others. 
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ideas with team members and peers without a  
risk of judgment or ridicule can hinder an individual’s 
experience of inclusion and their performance.10 
Thirtyseven percent of LGBTQ+ respondents say 
they have had an uncomfortable experience  
coming out—that is, sharing their LGBTQ+ identity—
to colleagues in the past month (Exhibit 5).

Among racial or ethnicminority respondents who 
indicate they discussed identityrelated issues at 

work in the past month, four in ten say they have felt 
at least slightly uncomfortable in such a situation.11  
A similar share of nonminority, nonLGBTQ+ women 
say the same about discussing gender. More than 
onequarter of racial or ethnicminority respondents 
and a similar share of women respondents say  
they have avoided talking about these topics when 
they would have liked to discuss them, largely 
because they were unsure how colleagues would 
respond or they didn’t want to be seen as different.

 10  Joy Burnford, “Building authentic courage: The essential foundation for successful diversity and inclusion,” Forbes, February 1, 2020,  
forbes.com; forthcoming McKinsey research.

 11  This finding does not take into account responses from the 12 percent of ethnic or racialminority respondents who identify as LGBTQ+ and 
who were not asked this question.

Exhibit 5

Web <2020>
<Diversity & inclusion survey>
Exhibit <5> of <6>

Frequency of identity-related discussions at work, % of respondents1

LGBTQ+, minority, and women respondents commonly report feeling 
uncomfortable coming out or discussing other identity-related topics at work.

1For LGBTQ+ respondents, n = 159; for ethnic or racial minorities, n = 221; and for women, n = 414.
2That is, directly or indirectly disclosed your sexual orientation and/or gender identity to a colleague, client, or someone else. 
3This finding does not take into account responses from the 12 percent of ethnic- or racial-minority respondents who identify as LGBTQ+, who were not asked 
these questions.

4Women who identify as LGBTQ+ or ethnic or racial minorities were not asked these questions.
5Respondents who reported coming out or discussing identity-related issues at work were asked, “What was the least comfortable you felt during one of
these times?” 

Women4

Over the past month, how often 
have you discussed identity- 
related issues at work?

Ethnic or racial minorities3

Over the past month, how often 
have you discussed identity- 
related issues at work?

LGBTQ+ respondents
Over the past month, how often 
have you come out in a work-
place setting?2

1 28 34 34 3

2 18 22 48 10

10 38 30 17 3

Daily Weekly/several times per week Once or twice per month Never Prefer not to say/don’t know

Least comfortable experience during identity-related discussions at work, past month,5 
% of respondents

Slightly or very uncomfortable Neutral Slightly or very comfortable Prefer not to say

Women4

Ethnic or racial minorities3

LGBTQ+ respondents

36 3328

40 3921

3

37 3626 1

LGBTQ+, minority, and women respondents commonly report feeling 
uncomfortable coming out or discussing other identity-related topics at work.
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Four tested factors most associated 
with employees’ inclusion
Compared with respondents who say too little is 
being done to increase organizational inclusion and 
diversity, those who say their organizations devote 
the right amount of effort are 1.9 times more likely to 
feel very included. Responses also suggest which 
factors matter most for creating inclusive environ
ments. The survey tested 26 organizational 
practices and employee experiences to see which 
factors are strongly linked with an individual’s  

sense of inclusion. The factors that stand  
out primarily involve the identity and actions of 
organizations’ leaders (Exhibit 6).12

1. Diverse, inclusive leadership
Responses suggest that both the presence of 
diverse leaders at an organization and an organiza
tion’s focus on inclusive leadership (for example, 
leaders empowering others) are correlated with indi
viduals feeling included. When respondents say 
leaders at their organizations are diverse, they are 

 12  The survey analyses tested these analyses using multivariate weighted linear regressions.

Exhibit 6

Web <2020>
<Diversity & inclusion survey>
Exhibit <6> of <6>

Reported strong sense of inclusion, by factor, % of respondents1

Four factors are linked with employees’ strong sense of inclusion.

