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________________________________________________________

Welcome
________________________________________________________

It is vital for the UK that we recruit the brightest young people into engineering and science. As the

demographics of the UK continue to change, we can no longer rely on traditional sources to address

the engineering skills shortage. The need to cast the net wider to attract and appeal to families,

students and schools who might never have considered engineering as a career, and the need to do

more to develop work environments that are attractive and appealing to potential and aspiring

engineers has never been more pressing. If the UK is to remain competitive we must seek out,

develop and use the full talents of potential engineers from all backgrounds.

There are some useful statistics that illustrate the gap between what is possible and what currently

exists within engineering. Despite women making up 48%1 of the labour market, only 8.0%1 of

engineering professionals are women. According to the Department of Work and Pensions, 12.5%2

of working age people in Great Britain are from an ethnic background, however, only 6%1 are

engineering professionals. When it comes to disability, 18% of the working population has a

disability and as more and more people stay in work beyond retirement age, retaining disabled

people in work will be imperative – currently 12%1 of engineering professionals report having a

disability.

All of the above evidence suggests there is a huge pool of untapped talent; providing an exciting

opportunity to attract people into engineering and address the need for skills now and in the future.

The Royal Academy of Engineering is committed to diversity in all its activities and urges others to take a

similar approach. Individually, and through active cooperation with others in industry and across the

profession, we deliver a number of activities aimed at establishing practices that ultimately increase

diversity and improve access to science, engineering and technology (SET) professions. The development

of this guide sits well with our strategy and we urge all organisations to consider how it might enhance

their diversity efforts.

The UKRC has worked successfully with a wide variety of organisations to help improve gender equality

and wider diversity. I am happy to recommend this guide as a practical source of information and ideas to

help organisations move towards greater diversity, whether new to this area or already on their way.

Dame Professor Wendy Hall, FREng, FRS

1
Royal Academy of Engineering Labour Force Survey analysis May 2012

2
DWP Ethnic Minorities in the Labour Market http://www.dwp.gov.uk/emag/what-we-do/background/ethnic-

minorities-in-the-labour/
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_______________________________________________________________

Who is this guide for?
_______________________________________________________________

This guide is for all types of STEM organisations
including:

- small, medium and large employers
- professional bodies and learned societies
- private sector businesses
- public sector organisations
- voluntary sector organisations
- careers advice and related agencies
- apprenticeship and work experience

organisations

It is useful for:

- chief executives and board members
- senior managers
- human resources and diversity

professionals

_________________________________________________________________

How will it help you?
_________________________________________________________________

This guide sets out the reasons why organisations are increasingly interested in promoting and pro-

actively managing diversity.

It outlines the opportunities and challenges diversity presents, and suggests effective ways to

develop strategies to make change happen. It draws upon extensive research and best practice to

help your organisation progress on its diversity journey, whatever stage it is at.

“A focus on diversity offers a business opportunity for all. The search for talent,

competitiveness and innovation rides on the ability to respond successfully to the

opportunities presented by Europe’s increasingly diverse societies. Companies that

recognise this embark upon a continuous journey.”
Continuing the Diversity Journey, European Commission, 20081



5

__________________________________________________________________

Why a guide on the journey to diversity?
__________________________________________________________________________

In the UK, diversity affects everyone in their daily lives. Over the last 30 years, the population has

become more ethnically diverse as immigration, especially from EU member states, has increased2.

Women now form over 45 per cent of the UK workforce3. There are new laws protecting the rights

of minority groups, including disabled and gay people. Access to new technologies that are opening

up communication links around the globe, means we are more likely to encounter people from a

wide range of nationalities, cultures, and faiths. All these factors mean that most of us interact with

people from a range of different backgrounds on a daily basis.

In organisational terms the impact is even greater. Many organisations are aware that they are

operating in an environment that is rapidly becoming more diverse. They want to understand more

about the kind of opportunities and challenges diversity presents. There is growing recognition that

working proactively with diversity, rather than simply reacting to it can yield better performance and

productivity1.

This guide recognises that most, if not all, organisations already contain some level of diversity. In

the light of changing demographics, the question many organisations are keen to address is whether

or not they are attracting diverse groups with the right skills to their organisations.

This guide aims to help organisations adopt best practice in promoting and managing diversity. It is

written in recognition of the fact that organisations approach this topic for different reasons and in

different ways. It is not intended to present a rigid one-best-way of doing things so much as a guide

to the main milestones along the way. It is expected that the guide will enable organisations new to

this way of thinking make a start in identifying and adopting inclusive practices, as well as helping

those already active in this area assess their progress and plan their next steps. It is illustrated

throughout with real life examples from a variety of organisations.



6

__________________________________________________________________

Who’s behind the guide?
___________________________________________________________________

This guide is published by the UKRC-WISE. The UKRC-WISE is a leading organisation for the provision

of organisational development services for businesses and organisations wanting to build gender

equality and diversity in science, engineering, technology and the built environment (SET).

Building a talented and skilled SET workforce is central to economic vitality, entrepreneurship and

invention. The UKRC has worked with several hundred companies and organisations, and has assisted

thousands of women in their STEM careers. In 2011, the UKRC-WISE took on the leadership of WISE

enabling the unification of the mission of two national initiatives bringing together over 30 years of

brand value and delivery experience in promoting SET careers for girls and women in particular.

