
City HR
EDI Taskforce

Inspiring Journeys to Race Equality 

 
Chapter 4 and Appendices 1, 2 & 3: 

Measuring Effectiveness

© City HR Association July 2021



26 Inspiring Journeys to Race Equality

CHAPTER 4 
 

Using data to register milestones and measure progress 

 

“Collecting data, setting objectives and measuring organisation progress is the key to 
meeting both business and individual aspirations on improving diversity and inclusion for 
racial equality and all other diverse characteristics.” 

Dame Fiona Woolf CBE,  

Past Lord Mayor and Founder of the Power of Inclusion 
 

Introduction  

The purpose of this workstream was to develop metrics and milestones to measure the progress being made by organisations 

on race equality.  Early on in our research it became apparent that the size, location (ie global nature) and maturity of the 

organisation and where it is on its EDI or race equality journey would have a specific impact around the measurement of progress. 

These variables have been factored into some of our considerations later in this chapter. 
 

The approach therefore focused on the assumption that each organisation is different and may require different guidance and 

ideas at each stage of their journey.  To facilitate this the corresponding research and findings have been collated into a three-

tier approach so that organisations can consider where they are on their journey and what resources would be most helpful for 

them.   The tiers are: 

 
Red: The minimum that firms should do in terms of measurement and reporting OR a narrative with aligned 

business objectives/targets to their EDI strategy 
 

Amber: Enlightened thinking and measurement on race equality measurement 
 

Blue:  Blue Sky thinking and best practice in terms of race equality milestones, objectives, measurement and 

progress 

  

Appendix 1 sets out some suggestions across this three-tiered approach.   Organisations must consider what they want to 

achieve, why it matters to them and then use this chapter as a guide which can help them on their path to enlightened thinking 

and action. 
 

This three-tier approach may also apply to other diverse characteristics, although we are mindful that these will be guided by 

different charters and principles.  An example is gender equality where a guiding charter is the Women in Finance Charter, which 

has made considerable in-roads in helping firms to commit and deliver their programme in this area.   The implementation of 

the Government’s Gender Pay Gap Analysis has helped focus minds in this regard.  Many lessons can be learned from these 

gender equality approaches.  It is therefore timely that the Government is now also  considering introducing mandatory Ethnicity 

Pay Gap Reporting for all employers with more than 250 employees in the UK;  although (as with Gender Pay) many firms who 

fall beneath this threshold are also showing interest as they feel reporting of this information is the right thing to do. 
 

It was also apparent from the outset of the EDI Taskforce’s research that a major difficulty which firms face in reporting metrics 

was the collation of in-house ethnicity data and other research bears this out.   Many organisations have explained how difficult 

it has been to encourage employees to provide this information. 
 

However, before looking at the specifics of goals, targets, narratives, analytics, measurement, benchmarks and reporting – as well 

as latest technology surrounding this - it seems prudent to start with the fundamentals in terms of employment and data 

protection laws. 
 

The Laws Governing Data Collation, Reporting and Confidentiality on Ethnicity Reporting 

A key part of gaining the employee’s trust and confidence around disclosing personal data on ethnicity rests on the purpose, security, 

legality and application or use of the information being sought and these elements must be transparent and meaningful.  This 
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publication addressees race equality metrics within the United Kingdom and the insights provided should be viewed through this 

lens.   For firms with a global footprint, it is recognised that the laws around the collation of general diversity, equity and inclusion 

data will vary by jurisdiction and that firms will need to consult with their own legal and professional advisors in this regard.   
 

Focusing on the United Kingdom, firms should be aware of the following: 
 

Equality Act 2010  

This Act applies regardless of the size of the organisation, the sector or number of employees.  It provides a legal framework that 

protects the rights of individuals from unfair and discriminatory treatment on specific protected grounds (including race, colour, 

nationality and ethnic or national origin) and pushes forward equality of opportunity for all by protecting against discrimination 

and discriminatory practices or arrangements. 
 

The Data Protection Act 2018  

This is the UK’s implementation of the General Data Protection Regulation (GDPR).  All those responsible for using personal data 

have to follow strict rules called ‘data protection principles’. They must make sure the information is: 

n used fairly, lawfully, and transparently 

n used for specified, explicit purposes 

n used in a way that is adequate, relevant, and limited to only what is necessary 

n accurate and, where necessary, kept up to date 

n kept for no longer than is necessary 

n handled in a way that ensures appropriate security, including protection against unlawful or unauthorised processing, 

access, loss, destruction or damage. 

 

There is stronger legal protection for more sensitive information (called special category data under the legislation), such as: 

n race 

n ethnic background 

n political opinions 

n religious beliefs 

n trade union membership 

n genetics 

n biometrics (where used for identification) 

n health 

n sex life or orientation 
 

These legal provisions form the cornerstone of individual privacy requirements. 
 

For firms operating outside of the UK, there may be existing monitoring requirements in other jurisdictions (through legislative 

requirements such as those in the USA, Australia and New Zealand) and/or global reporting in the business which requires 

different categories to be included (for example Hispanic and indigenous population groups). 

 

The Purpose of Data Collection 

A research interview with a leading Chief People Analytics Officer not only reinforced the need to balance purpose with privacy 

but warns against the danger of excessive analytics in the hope of discovering scenarios or disproving a hypothesis.   Referring 

to the Data Protection Act, the data collected must be for a specific purpose and limited to what is necessary. 
 