1Respondents who more than somewhat agreed (a) that their organizations are an inclusive place to work, (b) that they belong at their organizations, (c) that they 
feel comfortable raising their opinions or ideas, and (d) that they are able to be themselves at their organizations.

2That is, the best opportunities go to the most deserving employees.
3That is, one or more colleagues at the organization have gone out of their way to create opportunities for professional advancement.

Organizational
focus on inclusive

leadership (eg,
building team

cohesion,
empowering others)

Diverse
leaders in the
organization

Initiatives to
increase fairness
in performance
evaluations in

their organization

Meritocratic
organizational

culture,2 
contributing to

respondent’s career
advancement

At least 1
sponsor for the

respondent at the
organization3 

Substantive
interactions

between respondent
and senior leaders,

contributing to
respondent’s career

advancement

Diverse, inclusive leadership
Meritocracy and initiatives

to increase fairness Sponsorship
Access to

senior leaders

Respondents reporting factor in place at their organization Respondents reporting factor not in place at their organization

73

42

68

45

67

49

64

51
59

37

59
51

Four factors are linked with employees’ strong sense of inclusion.
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1.5 times more likely than peers from organizations 
without diverse leaders to feel very included. 
Furthermore, regardless of whether an organization 
has achieved diverse leadership, its leaders’ 
actions can nurture inclusion. At organizations where 
leaders focus on inclusivity through acts such as 
building team cohesion, respondents are 1.7 times 
more likely than those at other organizations to  
feel very included.

2. Meritocracy and initiatives to increase fairness 
in performance evaluations
A meritocratic company culture is strongly associated 
with a sense of inclusion. When respondents say 
that a culture based on merit has been a topthree 
factor in their career advancement, they are  
1.3 times more likely than others to feel very included. 
Initiatives to increase fairness in performance 
evaluations have a similar link to inclusion: people 
who report these initiatives are 1.4 times more  
likely than others to feel very included.

However, the data show genderrelated differences 
in the impact of a meritocratic culture. Women senior 
leaders are less likely than their male counter parts  
to say they are helped by meritocracy at work. They 
are also more likely to attribute their success to 
other factors, such as respect for their educational 
background or prior work experience. While  
40 percent of men say meritocracy has boosted 
their careers, less than onethird of women  
say the same.13

3. Sponsorship
Respondents who say colleagues at their organi
zations have gone out of their way to create 
professionaladvancement opportunities for them 
also are more likely than others to feel a strong 
sense of inclusion. Respondents with at least one 
such sponsor are 1.6 times more likely than others  
to feel very included. The findings also suggest  
that individuals benefit from having more than two 

sponsors. While half of respondents with one or  
two sponsors feel very included, 72 percent of those 
with three to five sponsors feel very included.

Other findings indicate that sponsorship aids the 
career advancement of underrepresented 
employees. Senior leaders who are LGBTQ+ or 
ethnic or racial minorities are more likely than  
other leaders to say that sponsorship relationships 
have positively influenced their careers.

4. Substantive access to senior leaders
More than half of all respondents say that mean
ingful interactions with senior leaders have  
aided their career advancement. This exposure to 
leaders is linked with a sense of inclusion: 
respondents who say interactions with leaders 
aided their advancement are 1.2 times more likely 
than others to feel very included.

Not all employees are equally likely to report 
benefiting from access to leaders. Prior research 
has shown that women are less likely than men  
to have substantive interactions with senior leaders.14 
When looking at what senior leaders who com
pleted this year’s survey say most helped their 
careers advance, women’s responses differ from 
men’s. While 57 percent of senior leaders  
who are men indicate that interacting with leaders 
helped them progress, just 45 percent of women 
leaders report the same. 

Looking ahead 
Employees’ sense of inclusion can contribute to an 
organization’s performance and talent retention.15 
Individuals who say their employers invest the right 
amount of effort into improving organizational 
inclusion and diversity are more likely than others to 
feel very included within their organization. Many 
respondents want their organizations to do more to 
create a diverse, inclusive work environment. As 

 13  Whether women miss out on the rewards of meritocracy or are just more cognizant of others’ support was not investigated. 
 14  Women in the Workplace 2018, womenintheworkplace.com.
 15  Sandra SancierSultan and Julia SperlingMagro, “Taking the lead for inclusion,” November 2019, McKinsey.com.