WISE offers classroom to boardroom information and services to inspire girls and support women in

their science, technology, engineering and mathematics studies and careers.

Contact us for more information:

+44 (0)1274 436485

info@theukrc.org

www.theukrc.org
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The diversity journey - a summary

Developing an organisation to make it inclusive and diverse does not happen overnight. For most

organisations, becoming more diverse means a medium to long term change project. It requires

research, planning, sustained effort, committed resource, on-going leadership commitment and

awareness raising. Good practice in diversity requires an understanding of how an organisation

operates, its environment, objectives, policies, practices and processes, how these factors impact on

the diversity of its staff and the extent to which the organisation reflects all its stakeholders. Most

organisations will progress towards diversity in stages, learning and improving as they go; tackling

more challenges, effecting more changes, involving more people and building on previous successes.

In this way, organisations can be said to be making a journey towards diversity. This guide reflects

this sense of progression by presenting good practice as three journey stages:

Stage one Stage two Stage three

Preparation is laying the ground work and building the right foundations for your diversity work.

Making change happen is running interventions or making physical and/or structural organisational

changes to improve performance. Mainstreaming is embedding the change so that it is permanent

and part of the organisation’s culture and future.

Journey Stage One: Preparation

There are several, substantial areas of work that organisations can undertake to prepare for their

diversity journey, to make sure that they have the knowledge, information and commitment they

need before they start. The main areas of preparation are:

1 Understanding and defining diversity

2 Establishing reasons for engaging with diversity

3 Gaining commitment

4 Developing your diversity plan

1 Understanding and defining diversity

A useful starting point is to ask the question:

‘What is diversity and what does it mean to our organisation?’

In simple terms diversity means ‘a range of different things’4 or ‘being varied or different’5. It is

about valuing and benefiting from difference. Diversity is not the same as equality, which is about

treating people fairly - for example, equal pay for equal work.

Preparation
Making change

happen
Mainstreaming
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Many organisations have generated meaningful definitions to help their staff or members to

understand the word in an organisational context. For example, the Wales Co-operative Centre

defines diversity as ‘the acknowledgement and respect of differences within and between groups of

people’6. The Arts Council goes further to explain the relevance of the word to its mission:

In practical terms, managing diversity means consciously running the organisation in a way that

identifies, reflects, includes and benefits from the full range of your stakeholders. A stakeholder is ‘a

person, group, or organisation that has direct or indirect stake in an organisation because it can

affect or be affected by the organisation's actions, objectives, and policies.’8

Stakeholders can affect, influence, contribute to and be affected by the outcomes and outputs of the

organisation. They are determined by the organisation’s purpose, constitution, objectives, funding,

history and structure, and an organisation’s list of stakeholders is likely to be unique to that

organisation. Some stakeholders are very close to the organisation and others are more distant.

They may have different needs, agenda, aspirations, and drivers. A mapping exercise will help

organisations to identify the full range of their stakeholders and the needs of those stakeholders9.

If an organisation is working in an inclusive manner it means that none of their stakeholder groups

are excluded, or prevented from engaging with the organisation. If the organisation is going a step

further and promoting diversity it means that all stakeholders are understood, welcomed, and

engaged, including minority groups. It means that the organisation is benefiting from a wide range of

different inputs, skills, and perspectives and is therefore grounded in the community it serves.

2 Establishing reasons for engaging with diversity - the business case

Any organisation keen to make changes to enable it to improve diversity needs to be clear about its

reasons. It is important that organisations consider WHY diversity is important. What are the costs

of NOT following this route?

“Our definition of diversity encompasses responding to issues around race, ethnicity,

faith, disability, age, gender, sexuality, class and economic disadvantage and any

social and institutional barriers which prevent people from participating in and enjoying

the arts. We are turning our focus from remedying past imbalances towards celebrating

diversity positively, with all the artistic and creative opportunities it offers.”
The Arts Council7

“Stakeholder management has long been recognised as a central part of an

organisation’s effectiveness. Stakeholders play important roles as advocates, sponsors,

partners and agents of change.”
Understanding Your Stakeholders: A best practice guide for the public sector, Ipsos MORI (2009)10

“In 2004 we recognised that the profile of our organisation did not reflect the composition

of the communities in which we operate and, over the next ten years the communities we

serve will become significantly more diverse. We need to attract from the broadest

population if we are to find and develop the necessary skills to ensure the sustainability

of our company and the achievement of our strategy for growth.”
Steve Holliday, CEO, National Grid
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The sorts of areas to consider include:

i. Changing demographics

UK society is undergoing rapid demographic change and there is ample data to show that the

UK working population is becoming more diverse. In particular, the numbers of women11,

ethnic minorities12 and older workers13 in employment have increased markedly and continue

to rise.

Businesses are recruiting from and commercially interacting with, a much broader pool of

people than they did 30 years ago. Professional bodies are working with a much more diverse

potential membership pool and the profile of some, notably medicine and law, has already

changed visibly14.

Proactively benchmarking these demographic changes will help organisations plan and

respond appropriately.

ii. Attracting and retaining talent

Organisations have much to gain by attracting able people to both work for them and, in the

case of membership organisations, join them as members. Their future success depends on

finding, engaging and retaining individuals with the right skills, regardless of sex, ethnicity,

age or class. They need to create a culture of meritocracy within their staff and membership,

where the most able people rise to positions of influence and contribute fully to the success

of the organisation.