For firms just starting their race equality journey, it may be that they have simple measures or targets which align to either their 

leadership strategy or to a public charter.   At this basic stage, the commitment to a promise, pledge or a  goal - and a narrative 

which sets out their objectives and proposed achievements - may suffice.  However, an understanding of their underlying ethnicity 

demographics will be useful in understanding the spectrum of their success.  It is also likely to be a useful base when, as we expect, 

ethnicity pay reporting becomes mandatory for larger firms.  A large number of firms use the Office for National Statistics (ONS) 

ons.gov.uk/methodology/classificationsandstandards/measuringequality/ethnicgroupnationalidentityandreligion#ethnic-group  

definitions1 around ethnicity for data collation.  Based on the 2016 Census these classifications are: 
 

https://www.ons.gov.uk/methodology/classificationsandstandards/measuringequality/ethnicgroupnationalidentityandreligion#ethnic-group
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White 

1. English/Welsh/Scottish/Northern Irish/British 

2. Irish 

3. Gypsy or Irish Traveller 

4. Any other White background, please describe 
 

Mixed/Multiple ethnic groups 

5. White and Black Caribbean 

6. White and Black African 

7. White and Asian 

8. Any other Mixed/Multiple ethnic background, please describe 
 

Asian/Asian British 

9. Indian 

10. Pakistani 

11. Bangladeshi 

12. Chinese 

13. Any other Asian background 
 

Black/ African/Caribbean/Black British 

14. African 

15. Caribbean 

16. Any other Black/African/Caribbean background 
 

Other ethnic groups 

17. Arab 

18. Any other ethnic group 

 

For the purpose of collecting data organisations may also want to include a response which is ‘prefer not to share’. 
 

Please note there are also specific recommendations for Wales, Scotland and Northern Ireland which vary slightly to the above 

(they can all be found using the above link).  
 

In the Introduction to this chapter, the difficulty relating to the collation of in-house ethnicity data was stated with many 

organisations expressing how difficult it has been to encourage employees to provide this information.    The data collection 

difficulty was corroborated in the City HR Benchmarking Survey 2020 with just 45.6% of respondents saying they were able to 

track the ethnicity of data from 57 financial services organisations. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Source: City HR Benchmarking Survey December 2020: 57 Financial Service Organisations 

Yes 
45.6%

No 
54.4%

Q: Do you track the ethnicity of your employees?

Graph: 254  Do you track the ethnicity of your employees? 
57 participants; 0 did not respond

How Firms Captured Ethnicity Data 
 

n Volutary input by employee onto 

HRIS system 

n At recruitment stage and 

maintained on the HRIS system 

n Voluntary requests for disclosure 

and periodic reminders 

n Through a personal data 

disclosure campaign 

n The aggregation of analysis using 

personas



Inspiring Journeys to Race Equality 29

A good starting point for any organisation looking to collate data and understand their progression against specified goals lies 

within the various charters and specialist reports which provide a useful framework.  Chapter 3 in this publication references the 

work of the Race at Work Charter (BITC), Change the Race Ratio (CBI) and Black Talent Progression, all of which put commitment 

to objectives at the heart of their programmes. 
 

However, many firms are re-visiting the excellent recommendations of both the Parker Review and the McGregor-Smith Review, 

both of which have been referenced in earlier chapters of this publication.  However, it is useful to place their work in the context 

of milestones and metrics. 
 

Sir John Parker’s Review in 2017 (and updated in 2020) brought attention to the small number of ethnic directors on boards of 

FTSE 100, 250 and 350 Companies and set a target of one additional ethnic board appointment per organisation by 2021 for the 

FTSE 100 and by 2024 for FTSE 250.  His report set out a Directors’ Resource Toolkit alongside a road map based on a four-point 

life cycle to assist firms to meet their goal of “Beyond One” and this approach remains a key driver for many firms today. 
 

In her 2017 Report, Baroness McGregor-Smith also sets out a Roadmap for Success to help leaders strive for improvements in 

ethnic diversity.  In terms of measuring success, she says: 
 

Measuring success  
Given the impact ethnic diversity can have on organisational success, it should be given 
the same prominence as other key performance indicators. To do this, organisations need 
to establish a baseline picture of where they stand today, set aspirational targets for what 
they expect their organisations to look like in five years’ time, and measure progress against 
those targets annually. What is more, they must be open with their staff about what they 
are trying to achieve and how they are performing.  
The McGregor Smith Report 2017 
 

For firms further along the Diversity, Equality and Inclusion path, baseline metrics and aspirational targets in terms of absolute 

numbers – alongside progress measurement - will form an integral part of analysing their employee life cycle starting with 

attraction, through pay equity, learning and progression and will inform retention, promotion and exits. They will also be focusing 

on the employee experience with frequent measurement through engagement and pulse surveys to ensure that employee 

perceptions align with their strategic priorities. 
 

Moreover, evidence gathered in the City HR Benchmarking Programme 2020 has shown that the introduction of an ethnic 

diversity strategy has been the springboard to new initiatives designed to help Black, Asian and Minority Ethnic (BAME) colleagues 

to gain access to and thrive within the organisation.   This has generated a range of specific support programmes ranging from 

allyship, sponsoring, mentoring and coaching through to listening to colleagues’ experiences, sharing cultural stories and building 

better networks and educational programmes.  Over and above these critical elements,  we have set out at Appendix 2 some 

specific initiatives that firms in the survey have introduced. 

 

Engage the Leadership to Get Started 

As with any new proposal – or a recommendation to change strategy – a good place to start is with a business plan, or at least a 

document which forms the business case to secure buy-in to a strategic plan from the leadership.  Clearly the objective is to get 

top-down support for any diversity and inclusion initiatives as the change to a more inclusive culture is set by the “tone from the 

top”. The detail contained within the plan, the programme objectives and the underlying aspirational outcomes will depend on 

the size, maturity and location (i.e. UK based or global operation) of the organisation.  Appendix 1 with the Red, Amber and Blue 

maturity index will stimulate firms with their business case and the measurement of progress across the employee life cycle.  
 

Many business leaders will have held conversations with their employees across the whole organisation.   These may be listening 

sessions with BAME colleagues, sharing of their cultural stories and experiences, the establishment of employee led advisory 

panels and networking groups, pulse surveys to test the organisation’s standing with employees on race matters and other 

devices to show that the leadership is committed to race equality and other aspects of its EDI programme. 
 