9Understanding organizational barriers to a more inclusive workplace 



workforces acclimate to the next normal following 
the pandemic, organizations can use this time as an 
opportunity to make changes that build a highly 
inclusive culture—rather than allowing inclusion and 
diversity to take a back seat.16 Based on our survey 
findings, organizations and leaders can take the 
following actions to help employees feel a stronger 
sense of inclusion. 

 — Include all employees in conversations about 
inclusion. Removing barriers to inclusion 
requires that actions support all employees, 
regardless of their gender, gender identity,  
race, ethnicity, or sexual orientation. While many 
inclusion discussions effectively focus on 
underrepresented populations, our data suggest 
an opportunity to expand these conversations  
to recognize that inclusion applies to and can 
benefit all colleagues.

Several approaches can help. Organizations can 
launch “allies” programs to encourage all 
employees to help combat microaggressions. 
They also can use tactical inclusion reminders, 
known as “nudges,” to influence employee 
behavior. These might include calendar notifica
tions to include quieter team members in  
group discussions or to acknowledge team mem
bers for their contributions. To assess their 
progress in creating a more inclusive workplace, 

organizations can run detailed employee
experience surveys at least annually, maintaining 
common questions to track improvements on 
inclusion and engagement over time.

 — Build more representative teams. Increasing  
the share of diverse leaders starts with increasing 
and retaining the numbers of employees  
from underrepresented groups throughout the 
organization. Beginning with recruitment, 
organizations can set incremental goals for 
underrepresented groups by geography  
and population and can closely track progress 
toward those goals as they do for any other 
business objective. Tracking must also occur  
in the promotion process. Business units  
should put forward multiple candidates from 
underrepresented groups for each leadership 
opening and then report on advancement  
of employees in these segments. Formalized 
succession planning and sponsorship  
programs, too, can help increase the presence  
of underrepresented leaders.

Reducing bias in the hiring and promotion 
processes can lift the numbers of employees 
from underrepresented groups. One action  
that can help counter bias is appointing “bias 
watchers,” respected leaders who are  
trained to call out unconscious bias in talent

Organizations can launch “allies” 
programs to encourage all employees to 
help combat microaggressions, which 
84 percent of respondents say they have 
experienced at work.

 16  Sundiatu DixonFyle, Kevin Dolan, Vivian Hunt, and Sara Prince, “Diversity wins: How inclusion matters,” May 2020, McKinsey.com.
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related discussions. Because effective leader
ship takes many forms, it can also help to 
formalize clear criteria for leadership positions, 
including leadership competencies that are  
less traditionally recognized, such as relationship 
building, along with criteria such as entrepre
neurship. These criteria can be used in feedback 
conversations and performance reviews  
to ensure organizations value a wide range  
of competencies.

 — Adopt inclusive behaviors. Given our survey  
data suggesting that feelings of inclusion often 
stem from inclusive leadership, it is impor 
tant that individual leaders demonstrate inclusive 
behaviors. These can include participating in 

“allies” programs that support underrepresented 
groups, hosting open and honest conversations 

about people’s unique identities, calling out 
microaggressions when they see them,17  
and posting signs of visible support for those 
groups in leaders’ offices. Regardless of  
whether a formal sponsorship program exists, 
leaders can serve as sponsors, recognizing 
rising talent from underrepresented groups and 
ensuring awareness of and access to 
professionaladvancement opportunities for 
these individuals. Leaders can also help 
underrepresented colleagues develop mean
ingful support systems by creating opportunities 
for connectivity, which can improve retention. 
Finally, it is impor tant that leaders commit to edu
cating themselves on diversity, inclusion, and 
bias by attending trainings and reading the latest 
research, just as they would approach any other 
core responsibility at work.