Good employment policies, retention practices, diverse governance structures and senior

management teams will ensure that the organisation is well equipped to operate in a diverse

market place.

iii. Links between diversity and performance

Having a team of decision-makers, who bring a range of different perspectives and

backgrounds, makes for more informed and more creative decisions. There is now a growing

body of evidence linking diversity in the workforce to positive organisational performance.

For example, research by McKinsey and Company found links between gender balance in top

management positions and financial performance in European listed companies15. More

recent research at the University of Michigan found that people of average ability from

different backgrounds tend to outperform homogenous groups at solving complex tasks16.

Organisations should therefore benefit from promoting diversity in teams or committees that

are tackling difficult issues such as strategic development and innovation.

“Diversity, ultimately, is about how we build an organisation with talented individuals

from very different backgrounds. I don't think diversity is ever going to become passé -

unless we believe that managing talent is no longer relevant.”
Niloufar Molavi, Chief Diversity Officer, Price Waterhouse Coopers17
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iv. Stakeholder expectations

As interest in and awareness of diversity grows, so do stakeholder expectations. Public

sector organisations have been subject to equality duties for nearly ten years now18. The

need to actively promote diversity has therefore had time to permeate and embed

throughout the public sector.

In the private sector there are different drivers, but also an increasing awareness that

organisations have much to gain from a focus on diverse talents and markets. Initiatives such

as ‘Where women want to work.com’ and kite marks such as the UKRC’s SET Fair Standard

have encouraged a good deal of focus and competition around becoming ‘an employer of

choice’.

Professional bodies also need to support and keep pace with these expectations in order to

protect their appeal to a wide variety of stakeholders.

v. Organisational reputation

The success of most organisations rests on their image and reputation among staff,

customers, members and other stakeholders. The organisation’s outward face, such as its

ambassadors, leaders, website, brands, publications, and events, are what enable people to

form an opinion. These aspects of the organisation therefore need to be carefully managed

and monitored, to be as relevant and as appealing to the widest group of stakeholders

possible.

vi. Legal responsibilities

The Equality Act 2010, which simplified and strengthened discrimination legislation, includes

responsibilities for all employers and for organisations that provide public services19. The

legal responsibilities of membership organisations may as yet not have been tested against

this law (which clearly pertains to all service providers, but generally exempts private

member’s clubs). Nonetheless, failure to comply with the law can be costly; there is no limit

on the level of compensation for sex discrimination, and damage to reputation and staff

morale can be considerable.

Once a business case has been developed it can be widely published, disseminated to stakeholders

and used to raise awareness.

3 Gaining commitment

No change programme takes off unless staff and other stakeholders understand it and are convinced

of its worth. Gaining commitment means that all those involved in making change happen

understand where the organisation is heading and why. Your business case for diversity needs to be

published and explained, and a vision for the organisation that reflects good diversity practice

should be developed and shared. Leadership from the top is vital at this stage.
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The initial interest in diversity may come from different sources within or from outside the

organisation. It may come from a change in the law, an external regulator, a committed employee or

group of employees, or a disgruntled member. However, regardless of where the pressure first

came from, senior management commitment is essential if real, visible change is to be achieved.

Without effective leadership commitment from the top of the organisation, it is very unlikely that

enough momentum will be generated for effective implementation.

It is the task of senior management to understand and explain the need for diversity to their staff,

members, suppliers, customers, indeed all their stakeholders. They must generate and disseminate a

vision for the organisation that all stakeholders can buy into, and they must keep reiterating this

vision and confirming their commitment so that the diversity work remains focused and is not

overcome by other priorities. Organisational change can only happen if the whole organisation

works together and people are not left behind. Senior management must both ‘walk the walk and

talk the talk’. That is, their words must be backed up by actions that demonstrate their commitment.

To demonstrate their commitment to diversity senior managers can:

 Commission the preparation of a business case for diversity specifically for their organisation

(see above), and send the resulting report to the Board for consideration and discussion.

 If the business case is accepted by the board, publish it for all stakeholders to see and have

the CEO personally endorse it.

 Appoint a senior director to lead on diversity and set up regular reporting to the Board on

this topic.

 Allocate some resource, including staff time and preferably a cash budget.

 Include appropriate references to diversity in the organisation’s strategic and operational

plans.

 Publish a diversity statement on the organisation’s website endorsed by the UKRC’s CEO

Charter and display this electronically on the website and in hard copy in a prominent

location.

 Be vocal on the topic, taking opportunities to talk about diversity both internally and

externally. Refer to the business case and the vision of how the organisation will look, feel

and act when it fully embodies diversity.

 Participate in, contribute to and benchmark against sector/profession wide diversity

initiatives and activities

Senior management commitment needs to be backed up by the allocation of some resource to

diversity. This allocation of resource demonstrates a serious rather than a hollow commitment. Very

little can be achieved unless specific staff have explicit responsibility for driving the work forward.

This responsibility should be reflected in the personal and work objectives of the individual(s)

concerned and is likely to require a cash budget. The diversity work plan should be closely linked to

the organisation’s overall strategic and operational objectives and carry clear deadlines. The staff

selected could be encouraged to link to a variety of specialist diversity agencies and networks.