30 Inspiring Journeys to Race Equality

The leadership will have engaged with line managers to provide guidance or principles on the effective management of diverse 

teams.   Guidance will also have been sought from the CHRO or Diversity Lead on policy changes, employee engagement surveys, 

training, commitment to improvements and cultural change to take the organisation on its stated mission.   
 

It is also hoped that leaders will be acting as sponsors and coaches in facilitating the progression of BAME colleagues and also 

in providing much needed role models. 
 

Generally speaking, most Boards and ExCos need little persuasion post Black Lives Matter as to why race equality matters and 

are already committed to – if not insistent upon – an organisational plan and measurement of progress in this regard.   The need 

for organisations to have a diverse workforce which reflects the communities that they serve and the benefit of diversity of 

thought and experience has long been understood.    However, in the rare case where the CHRO or Diversity Lead needs to justify 

the proposition beyond “because it is the right thing to do” here are some quotable sources. 
 

1. UK Corporate Governance Code 2018.  Principle J specifies that “Appointments to the board should be subject to a 

formal, rigorous and transparent procedure, and an effective succession plan should be maintained for board and senior 

management. Both appointments and succession plans should be based on merit and objective criteria and, within this 

context, should promote diversity of gender, social and ethnic backgrounds, cognitive and personal strengths”2. 

www.frc.org.uk/getattachment/88bd8c45-50ea-4841-95b0-d2f4f48069a2/2018-UK-Corporate-Governance-Code-FINAL.pdf 
 

Whilst it is appreciated that many readers of this publication will not be working for FTSE 350 companies our experience 

is that often the UK Corporate Governance Code is used as a model or benchmark for UK operations and businesses. 
 

2. The Parker Review.   The original report was published in 2017 and provided baseline data and a Director’s Resource 

Toolkit and Roadmap, the latter still holds good today.  However, the report was updated in 20203 to show progress being 

made by organisations. www.gov.uk/government/publications/ethnic-diversity-of-uk-boards-the-parker-review 
 

3. The McGregor- Smith Review.  As with the Parker Review, the original report was published in 2017 and provided an 

outstanding snapshot of race inequity alongside recommended next steps in the form of a Roadmap, the latter still holds 

good today.  The report was updated in 2020 to show progress being made by organisations4. 

www.assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/594336/race-in-

workplace-mcgregor-smith-review.pdf 
 

4. The Financial Services Authority and the Prudential Regulatory Authority.  Increased focus on diversity with a firm 

eye on race equality is emanating from the regulators.  Two keynote speeches during 2021 reinforce this.  The first is from 

Nikhil Rathi, the Chief Executive of the FCA5, talking about the Women in Finance Charter and how diversity and inclusion 

principles will be a focus for the FCA and PRA on regulation and listings around all characteristics including race. 

www.fca.org.uk/news/speeches/why-diversity-and-inclusion-are-regulatory-issues (March 2021). 
 

The second keynote speech was delivered by Sheldon Mills, Executive Director, Consumers and Competition, FCA at the 

Accelerating Black Inclusion research launch on the findings of  New Financial.  He said: “Data helps to drive transparency 

and action, and we need more data on black inclusion, but it’s important that we also listen to the voices behind the 

numbers”6. www.fca.org.uk/news/speeches/why-black-inclusion-matters-us (April 2021) 
 

At the time of this publication going to press, it was highlighted in Chapter 2 that the FCA – in collaboration with the 

Bank of England and the PRA – had just launched a consultation paper7 on “Diversity and inclusion in the financial sector 

– working together to drive change” and the EDI Taskforce will be submitting a response in this regard. 

www.fca.org.uk/publication/discussion/dp21-2.pdf  
 

5. Environmental, Social and Governance (ESG) Agenda.    This is a focal topic for Boards as they strive to create a 

framework to address stakeholder interests, risks and build long term value.  This has a direct impact on HR and 

Community Investment Programmes through diversity and inclusion which leads into engagement, succession planning 

and regulation as well as Community Affairs in building sustainable businesses.  Moreover, Investors are also looking at 

firms through the ESG lens and increasingly are making investment decisions based on their approach to diversity and 

inclusion. 
 

assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/594336/race-in-workplace-mcgregor-smith-review.pdf
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6. The Investment Association (IA) is increasingly vocal about the need for employers to mainstream diversity and 

inclusion. It believes that keeping D&I at the top of the agenda will secure the sustainability and long term impact of 

firms’ interventions when planning for the future. In a recent publication co-produced with Eversheds Sutherland LLP 

the Association stated “Firms recognise, as with any business priority, that measuring and monitoring progress, both in 

terms of representation and inclusion, is crucial. This is being done in a variety of ways, including collecting data 

throughout the recruitment process and inclusion survey” 
 

Prior to this publication “Inspiring Journeys to Race Equality” going to print, the Investment Association in collaboration 

with PwC has just released a first class playbook entitled “Diversity Data Guide – Collecting and analysing data on the 

inclusion and diversity of your workforce”.  The playbook and accompanying PDF covers everything from why 

organisations should collect data to the what and how and then gives guidance on the best way to analyse this and how 

to respond to the insights to hand.  The IA and PwC have generously made this playbook available to City HR and it can 

be downloaded here.  Diversity Data Guide (theia.org) 
 

Commenting on the guide, a key lead on the programme comments:  

“Building a truly diverse and consistently inclusive industry has long been a priority 
for the IA and our members. Our most recent publication - the Diversity Data Guide, 
produced in partnership with PwC - supports organisations to drive tangible change 
by highlighting the importance of undergoing a widespread data collection exercise 
to help inform the overall diversity and inclusion strategy. This, and our Ethnicity in 
Investment Management report, are helpful resources for the industry to continue 
striving for meaningful and sustainable change within their organisations.”  
Pauline Hawkes-Bunyan, 

Director of Business: Risk, Culture, and Resilience,  The Investment Association 
 

7. The Equalities Act 2010 and the Data Protection Act (2018) which is detailed above. 

 
 

Our journey towards race equity: Cynergy Bank 

 

At Cynergy Bank we are committed to providing an equal opportunity for all employees.  The aim is for our workforce to be 

representative of all sections of society and our customers and for each employee to feel respected and be able to bring their 

whole self to the workplace. 