 17  Our research suggests that leaders can create positive, inclusive experiences by calling out such microaggressions when they occur.
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Diversity Lab Announces Mansfield Rule-Certified 
Legal Departments
“We did have a noticeable uptick in interest after George Floyd's murder and the 
subsequent national reckoning with racial injustices and are still seeing increased interest 
from legal departments looking to sign up for the next cohort,” Leila Hock, director of 
legal department partnerships and inclusion initiatives at Diversity Lab, explained.

By Dan Clark | August 27, 2020

Credit: Rawpixel.com/Shutterstock.com

Diversity Lab announced Thursday that 19 of the 22 legal departments that signed on to the pilot 
version of the Mansfield Rule: Legal Department Edition have been Mansfield-certified.
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The certified legal departments are Axiom; BASF Corp.; Compass Minerals; DaVita Inc.; Delta 
Dental of California; First National Bank of Pennsylvania; Ford Motor Co.; Hillrom; Jacksonville 
Jaguars; LendingClub Corp.; Lincoln Financial Group; MassMutual; PayPal; SurveyMonkey; Turo; 
Uber Technologies Inc.; U.S. Bank; VF Corp.; and Voya Financial Inc.

Gap Inc., Symantec Corp. and ThredUp Inc. did not ultimately participate in the full certification 
process for the pilot version, but they are participating this year. Leila Hock, director of legal 
department partnerships and inclusion initiatives at Diversity Lab, said they made structural 
changes within their companies that kept them from being able to finish out the full year.

She noted none of the legal departments dropped out because of the new coronavirus.

Larry Port, chief legal officer of Voya Financial in New York, said his legal department is very small 
and did not have any hiring opportunities during the yearlong period.

“We did become aware of new structures and processes to put in place when those opportunities 
arise and are leveraging that same knowledge as we apply it to our internal mobility/advancement 
of our in-house counsel,” Port said in an email to Corporate Counsel.

Port said his company is among the 54 announced Thursday to sign up for the Mansfield Rule: 
Legal Department Edition 2.0.

“There’s always room to improve. And, we want to become better at this for societal change. We 
hope our participation encourages others to join in and become more diverse,” Port said.

Union Pacific Railroad, McDonald’s Corp. and Booz Allen Hamilton are among the companies that 
also signed on to the second version of the program.

Hock explained the main difference between the second version of the program and the pilot is 
that it will last for two years. Additionally, Diversity Lab is requiring departments to track their 
candidates on a disaggregated basis by population. The pilot version asked legal departments to 
consider at least 50% of underrepresented candidates for internal roles and when hiring outside 
counsel.

“Rather than just, did we meet the 50% metric, they’ll actually be tracking, for example, ‘60% of our 
candidates were women, 30% were racial and ethnic minorities,’” Hock explained.

Booz Allen Hamilton was not a part of the pilot program. However, the company’s chief legal 
officer Nancy Laben said she looks forward to participating.

“Our firm’s longstanding commitment to diversity, equity and inclusion will be strengthened by 
the Mansfield Rule as we recruit, retain and advance the next generation of legal leaders to help 
shape the transformational work we do as a business and for our clients,” Laben said.

The number of legal departments that signed up for the second version of the program did not 
surprise Hock. She said there were many legal departments still interested in joining after sign-ups 
closed last year and many that are interested in joining the next cohort.
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“We did have a noticeable uptick in interest after George Floyd’s murder and the subsequent 
national reckoning with racial injustices and are still seeing increased interest from legal 
departments looking to sign up for the next cohort,” Hock explained.

Read More: 

How the Mansfield Rule for In-House Counsel is Faring Under COVID-19
(https://www.law.com/corpcounsel/2020/05/29/how-the-mansfield-rule-for-in-house-counsel-is-
faring-under-covid-19/)

More Than 20 Legal Departments Sign On for In-House Mansfield Rule Pilot
(https://www.law.com/corpcounsel/2019/10/24/more-than-20-legal-departments-sign-on-for-in-
house-mansfield-rule-pilot/)

Copyright 2020. ALM Media Properties, LLC. All rights reserved.
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