“Leadership is getting others to do what you want them to do because they want to do it.”
Eisenhower
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Reporting lines of these staff should be clear and preferably lead to the organisation’s diversity

champion at the highest level.

Raising staff awareness and understanding of diversity issues is another important step in the

diversity journey. This could lead to a range of interventions for instance, staff briefings; the

development of communication plans; focus groups and training that could cover topics (such as

what diversity means to the organisation, why the organisation is engaging with it, and how

unconscious biases we all have impact on our actions and day-to-day decision making);

disseminating data on the organisation’s workforce profile and staff surveys to raise concerns and

issues; and engaging with staff to develop diversity objectives and action plans. Training and

briefings could also cover the latest equalities legislation, the relevant policies and practices of the

organisation (such as parental leave, flexible work and equal pay). Importantly there should be time

for questions and discussion. Some staff may be new to this way of thinking. They may have

concerns, doubts and experiences they wish to air. In this way, an organisation is more likely to get

buy-in to diversity plans from staff at all levels.

4 Developing your diversity plan

The organisation’s diversity plan will be a product of some strategic thinking:

 Where is the organisation now?

 What kind of organisation does it want to become with respect to diversity?

 How will it get there?

The starting point for this is being clear about where the organisation is now i.e. to what extent does

the organisation currently engage with diversity? What is it doing well? Where are its main

challenges? A good way to kick start this thinking is through a diversity audit.

Conducting a Diversity Audit

A diversity audit of the organisation can provide an excellent source of information to help inform

your diversity strategy, and a platform on which to build. If conducted at the outset, it can also

provide an accelerated start to the diversity change programme by helping to pinpoint areas for

action.

The Institute of Physics had been promoting women in physics for many years but when

we decided to broaden our interest into diversity more generally, we felt that it was

important to see how we as an organisation measured up to good practice. Rather than

simply gaze at our own navels, we brought in an external expert to conduct a diversity

audit. The first step was to ensure that we had the buy-in at the highest level, and that the

whole organisation was aware what was happening and why, so that staff would be as

open as possible. The ensuing report covered all areas of Institute activity, from the board

of trustees to the staff on reception. We are still working through many of the

recommendations, even after a couple of years. But perhaps the most important parts of

the audit were not so much the recommendations themselves but the impetus for us all to

reflect on what we do and the fact that these issues were aired openly.
Professor Peter Main, Director of Education and Science, Institute of Physics



13

A diversity audit should sweep across the whole organisation and could include questions such as:

 Does your organisation’s vision, mission and long-term objectives refer to diversity, equality,

inclusion or fairness?

 What diversity data is currently collected with respect to the main stakeholder groups such

as staff, members, students and grant recipients?

 What use is made of the data that is collected?

 What is the staff/membership profile across all sections of the organisation and at all levels

of seniority? Who has been promoted over the last 5 years or so? What type of people hold

the most senior posts? Do any patterns emerge or are any groups of people under-

represented?

 Look at staff attrition and return from maternity leave. Who is leaving the organisation? Do

you know why? Are any groups over-represented here?

 Who is engaging with the organisation and benefiting from its services? For example as

customers, suppliers, event attendees, prize winners, students, authors. Are any groups

under-represented? Are there good reasons for any under-representation?

 What does the organisation look like from outside? What kind of images and language are

used in its publications and on its website? Who are its principal ambassadors?

 Review current employment practices. Do they reflect good practice with respect to flexible

working, career breaks, training and development, appraisal?

 Conduct an equal pay audit. Are people being paid the same/a similar amount for similar

work?

 Look for meaningful external benchmarks, e.g. through the National Statistics Office, HESA,

the NHS Information Centre, the Royal Academy of Engineering and other relevant

professional bodies, or diversity specialists such as the Employer’s Forum on Disability, or

Stonewall.

 Conduct a staff/membership survey and hold some focus groups. Ask about people’s

reasons for joining the organisation, their levels of satisfaction and motivation, their feelings

about fairness and equality within the organisation, their plans for the future. Ask about

their understanding of diversity issues, their level of support for work in this area and the

extent to which they think the organisations is effectively addressing diversity-related issues.

Disaggregate data by sex/age/ ethnicity etc. to identify similarities and differences. The

UKRC’s Cultural Analysis Tool (CAT) has been developed for this type of survey.

 Consider also surveying other key stakeholder groups to find out their attitudes, needs and

perceptions.

Collecting information from a variety of sources such as the organisation’s publications, reports,

minutes, staff surveys, members’ surveys and so on will enable cross referencing to check validity.

This information will enable you to identify areas where there is real or perceived unfairness, where

some groups are benefiting more than others, where barriers exist that exclude certain groups. In

turn, these findings will provide useful information and evidence for your diversity plan and

priorities for action. They will be a source of opinions and ideas. If you find there is a lot of work to

tackle, prioritise those actions that have the widest impact or establish projects that support one

group (such as a mentoring programme), but which could then be rolled out more widely once good

practice has been established.



14

The information collected during your diversity audit will help you to benchmark progress over time

and will enable you write a clear action plan for diversity, supported by evidence and reflecting the

information provided to you by your stakeholders. .