 

We have embraced the recommendations and targets set out in the Parker Review, as part of our aspiration that the diversity 

of our Board should reflect our employee base and the communities we serve (although not a FTSE350 firm). We have put in 

place various metrics to track our progress on a quarterly basis. We also measure employee perception of D&I through 

questions in our annual employee engagement survey. 

 

We established our D&I group in 2020 to help the Bank to become a truly diverse and inclusive employer and business. We 

are members of Inclusive Employers and had their support in setting this group up for success. The group focus on promoting 

and championing a culture where all staff feel respected, included and valued as individuals through education, activities 

and initiatives. The group are currently working on developing Safe Space sessions to provide a protected environment and 

enable brave conversations, in order to generate action-focussed, meaningful and tailored outcomes, driven by the people 

to whom they matter. 

 

Eleanor Whelan,  

HR Business Partner,  

Cynergy Bank 

 

https://insights.theia.org/story/ia-diversity-data-guide/?_ga=2.244032320.4567554.1629203051-188742335.1627482074
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Ethnicity Pay Gap Reporting 

The Government consulted on the introduction of mandatory Ethnicity Pay Gap Reporting and in June 2020 a petition was 

presented in favour of this which contained over 100,000 signatures. In their guide to ethnicity pay reporting,   PwC set out some 

guidance on how organisations could:  prepare to make their first disclosure; how to navigate the data collection element and 

improve their response rates; and how best to analyse data and gain insight if their response rate fell below the desired level.   

Access to this guide can be found here: www.pwc.co.uk/services/human-resource-services/ethnicity-pay-reporting.html 

 

The Employment Life Cycle and Impact on Race Equality Measurement 

An on-going priority for the HR and D&I Leadership will be to monitor the employment life cycle for fairness and equal 

opportunities.   The bedrock for this is ensuring that firms have the right policies and procedures in place to facilitate this process 

and to develop the right culture.  Thereafter, firms will want to monitor and measure most aspects of the life cycle starting with 

recruitment and on-boarding through to training, development, reward, promotions, succession planning, performance 

management and leavers. 
 

Overarching the employment life cycle is the need for organisational and employee communication, HRIS or data maintenance 

and stakeholder management.  The EDI Strategy – and in this case specifically looking at race equality – needs to be reported 

and transparent for any strategy to reach its full impact.    

 

Engage Employees to Evaluate Cultural Change  

Putting culture at the heart of an EDI strategy and developing a communication strategy and set of measures to monitor 

improvements in leadership initiatives, behavioural change and employee satisfaction is an enlightened approach being taken 

by some major organisations.     
 

Marsh & McLennan have been working with MindGym to survey the views of their employees on all elements of culture including 

the extent to which employees felt that they work in an inclusive culture. Here is the first chapter in their story.   

 

Our journey towards embedding an inclusive culture:  Marsh & McLennan,  a world leading insurance broker 

and risk advisor 

 

The Marsh team wanted to better understand the health of the company culture and ensure they were leading the industry 

across key metrics including performance, diversity, inclusion and ethics.  They worked with MindGym to develop a three 

phase programme to achieve this. 

 

Phase 1: Research 

Rigorous research was undertaken to uncover the current state of Marsh’s culture. This involved: 

1) Conducting a total of five interviews to develop hypotheses about Marsh’s culture to inform an online culture survey. 

2) The dispensing of a comprehensive online culture survey sent to all employees to identify strengths and 'cultural hotspots' 

– the topics that needed most attention. The key topics of the survey were Leadership, Inclusion, Ethical behaviour, 
Respect, Performance, Customer-centricity and Commercial behaviours as well as measuring the Overall 
Culture. 

 

Marsh selected inclusion as the first area of focus. 

 

The survey revealed that Marsh was heading in the right direction with some positive inclusive behaviours already being 

shown,  in particular,role-modelling by senior leadership. 

 

The survey also identified some inconsistencies and areas for improvement: 

n Employees lacked the confidence to speak up or call out exclusive behaviours they observed. 

n There were insufficient levels of psychological safety for employees to admit or acknowledge mistakes. 
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n It was felt that 'who you know' got you ahead, as opposed to fair and equitable practices. 

To gather further behavioural examples, Marsh decided to run a focus group to triangulate these findings with the Colleague 

Council Committee (representatives from across the business). 

 

Phase 2: Behavioural interventions 
With the diagnostic phase complete, a behaviour change programme was designed to start shifting and embedding inclusive 

behaviours across the business. 

 

The programme began with a kick-off event (a 60-minute Virtual Go Large) for all managers on the topic of inclusion, co-

facilitated by Marsh’s CEO and a MindGym coach. The event: 

n Revealed the high-level findings from the survey 

n Shared pre-recorded videos of employees telling personal and vulnerable stories of when they’d been included or excluded 

n Focused on the key behaviours required to enable inclusion as a manager 

 

Following this kick-off, all managers attended a two-hour deep-dive session called Leading Inclusivity. 

 

The session helped all people leaders understand their unique position as role models for inclusive behaviour, and how to 

create an environment of psychological safety, uncover subtle exclusion and effectively manage bias. In total, this session 

was run 76 times to 810 managers over a 4-month period.  Managers also received an Activation ePack to help them talk 

about inclusion with their direct reports and start shifting team norms. 

 

Phase 3: The next chapter 
This is just the first chapter in what Marsh sees as a 'cultural journey'. Looking ahead  Marsh will  build on the positive 

behavioural shifts taking place across the business – continuing to build psychological safety, helping individuals manage 

work pressures and de-biasing people decisions. 

 

And the Results to Date? 