Armed with the results of your audit you can start to plan the key areas the organisation needs to

develop and change. The plan should be achievable, include milestones and deadlines and the

planned actions should be prioritised and properly resourced.

Journey Stage Two: Making Change Happen

The changes you make to your organisation will depend on your organisational priorities, your vision

and the resources available. There is no single set of interventions that will work for all

organisations. Over the next few pages are some examples of diversity interventions made by real

organisations to improve their diversity performance.

Intervention one - networking to support minority groups

One of the big challenges of being part of a minority group is dealing with a feeling of loneliness.

Not looking or sounding the same as the people around you, or not sharing their background or their

interests, or facing physical restrictions that they don’t face. All these can lead to feelings of isolation

and exclusion.

Setting up a network for an under-represented group is a relatively low cost way of bringing

together people who share backgrounds, interests, and characteristics for the purpose of mutual

support. Through a network, isolated people can meet like-minded colleagues as well as role models

and mentors. The host organisation is able to use the network as a communication channel with

members that may normally be hard to reach whilst also showing their commitment to employing

and retaining a diverse workforce. Opening up the network’s activities to other staff, members or

students, as in the example below, is a good way to increase acceptance of the network, provide

more networking opportunities, improve awareness of diversity and encourage inclusiveness in the

organisation.

“Conducting a diversity audit to support the production of a clear and coherent diversity

strategy is good practice and means that agreed actions are significantly more likely to

bring about real change.”

Diversity Works for London
20
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Example one - networking to retain and inspire women in an engineering corporate

environment

Arup is an independent, global firm of designers, planners, engineers, consultants and technical

specialists with a reputation for delivering innovative and sustainable designs that reinvent the

built environment. The firm is responsible for the iconic structural design of the Sydney Opera

House and, more recently, the National Aquatics Centre created for the Beijing Olympics. The

percentage of women studying for technical degrees in Arup’s field is approximately 24 per cent.

Arup consistently recruit technical graduates at a level well above this; typically over 30 per

cent. However, this percentage is not currently reflected in Arup’s leadership, where the

proportion of women is around 15 per cent.

This has led Arup to invest time and resources in their diversity strategy, with an initial focus on

the development, retention and progression of women across the firm at all levels.

The ConnectWomen Network is one example of the activities supported by the strategy and was

set in 2009, with help and advice from the UKRC, and with the aim of creating opportunities and

supporting women across the firm and wider industry. The network is open to all Arup

employees, regardless of profession, gender or position and its objectives are:

 To provide support, encouragement and targeted information for women investing in

their personal and professional growth.

 To provide a platform for discussion, for sharing ideas, understanding different

perspectives and influencing Arup’s business practices and initiatives to ensure that they

are inclusive.

 To provide a forum to meet, network and share experiences – leading to long-term

relationships and opening up new business opportunities.

 To provide the opportunity to be early adopters and/or participate in pilot groups for

initiatives driven by Arup’s UKMEA Diversity Steering Group.

By March 2012, the network had held fifteen events with a variety of topics and speakers, with

over 1000 people attending in total from Arup. Additionally over 200 external women have

attended at least one of the events held.

The first event, called ‘A Day in the Life…’, featured presentations from four women working in

different technical and non-technical roles at Arup, helping attendees learn from both senior

colleagues and peers. Networking sessions enabled them to meet people across disciplines and

age groups. It was attended by 133 people from across the company, including several men,

together with members of the UKRC. The success of the event, and the comments from

attendees, helped shape the ConnectWomen programme.
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Intervention two - mentoring for recruitment and retention

Many organisations are keen to exploit the power of mentoring to help them both attract under-
represented groups to their workforce and to retain them over time. Mentoring is a low-cost
intervention which uses established, experienced people to provide one-to-one professional support
to others following in their career footsteps. A mentor can be an advisor, a sounding board, a
champion and a role model. He/she can be a source of confidence and motivation for the mentee
and a living example of what is possible.

Mentoring can be used at many different levels from attracting people into a profession through to
helping people to access the most senior positions.

Example one - mentoring for recruitment

The Royal Institute of British Architects supports a change project entitled Architects For Change
(AFC) which has run or participated in many different types of interventions to improve diversity
in architecture. One such intervention uses mentoring to recruit young people from ethnic
minority backgrounds into architecture. AFC liaises with the Stephen Lawrence Charitable Trust
to provide student mentors and guidance to support entry into architecture for 16-19 year olds.

The Trust delivers a six-month seminar course for twenty-five 16-19 year olds, who have been
identified as having a strong interest and potential for a career in architecture. It is proposed
that the scheme will help the young people develop their skills and aid them in their steps
towards applying to university, through a range of activities including competitions, model-
making, interview skills and portfolio guidance.

Fifteen of the young people from this group will receive additional support during the six month
programme, in the form of mentoring from Part 1 and 2 architecture students. The mentors,
who will be trained volunteers, will act as role models and provide one-to-one support
appropriate to the need of the mentee, to help them in achieving specific goals. In turn, the
student mentors are also receiving support with their own progression through the architectural
education process through workshops delivered by a group of academics and the student
association, ARCHAOS.
RIBA, 2011

21
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Intervention three – creating a flexible culture

People have different requirements and expectations in terms of work and these are likely to vary

over the course of their working lives. By introducing flexible working policies and practices,

employers can help meet some of these needs, and in doing so attract a wider variety of people into

the organisation. For example, flexible working options can help staff with caring responsibilities,

studies, volunteer work, public appointments, religious commitments, and in managing the

transition from work to retirement.