From 2020 to 2021, positive responses across all culture segments have increased significantly, ranging from 7% to 21%. Given 

the particular focus on inclusion, Marsh has been pleased to report 16% more people agreeing that diverse opinions are 

being sought out, and that the organisation fosters an inclusive and respectful culture for everyone. 

 

Steve Woodhouse Daniel  Kaye 

HR Director, Marsh UK and Ireland Client Director,  MindGym 

 

 

The Use of Technology 

It goes without saying that technology has a significant role to play in the collation and analysis of data and the generation of 

reports for evidence-based decision-making. 
 

Earlier in this chapter, many firms reported that they collated ethnicity data through their HRIS portal.   Many have created 

dashboards which store data on new recruits, training, succession planning, reward, promotions and leavers.  This can be 

interrogated to provide a snapshot about the opportunities being offered and delivered to diverse groups of employees. 
 

Taking this a stage further, the researchers have found interesting systems in the form of an organisational race assessment tool 

and a race maturity matrix. 

 

Flair Impact operates a system8 which helps firms to build an anti-racist culture through performance tracking and data-driven 

solutions.   Developed initially for the education sector, and now translating this experience to other industries, Flair’s technology 

is designed to identify and address racial biases that may exist within an organisation’s culture. The system uses a survey and 

dashboard platform to provide internal insights on: 
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n Racial Inclusion-barriers 

n Racial Diversity 

n Racist Behaviours 

n Racial Awareness (Individual understanding of how to respond appropriately if witnessing racism at work) 
 

A sample dashboard from Flair Impact’s system showing the overview of sources reviewed, an assessment of overall performance 

and key improvement areas for a fictitious company is set out below. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

The system is also able to undertake intersectionality analysis and to benchmark results against other organisations. Following 

the analysis, each organisation is algorithmically matched with a bespoke Racial Equity Plan, based on the key problem areas 

within the results.   For full details please visit Flair Impact - Lead the way in building an anti-racist culture 

 

Investing in Ethnicity, part of the SPM Group, operates a maturity matrix9 which, according to their website and a City HR 

Member who has used the model, serves the following purpose: 
 

“The Matrix helps gives your organisation a framework and strategy based on levels of Maturity, which is aligned to the Race At Work 

Charter and many  report recommendations, including McGregor-Smith, CMI’s Delivering Diversity and CIPD’s addressing career 

progression, and will simplify the process of enabling businesses to work towards positive improvements and narrowing inequalities 

surrounding race in the workplace”.     
 

The matrix focuses on the following key areas:  

n The influence of board members and senior allies in creating change 

n BAME Employee Life Cycle: Recruitment, Progression: Creating a pipeline 

n Culture and Inclusion: Events & Training, Network Groups, Communication 

n The importance of policy, data and monitoring 

n The role of the Employee Resource Group (network) 
 

For full details, please visit www.investinginethnicity.com/matrix.html 

 

Intersectionality  

It is important that organisations and colleagues are aware of the term "Intersectionality". Intersectionality exists at the crossroads 

of an individual's identity and can lead to them experiencing multiple biases, often generating a feeling that they don't belong 

to one group or another.  
 

https://flairimpact.com
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For example; someone from an ethnic minority has to deal with racism, and a lesbian has to deal with homophobia (also known as 

lesbophobia). However, a Black Lesbian has to deal with both - often at the same time, and often from people within those 

communities. While this is probably the most recognised example, we must also be aware that intersectionality covers a wide range 

of identities including (but not limited to); LGBTQ+, Ethnic Minorities, Neurodiversity, Gender, Religion, and people with disabilities. 
 

Both the CIPD and Standard Chartered publications in Chapter 1 explain that applying an intersectional lens helps firms to keep 

in mind that each person’s experience is individual. 

 

Bringing Data, Culture and the Employee Experience Together 

In the same way that there is no one-size fits all to setting an inclusive race equality (or other diverse characteristics) framework, 

nor to the measures that apply, then it goes without saying that a single dashboard cannot be structured.  However, during the 

EDI Taskforce research, one leading bank shared their “Actionable Insight Model” which impressively captured their Employee 

Survey Questions alongside their Data Segmentation which was correlated to Internal and External Benchmarks then fully 

Analysed to produce Actionable Insight.   This is illustrated in Appendix 3. 

 

The word “culture” frequently comes up when discussing progress around diversity and inclusion. Kerry Nutley, Strategy 

Director for Human Capital Management at Oracle, shared some key points to consider when starting your race equality 

journey.  
 

There are many different pieces of data to track and multiple ways to do so, and technology of course can facilitate these. 

However before going first to ‘hard’ metrics like ethnicity ratios, pay gap analysis or talent retention data, Kerry suggests taking 

a broader view on your culture and purpose – a diverse and inclusive organisation is not just about numbers, it is about culture. 
 

She suggests three steps to taking a wider view of the whole ecosystem: 
 

1. Clarity. Consider your organisation’s purpose and values – they should point you in the direction of what you want to look 

at and what is important to your organisation. This can be translated into your D&I agenda and from there into metrics 

and outcomes.  
 

2. Growth. What areas do you need to change or retain? Aligning with your purpose and values, what do you need to change 

or retain – do you need to increase numbers of different ethnic minorities at senior level? Do you need to improve the way 

your employee networks are functioning so that everyone feels included? Do you need to introduce a culture of being able 

to speak up or are there underlying factors preventing this?  
 

3. Belonging. How inclusive is your culture? Do people feel they can be themselves? How does it feel here? Was that 

meeting/conversation/group/project diverse and inclusive? Are people connecting well internally across levels, and 

externally into your local communities?  
 

Your employee experience and inclusion indices are useful tools here – analysing the data by age, gender, ethnicity and other 

categories can give you information on action needed. 
 

Kerry Nutley,  

HCM Strategy Director,  

Oracle 

  

A Final Word 

Throughout this chapter, the researchers have mentioned key steps that organisations can take to measure, monitor and report 

their progress on their race equality journey.  Furthermore, much emphasis has been placed on the analysis of the employee life 

cycle, developing the right culture and ratifying the employee experience. 
 