There are a wide variety of flexible working options that can be used, for example part-time work,

job share, compressed hours, term-time working, annualised hours and home-working. Choosing

those options that will deliver practical benefits to both the organisation and staff, and making the

options available to, and encouraging take-up by staff at all levels will help embed flexible working as

part of the culture of the organisation.

Example two - mentoring for progression

In 2004 the British Pharmacological Society (BPS), working with the UKRC, identified a constant

‘leakage’ of women from the pharmacology profession at mid-career stage. The society’s

student members were evenly split between men and women, however from their 20s through

to their mid-40s a steady decline in female membership contrasted with a steady increase in

that of men.

With the support of the BPS Council, Executive Committee member Professor Amrita Ahluwalia

turned to the UKRC for help in setting up a mentoring scheme to support women to stay in

pharmacology and achieve their full potential. Through an extra layer of support from a well-

established female mentor, the aim was to facilitate networking and interaction with role

models, provide practical advice and offer encouragement for mentees. The BPS scheme

specifically aims to match mentors and mentees from different organisations, to enable more

open interaction in the relationship and provide wider networking opportunities.

The programme has run since 2005, with the establishment of 66 mentoring partnerships.

Although it is too early to measure impact on BPS membership statistics, feedback has been

excellent highlighting inspirational role models, practical encouragement and advice,

networking opportunities, and information on potential funding sources.

“I am very grateful to the mentoring scheme, as it came at an ideal moment for me and as a

result of becoming part of the scheme it has given me a much more positive feel regarding

remaining in science, where previously I had seriously considered other avenues of work.”

Mentee, British Pharmacological Society Mentoring Scheme
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Example one – creating a flexible culture in manufacturing

In 2007, in response to staff feedback, PepsiCo UK introduced a range of flexible working

policies for all office-based staff. However the company recognised that policies alone would

not be sufficient to bring about real change. It needed to create a strong permission culture so

employees really felt empowered to make adjustments to the way they worked to balance the

demands of home and work.

The company therefore emphasised the value it placed on enabling its staff to achieve a better

work-life balance through a high profile campaign with the slogan ‘The dinner isn’t in the dog!’.

Practical steps, such as the provision of laptops for non-operational staff, reinforced the

message that everyone was entitled to work from home.

PepsiCo acknowledges that not all roles can offer the same level of flexibility. Home working

and flexi-time, for instance, are not possible for operational employees in a 24/7 shift

environment. However the company is working hard with its operational managers to look at

other ways of promoting work-life balance in its manufacturing operations eg shift swaps and

rota flexibility.

Part of PepsiCo’s flexible culture is also the recognition that people will have different

expectations of work at different stages in their lives. The company therefore tries to provide a

flexible approach to career growth particularly for potential leaders, where people can step on

and off the fast track as they need to.

In 2009, to further embed work-life balance into company culture, PepsiCo launched another

initiative called ‘One Simple Thing’. This requires each member of staff to agree a work-life

balance objective that supports their individual needs as part of their annual plan. For example,

scheduling regular exercise; making time for lunch; learning a new skill; charity fundraising;

sharing school run responsibilities. This ‘One Simple Thing’ is assessed, and progress rewarded

as part of the performance review process.

In an employee survey in 2007, before the launch of work-life balance programme, only 40 per

cent of PepsiCo UK’s senior staff agreed that the company supported their efforts to balance

their work and personal life. By 2009 this had risen to 80 per cent, the following comment being

typical of the overall response:

‘The business trusts me to deliver and leaves me to decide how/when/where I work and what I

need to do to achieve this.’

PepsiCo UK believes that its work-life balance programme, taken together with other positive

action initiatives for women, have helped the business improve its representation of women

especially in leadership roles. Now, 36 per cent of its manufacturing managers are women,

compared to a national average of 25 per cent.
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Intervention four - collaborating to develop and disseminate good practice

A journey towards diversity can be a lonely for an organisation working in isolation. As well as

linking to expert diversity organisations, networking with other similar organisations to share ideas

and discuss challenges can speed the emergence of good practice. The Royal Academy of

Engineering and UKRC worked together to host such an event for STEM organisations in 2012. As

well as inviting speakers from STEM organisations, the organisations also included speakers from the

legal profession and architecture. The group discussions between sessions helped engender a shared

sense of purpose and some joint priorities, as well as a better understanding of good practice.

A similar event was run by the Biotechnology and Biological Sciences Research Council (BBSRC) in

2009. As a precursor to this, the BBSRC has completed the UKRC’s Cultural Analysis Tool and had

identified that the career progression of its female staff was an area that needed improvement.

Working with the UKRC, BBSRC set up a one-day workshop focusing on three key areas identified as

having the most impact on women’s career progression in SET; organisational culture, flexible

working and initiatives to encourage more women into senior positions. The aim of the workshop

was for participants to learn from each other and come away with an action plan of practical steps

for improvement. Equality and diversity representatives from research councils and higher education

institutions were invited to attend the workshop, which was hosted by the Medical Research Council

and facilitated by the UKRC. Numbers were limited to 25 so that all participants would feel

encouraged to share issues in a supportive environment.

Key conclusions on each of the topics were captured, disseminated and published on the UKRC

website (here).

Intervention five - removing barriers for candidates

Example one – easing the path through professional review for dyslexic candidates

Gaining chartership as a civil engineer involves both the submission of a written portfolio of

evidence around key competences and a face to face interview with practicing civil engineers, who

have been specially trained as reviewers. The reviewers’ job is to satisfy themselves that the

candidate meets the agreed standards of skills, knowledge and experience to practice as a

professional civil engineer. In setting up the review interview, the ICE asks whether candidates

have any special requirements, and tries to accommodate candidate needs – for example avoiding

religious festivals and addressing the access requirements of disabled candidates. Staff at the ICE

noticed that increased numbers of professional review candidates were reporting that they were

dyslexic. It was established good practice at the ICE to allow dyslexic candidates extra time to

prepare to answers to interview questions, but staff wondered whether people with dyslexia were

facing other barriers. ‘We contacted the British Dyslexia Association, and discussed our concerns

with them. They were really helpful and provided some bespoke training for reviewers, which

covered for example good practice in structuring questions‘, said Shelia Billet, [title].

The feedback from reviewers was very positive. They reported being much more aware of the

kinds of challenges associated with being dyslexic and feeling better equipped to respond to these

during the professional review interview. ‘It gives us confidence that we are not unintentionally

placing extra hurdles in front of candidates’ said Sheila.
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Intervention six - proactive measures and interventions to recruit under-represented groups

Sometimes organisations notice that they are attracting a narrow band of people to apply for jobs,

or membership. They realise that they need to revisit their recruitment strategies and practices to

enable them to cast the net more widely. Positive actions measures such as advertising in

publications or on websites that are popular with a particular demographic, or using their networks

to directly contact people, or using images that resonate with certain groups, can make a noticeable

difference in the types of candidates that come forward.

Organisations using recruitment agencies and head-hunters might find it useful to express a need for

diverse candidates. Asking agencies to demonstrate what they are doing to find diverse candidates

and monitoring the diversity of the actual profile of candidates is another way to encourage the

recruitment of underrepresented groups.

Example one - achieving better diversity in the recruitment of engineers

BT customers, especially women, often prefer a female engineer. Openreach, the infrastructure

division of BT, needed to recruit a significant number of engineers during the 2007 financial

year. This provided an opportunity to redress imbalances in the workforce by proactively

encouraging applications from women, as well as people from ethnic minority backgrounds. At

the start of the recruitment campaign, 1.2 per cent of Openreach engineers were female and 6.5

per cent were from an ethnic minority.

BT’s recruitment agencies actively encouraged applications from women and ethnic minorities

through niche marketing strategies and specialist organisations. BT’s 2007 apprentice

recruitment campaign used images of people of different ethnic backgrounds and genders. The

BT Careers website featured profiles of a diverse group of apprentices. For example, Pamela

Duncan, an apprentice Customer Service Technician from Edinburgh, proved a positive role

model, and featured in a Company magazine article about women working in male-dominated

jobs.

Interviewers for the engineering jobs received refresher training that focused on diversity. They

were encouraged to identify people with the potential to develop technical skills, rather than

those with direct technical experience.

The impact of these measures was clear. In March 2007, 7 per cent of applications were from

women and 10 per cent from ethnic minorities.
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Example two: proactivity to improve diversity of governance

A 2006 internal review of the Royal Academy of Engineering found a lack of diversity amongst its

membership. At that time the average age of Fellows was over 70 and the proportion of female

Fellows was just 2%. Furthermore the review found that 80% of the Fellowship never

nominated potential new Fellows. Indeed over 50% of the candidates for Fellowship were

nominated by just 6% of the existing Fellows. In response a new nominating committee, the

Proactive Membership Committee (PMC), was set up alongside the existing Membership

Committee with the express task of increasing the diversity of nominations to the Fellowship.

Diversity in this context was interpreted broadly. Specifically the PMC aimed to:

 Increase the number of women candidates substantially

 Increase the proportion of candidates from industry, compared with academia

 Increase the proportion of candidates from small and medium-sized enterprises (SMEs)

compared with large companies

 Reduce the average age of candidates

 Identify candidates from under-represented industry sectors – in particular from new

and emerging technologies

 Increase the number of candidates from ethnically diverse backgrounds

The PMC provides dedicated support to nominators and to nominees as well as actively using

the Academy’s extended networks to identify and nurture potential Fellows of the future.

The PMC has had some real success. In particular, 50% of candidates in 2011 were from industry

– against a low of 38% in 2005. Also the representation of women in the 2011 cohort of new

Fellows reached 8%, alongside a doubling to 4% in the overall proportion of females within the

Fellowship. The PMC found some interesting synergies; for example by searching for

outstanding candidates in SMEs they found they were also identifying younger engineers and

those from new and emerging technologies.



Making change happen - implementation

Develop vision and goals
What does diversity mean to our organisation?

What do we want to do about it and why?
How do we gain commitment to change?

What factors are critical to successful change?

Establish your baseline
What diversity data are we collecting?

What are we doing well?
Where do we need to take action?

Are there any external benchmarks available?

Develop a plan
What are our priorities?

What resources do we have?
What do we want to change and by when?

What will success look like?