To this end, Appendix 1 contains a schedule of what firms might like to consider from a measurement perspective aligned to 

the size, maturity and global nature of their business.   This is accompanied by a key which will help set minimum standards, 

identify enhanced performance standards or provide blue sky thinking in terms of outstanding practice.  This comes with the 

usual health warning of “no one size fits all and that firms should seek their own legal and professional advice where in doubt” 

but it is hoped that the schedule might help firms to navigate a path which fits their own objectives and aspirations. 
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APPENDIX 1    Schedule of Data and Metrics to Consider for Race Equality 

Red: The minimum that firms should do in terms of measurement and reporting OR a narrative with aligned 
business objectives/targets to their EDI strategy 
 
Amber: Enlightened thinking and measurement on race equality measurement 
 
Blue:  Blue Sky thinking and best practice in terms of race equality milestones, objectives, measurement and 
progress 

 
Business Case – Engaging the Leadership 
 
Business Case - Red 
 
Explore existing data sources which collate, analyse and benchmark each firm’s approach to Race Equality.   

n Build a business case or EDI plan to get buy-in from the company leadership team and start collecting data 
n Understand how to lawfully collect data and plan the process and individuals to manage this.  Set targets 
n Consider the actions in the roadmaps of the Parker and McGregor-Smith Reviews. See Chapters 3 and 4 for the key 

features and which if any should be adopted by the organisation 
n Consider if there is a Charter or a ‘Promise’ which fits the organisation’s D&I commitment and aspirations.  See Chapter 

3 for the key features and an evaluation of three Charters and one Promise 
n Encourage the leadership to sign up to a Charter or ‘Promise’ 
n Consider and convey to the business how regulators and shareholders are increasing their scrutiny on EDI issues.  

Reference the public statements by the FCA and the joint discussion paper issued by the FCA in conjunction with the 
PRA and Bank of England entitled “Diversity and Inclusion:  Working together to drive change”.  See Chapter 2.  Also 
reference the Investment Association’s suite of Diversity and Inclusion Guides to build more sustainable businesses 
through the investor’s lens 

n Finally, reinforce the benefits of a strong Environmental, Social and Governance (ESG) policy through which stakeholders 
(from prospective employees to investors) analyse the credentials of the firm.  

 
 
Legal requirements 
 
Legal Requirements to consider - Red 
 
Consider the two key relevant UK laws: 

n Equality Act 2010:  Applies regardless of the size of the organisation, the sector or number of employees.  It provides 
a legal framework that protects individuals from unfair treatment and discrimination and places obligations on 
employers and others, as well as supports the requirement to ensure equality of opportunity for all 

n The Data Protection Act 2018 is the UK’s legislation which implements the General Data Protection Regulation (GDPR).  
Everyone responsible for using personal data must follow strict rules call ‘data protection principles’ and ensure lawful 
processing is undertaken.  These are listed in Chapter 4 

Overseas Jurisdictions 
n For overseas jurisdictions seek advice as to what data, including personal data for monitoring progress and 

achievements can lawfully be requested or secured.  There may be existing monitoring requirements and legal 
obligations in countries in which a business operates (through legislative requirements such as those in the USA, 
Australia and New Zealand) and/or global reporting in the business which requires different categories to be included 
(for example Hispanic and indigenous population groups) which must be adhered to.  See Chapter 4 

The 2017 European Commission Report on Data collection in the field of ethnicity is a useful source for understanding the 
UK and global guidelines particularly: 
Legal frameworks for collecting data.  Entitled “Analysis and comparative review of equality data collection practices in the 
European Union. Data collection in the field of ethnicity”1 the highlights include: 

n Legal frameworks for collecting data on racial and ethnic origin – page 14 
n Examples of Member States that have laws obliging or promoting the collection of data relating to race and ethnic 

origin – page 15 
n Mapping existing sources of equality data on racial and ethnic origin – page 16 
n International and European Sources of Data – page 16 
n UN Recommendations on statistical data collection regarding ethnicity – page 21 
n Official sources of data collection – page 22  
n Key Issues in Data Collection on Racial and Ethnic Origin (e.g. abusive practices) – page 31.  

https://op.europa.eu/en/publication-detail/-/publication/1dcc2e44-4370-11ea-b81b-01aa75ed71a1/language-en1 
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Education/Training & Communication 
 
Education/Training & Communications - Red 
 

n Publicly acknowledge that racism exists in society and that it exists within the organisation and make a commitment 
to address this and – where possible – say how 

n Set out the EDI training provided by the organisation and understand how these interventions are communicated to 
employees  

n Communicate clear expectations of individual behaviours and take action when these behaviours fall short 
n For smaller organisations who lack the resource to solely focus on diversity and inclusion - focus on measurement 

rather than metrics 
n Identify who is responsible for different elements of EDI in the organisation and what that responsibility entails at each level: 

n Board 
n Executive Committee 
n Senior Leaders 
n HR 
n Employee Resource Groups 
n All colleagues 

n Communicate regularly, openly and transparently on how this confidential data is being sourced and applied and the 
actionable insights that will be gained to encourage responses to EDI monitoring. See Appendix 3.  Continue to 
encourage new joiners to input their information and explore/implement ways for existing employees to disclose so 
that change can be achieved. 

 
Education/Training & Communications - Amber 
 

n Commission an external party to carry out an independent diversity and inclusion report and to provide insights and 
recommendations for improvement 

n Alternatively consider using an external benchmarking system to identify where the firm is in creating race equality, 
identify the gaps and recommend changes.   Also gain insight on how the organisation is performing against external 
peers.  See Chapter 4 – The Use of Technology.  

n Develop a Race Action Network and Plan to drive cultural change.  Be mindful this may entail more than one network 
as there may be intersectional elements such as religion 

 
Education/Training & Communications – Blue  
 

n Ask high profile employees to communicate why they are declaring their ethnicity data, why is it important to them 
and the benefits to the organization.  Allies could also be asked to communicate the benefits to the individual and 
organization of doing this. 

n Communicate case studies and stories about how firms are managing race equality, alongside living and breathing it 
n Identify role models, sponsors, mentors and allies and ask them to share their stories to inspire both organizational 

progression on race equality and the career progression of ethnic minority colleagues. 
 

Data 
 
Data - Red 
 

n Set the ground rules.  Re-assure employees by publishing a privacy statement outlining how the personal data is 
protected 

n Provide a range of categories and a “prefer not to say” option is important 
n Remember that increasing numbers of individuals in the UK are also of mixed race, which means there is a complex 

make up of those in the employed population in the UK, influenced subjectively by how individuals identify themselves 
n Understand exactly what needs to be measured and why.  Build the firm’s metrics to fit this purpose using good data 

 
Ideas for data: 

n The ethnic make-up of the Board or ExCo minus 1 level down as they are generally very visible and highly engaged.  
n The ethnic make-up of the senior manager populations for the top three grades below the Board or ExCo 
n Promotion into the Senior Manager cohort: what does the ethnic make-up look like for the pipeline? 
n Look at the ethnic make-up of the rest of the organisation in the UK with a caveat that there are always gaps in data if 

people don’t want to provide it 
n Recruitment analysis by ethnicity and departures 
n Ensure the metrics selected allow interrogation to see if the work undertaken is pulling the company in the right 

direction 
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n Design and deliver an anonymous and confidential engagement survey, using ethnic categories to set the 
demographics and gaining insight to how people are feeling grouped into their ethnic category.  There are questions 
in the Financial Service Skills Commission’s publication “Measuring Inclusion” across all characteristics which might 
prove useful.  See Chapter 2 - Work by Other Entities for the link 

n Be mindful that the term which has become modern parlance “Black, Asian minority ethnic (BAME)”, has been 
rejected by some which is why this publication also uses “ethnic minority population.” See 
www.gov.uk/government/publications/the-report-of-the-commission-on-race-and-ethnic-disparities/foreword-
introduction-and-full-recommendations 

n Agree how to categorise ethnicity data.   The ONS categories are useful in this regard.  See Chapter 4 – The Purpose of 
Data Collection  

n Decide on the required level of granularity  
n Identify what messages can be used to encourage people to complete the data? Response rates need to be high to 

make the metrics meaningful 
n Remember - there will always be gaps in ethnicity data because employees will be reticent about providing their 

personal information.  They may wish to wait and see how it is to be applied and reported 
n Maintain a focus on intersectionality.  See Chapter 4 - Intersectionality 

 
What is the purpose of the data? 

n Be specific about the objective of collecting the data 
n Is this for internal or external purposes and fair, transparent and beneficial to key stakeholders such as employees, 

regulators, investors, and customers? 
n Do the data and metrics exist to meet the organisation’s commitment to employees across the employment life cycle 

and any selected charter? 
n Be clear about how the firm will collate, store and process the data 

 
Identify and challenge any issues:  e.g. are people from different ethnicity groups applying, being successful in joining the 
business but then leaving very quickly 
 
Refresh the data regularly to keep your data up to date. Employees may record their ethnicity when they join the business 
and then the categories may change 
 
What to do with the data 

n How does the firm benchmark their EDI/race inclusion policy and with whom  – by  competitor, sector, location? 
n Are third parties and head-hunters being measured and held to account? 
n Are you seeing any red flags, any micro aggressions or behavioural issues within grievances and disciplinary procedures       
n Be mindful that anything published can be used in litigation and so be clear about what falls under legal privilege. 
 

Data – Amber  
 

n Use data to educate your leadership team by reviewing people processes to understand to what extent recruitment, 
performance, conduct and reward and recognition processes favour some groups more than others   

n Seek buy-in from your Executive Committee to voluntarily publish the Ethnicity Pay Gap data even if less than 250 
employees 

n Start making statistical inferences, monitoring trends, and detecting bias through the data 
n Identify the number of Board capable candidates being developed through mentoring and sponsorship 
n Consider the number of grievances with a racial element and disciplinary cases reported to HR and action taken by ethnicity 
 

Data – Blue  
 

n Review third-party vendor agreements and set performance measures to improve equality.  Request their metrics 
against set targets / monitor suppliers ethnicity data 

n Review the talent segmentation and intersectionality of ethnicity data 
n Use data to develop targeted/focused/accelerated development programmes 
n Test effectiveness of organizational ethnicity strategy e.g. did the business improve with a more diverse leadership 

team? 
n Review talent flow analysis within the employee applicant pool, who is applying for  open roles and focus on any step 

that requires more investigation. 
n Explore whether employees from different ethnic groups are: 

n passing or failing manager training and take steps to provide more support 
n being offered promotions or new roles and declining them 
n experiencing slower promotion rates  

Ensure effective remedial strategies such as coaching, mentoring or secondments are in place  
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Policies and Procedures 
 
Policies & Procedures - Red 
 

n Ensure that the firm has an Equality, Diversity and Inclusion Policy that offers equal opportunity across every facet of 
the employee life cycle including progression which has top down support to build an inclusive culture.   Monitor how 
EDI is incorporated in all policies and procedures not just on recruitment, reward, performance, succession and progress 
but also flexible working 

n Establish support structures such as Employee Resource Groups/Networking Groups – or signpost external groups if 
the firm is too small 

n Create a psychologically safe environment where individuals can speak up about discrimination or report instances 
where individual behaviours or organizational policies are falling short 

 
Policies & Procedures – Amber  
 

n Introduce diverse shortlists to the recruitment process 
n Review recruitment and training Preferred Supplier Lists (PSLs) to ensure that these are both diverse themselves and 

reaching a diverse audience 
n Determine an ethics policy before the data is requested, collated and be clear about the appropriate  metrics to be 

used. 
 