Implement the plan
Are stakeholders fully informed?

Are people involved in delivery fully briefed and/or
trained?

How do we collect feedback and new ideas?

Evaluate progress
What feedback have we had?

Are there any changes to our diversity data?
Are we doing as well as we can?

Have we celebrated our successes?New diversity
intervention

Mainstream intervention

Refine current
intervention

Refine current
intervention

Refine current
intervention

Reinforce critical
success factors
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Stage Three: Mainstreaming

Mainstreaming is about integrating diversity considerations into the heart of the organisation.

Mainstreaming occurs when diversity is built into the organisation’s structure, mission, and fabric,

rather than managed as a ‘bolt on’ activity. Mainstreaming means that diversity has become an

organisational imperative and necessary for future success. Mainstreaming doesn’t just happen.

Organisations make it happen by embedding it into their policies, practices and systems.

Here are some of the actions organisations can take to fully integrate diversity into their current and

future operations.

1 Allocate responsibility

Ensure that people at all levels and in all sections of the organisation understand their

responsibilities with respect to diversity. Indeed responsibilities should be spelt out in job

descriptions and annual objectives. This applies from the top down. For example:

 Senior managers have strategic and leadership responsibilities for creating a vision of a

diverse organisation and driving progress and continual improvement.

 Those in human resources have responsibilities for ensuring that the organisation

attracts and employs diverse groups of people, that the organisation is free of barriers

and discrimination and that people are promoted and paid on merit. Also that

appropriate training is in place, and that people learn about the organisation’s attitude

to diversity at the induction stage.

 All line managers, including first line supervisors, have responsibilities to ensure that

their managerial style supports diversity and that the staff who report to them

understand the role of diversity in the organisation.

 The marketing and communications team need to manage the organisation’s image and

reputation, think about the communication channels it uses and the messages it puts

out.

Also think about where responsibility for diversity lies within the organisation’s governance

structure. Is it overseen by a person/group with appropriate power? Does this person/group of

people have the specialist skills, knowledge and interest in this topic to drive change? Is diversity

clearly stated in their remit? How are they held accountable?

2 Adopt suitable policies

Having a single, ‘catch-all’ equality and diversity policy is a good starting point – but it does not

represent mainstreaming. All the organisation’s policies should be reviewed through a diversity lens

to check that they are fair, inclusive and that they recognise and promote difference. Examples

include:

‘Diversity constitutes our character, our identity and ultimately our success – it is in our DNA’

Brendon Riley, Chief Executive Officer IBM UK & Ireland
22
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 Flexible work and parental leave policies ( for all employees not just women)

 Equal pay policies

 Policies around open and transparent promotion

 Zero tolerance of bullying or harassment of any kind

 Equal access to benefits for same-sex partners

 Procurement policies that promote diversity amongst suppliers and that ensure

suppliers themselves embrace good practice

3 Ensure on-going two way communication with minority groups

Running one-off surveys for staff, members, students and other stakeholders is a useful way to start

collecting information about their needs. However a mainstreaming approach would require that

two-way communication with stakeholders, especially those from minority groups, is on-going and

built into the organisation’s structure. Examples include:

 Advisory committees, such as Transport for London’s Disability Advisory Group (see

below)

 Annual surveys

 Setting up staff/member networks for under-represented groups to act as both support

mechanisms and communication channels

Microsoft UK stopped using a supplier due to its poor policy on diversity:

‘We changed provider because they were cavalier towards the topic. They were supplying a

perfectly good service but we stopped using them.’

Dave Gartenberg, Human resources Director, Microsoft UK
23

Transport for London Independent Disability Advisory Group

In 2007 Transport for London (TfL) set up an Independent Disability Advisory Group (IDAG) to

involve disabled people in the way that it shapes and develops its strategy for making London

more accessible for all. The group is an important step forward in TfL's long-term commitment

to achieving equality for disabled people and will play a key role in ensuring it complies with the

Disability Discrimination Act 2005.

TfL has made considerable progress in making London more accessible to transport users, with a

range of schemes for people who experience transport barriers. The work of IDAG will ensure

TfL continues to make progress in this vitally important area.

IDAG is made up of nine people, appointed for the extensive expertise and knowledge they

bring to the role - as well as their direct experience of disability. None of them work for TfL or

the Greater London Authority (GLA), to ensure independence.

http://www.tfl.gov.uk/assets/downloads/corporate/IDAG-leaflet.pdf



25

4 Monitor annually

Having gathered a good deal of data and information to kick-start it’s journey into diversity, perhaps

through a full scale diversity audit, an organisation should then move into regular, periodic

monitoring to gauge progress, check performance and reassess priorities. Annual reporting on

diversity enables an organisation to evaluate the success of its policies, activities and initiatives and

inform future planning. Part of monitoring can be to benchmark the performance of the organisation

against external organisations. Kite marks and award schemes can help this process of benchmarking

as well as attracting positive attention to any good practice that the organisation has already

adopted, connecting the organisation with good practice from elsewhere and proving its

commitment to diversity. Appropriate benchmarking schemes include:

 The UKRC’s SET Fair Standard for gender equality

 Stonewall’s Equality Index and Diversity Champions Programme for LBGT

 Race For Opportunity Awards for ethnic diversity

 The EFD Disability Standard for good practice
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