Policies & Procedures – Blue 
 

n Structure performance-related pay based on EDI initiatives and building an inclusive culture 
 

Staff Networks/Employee Resource Groups  
 
Networks/Employee Resource Groups (ERG) - Red 
 

n ERGs provide a safe space for employees with shared identities to connect with each other.  Select the Group’s Chair 
based on leadership potential, passion for service and drive to build engagement and a sense of community.  Ensure 
that individuals are helped to  develop skills and collectively address challenges. 

 
Networks/ERG - Amber 
 

n Create a Race Advisory Panel made up of Black and Minority Ethnic colleagues to advise and steer the Network 
n Run focus groups with Black and Minority Ethnic colleagues to listen to their lived experience and utilise the output in 

developing future policies and programmes 
n Think about the training and education that can be implemented – Language, Micro-aggressions, Allies, Privilege, 

Psychological Safety etc. 
 

Networks/ERG – Blue  
 

n Carry out qualitative research on real or perceived glass ceilings and the risk of any “under promotions” 
n Conduct an ethnicity deep dive survey to fully understand organisation culture and the barriers to success and 

understanding of issues and revisit this regularly through employee surveys 
 

Events  
 
Events – Red 
 

n Use a range of events to celebrate cultural difference such as Black History Month. 
n If the budget allows, engage external speakers to bring outside perspective, experience and knowledge in order to 

inspire and educate colleagues 
 
 

*This measurement framework has been developed by the EDI Taskforce on Race Equality to assist firms in the UK develop their own 
metrics and systems.  It does not constitute legal or professional advice and firms should consult their own advisors in this regard.    
 
 
 



44 Inspiring Journeys to Race Equality

APPENDIX 2    Initiatives Embedded by Organisations to Support BAME colleagues 2020

Signed up for the 10,000 black interns scheme 
 
“Let’s talk about Race” Educational Sessions to help leaders, managers and colleagues to have supportive conversations 
around race and ethnicity 
 
Created an ethnicity action plan  
 
Subscribe to appropriate charters and support BAME network. We have done a lot of listening. 
 
Increased staffing goals for ethnic minority executives from 20% to 30%  
Committed 40% of all summer opportunities to ethnic minority youth in 2021 
Expanding our annual reporting to include ethnic pay equity analysis 
Rolling out an anti-bias, anti-racism mandatory training to all employees 
 
New black employee network created. 
 
Executive performance in relation to D&I is being measured more closely and for the first time is linked to pay. Including 
D&I objectives in the performance management goals of all people leaders. 
 
Setting up a new advisory board made up of Black, Asian and Minority Ethnic colleagues to influence and inform our 
ongoing diversity strategy and ensure we are making the right progress. 
All recruitment shortlists at executive leader grade to have a Black, Asian or Minority Ethnic candidate. 

n Held two webinar events for colleagues on the following topics: 
n ‘Cultural Conversations’, attended by over 200 colleagues, sharing the importance and benefits of talking about 

culture in the workplace and provided tips on how to have effective conversations.  
n ‘Race and Mental Health’ event, attended by over 500 colleagues, sharing the latest research into the intersection 

between race and mental health, and signposting mental health and wellbeing resources available within the Group. 
n Held a series of Virtual Focus Groups to capture the views of 150 Black heritage colleagues, and established an 

ongoing Race Advisory Board, made up of 20 Black Asian and Minority Ethnic colleagues to influence and inform 
our ongoing diversity strategy and ensure we are making the right progress. 

n Set up a Race Action Working Group to own, drive and track our Race Action Plan. 
n Also created a new dedicated senior secondment position in the Group Inclusion & Diversity team, to lead the Race 

Action Plan and accelerate pace against our plans. 
 
Celebrated Black History month by focusing on individuals (provided by CSR team) who sent out communications about 
their history and achievements; talks shared with employees; talk on reinventing yourself and career. 
 
Publication of Ethnicity Pay Gap Reporting 
 
Nurturing talented Black colleagues through specific development and sponsorship programmes for both middle 
management and senior grades to break the ceiling for senior role models, including additional secondment opportunities. 
 
Round table discussions with the CEO Office and local ExCo where our black colleagues talked openly about the issues 
facing black people both personally and professionally. From this, an action plan has been produced. 
 
Engagement of well-known speakers, writers and professors on race equity to give talks to staff via video conference. 
 
Working with recruitment providers to enhance the pipeline of candidates; looking to bring in apprentices from ethnically 
diverse backgrounds; run awareness sessions to discuss privilege and society; involved with “Voice At The Table” and 
certain industry initiatives. Happy to promote some excellent role models to encourage others internally. 
 
The D&I strategy in relation to race has been accelerated and is being heavily invested in. Currently working with an 
external consultancy to support a range of initiatives from reviewing policies, delivering training and supporting 
roundtable feedback discussions. 
 
It has helped our firm to focus on things we were doing but wanted to re-emphasise. This is an important matter in which 
the firm has invested far more time which is a positive. 
 
Signed up to the #100blackinterns initiative in the UK and similar initiatives in the company's home country. 
 
Webinars introduced to explore different cultures and create better understanding 
 
Built a more detailed road map to increase representation at all levels, project to conduct EDI data collection, community 
programmes with a focus on social progression, partnership with organisations promoting social progression for ethnic 
minorities  
 
Source: City HR Benchmarking Survey December 2020: 57 Financial Service Organisations 
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APPENDIX 3    Actionable Insight Model – Diversity and Inclusion
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Inspiring Journeys to Race Equality has been developed by the EDI Taskforce at the City HR Association Limited. It is intended to provide inspiration to 
organisations starting their journey and to be a signpost to great sources for those already on the road to race equality. This publication does not constitute 
legal or professional advice and firms should therefore seek their own professional guidance from their appointed advisors when taking action on anything 
related to this booklet. Finally, the EDI Taskforce has acted in good faith in providing insights, case studies and referencing resources available from external 
sources to City HR, but the views expressed by contributors may differ from those of their firm.




