
Implementing Metrics-Based Diversity, Equity, 

and Inclusion Programs: Recruiting, Retention, 

and Leadership Advancement

Today’s faculty features:

The audio portion of the conference may be accessed via the telephone or by using your computer's 

speakers. Please refer to the instructions emailed to registrants for additional information.  If you 

have any questions, please contact Customer Service at 1-800-926-7926 ext. 1.

WEDNESDAY, JUNE 1, 2022

1pm Eastern    |    12pm Central   |   11am Mountain    |    10am Pacific

Presenting a live 90-minute webinar with interactive Q&A

Valerie Jackson, SVP and Chief Diversity Officer, Zuora, Atlanta, GA

Lori Lorenzo, Research & Insights Director, Chief Legal Officer Program, Deloitte, Bristow, VA

Punam Singh Rogers, Partner; Co-Chair Diversity, Equity & Inclusion Practice Group,

Constangy Brooks Smith & Prophete LLP, Boston, MA



Diversity Equity & Inclusion (DEI) 
One-stop-shop for all aspects of your DEI journey



Contents

What is DEI and why is it important?   01

Benefits to both the Business and Employee  03

Why Deloitte?  07

How we can support you  04

Our DEI enablers   08

Our experience  10



01

What is DEI and why is it important? 

The Central Bank of Ireland (CBI) has published 
a range of reports that focus on DEI; ‘A Thematic 
Assessment of Diversity & Inclusion in Insurance 
Firms’, published on 29 July 2020, highlighted 
evidence of a lack of DEI in a sample of 11 
insurance firms, including some of the largest 
insurers operating in Ireland.

‘Behaviour and Culture of the Irish Retail Banks’, 
published in July 2018, revealed that the five 
banks assessed have more work to do to ensure 
their organisations are sufficiently diverse and 
inclusive. While all have commenced initiatives  
to improve DEI, findings concluded that most  
of the sampled firms are not sufficiently 
prioritising DEI. 

One such issue is how to create greater 
Diversity Equity and Inclusion (DEI) at all 
levels. Leading organisations recognise the need 
to integrate DEI as a comprehensive component 
of business strategy, woven into all aspects of 
the talent lifecycle in order to achieve success. 
Viewing DEI as a strategic priority is of critical 
importance.

Despite the increasing awareness of inclusion’s 
importance to business success and concerted 
efforts around fostering it, a number of areas 
of concern exist within the Finance Services 
industry. 

The Regulator’s perspective of key risks 
associated with a lack of DEI included:
• Groupthink
• Resistance to change and an excessive 
resistance to external challenge 

• Lack of internal challenge 
• Ineffective decision making
• Inadequate skills mix 
• Elevated behaviour and culture risks

The CBI has indicated that it is clear that much 
more needs to be done to enhance DEI, in all 
their forms, and this needs to be done with 
commitment, ambition and a sense of urgency.

Financial services leaders are grappling with unprecedented challenges brought on by the COVID-19 
outbreak—taking care of clients, employees, and intermediaries while maintaining business continuity. At 
the same time, many may still be addressing organisational challenges that arose well before the outbreak. 
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Diversity is the 
variety of people 
and ideas within 
an organisation 

Inclusion is about 
creating an environment 
in which all individuals 
feel valued and connected 

Equity is about eliminating 
systemic barriers and 
privileges, and ensuring 
all people have fair access, 
opportunity, resources, 
and power to thrive 
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Benefits to both the Business and Employee

Organisations with inclusive cultures are:

 • 2x as likely to meet or exceed financial targets

 • 3x as likely to be high performing

 • 6x as likely to be innovative and agile

 • 8x more likely to achieve better business 
outcomes

While there is growing recognition of how 
critical diversity and inclusion is to business 
performance, the importance of equity cannot 
be ignored. The challenge lies in translating the 
recognition of the value of diversity and inclusion, 
into impactful actions and equitable outcomes. 

Research has linked improvements in diversity 
and inclusion to better business performance, 
responsiveness to customer needs, and team 
collaboration. Diversity on its own will not 
necessarily deliver positive results. The key 
ingredient which transforms the theoretical 
business case for diversity into bottom line 
results is inclusion.

InclusionDiversity Better business outcomesEquity

Reference: The diversity and inclusion revolution: Eight powerful truths, Deloitte Review, issue 22.
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How we can 
support you
Through our unique offerings and range of 
solutions, Deloitte supports organisations on 
their entire DEI Journey. Our Human Capital 
Practice assists organisations in developing 
and implementing a DEI vision, strategy and 
implementation plan and our immigration, reward 
and risk practices provide additional services to 
advise and support organisations to ensure all 
aspects of DEI are taken into consideration.

Progressing from compliance-focused diversity 
to programmatic DEI involves shifting from a 
compliance mind-set to one in which DEI is valued 
enough that organisations will invest in DEI 
programmes and policies. In Human Capital we 
have a three step approach that can help:

RewardImmigration Risk

Design 

Assess

Embed 

Human Capital 1

2

3
Supported by Immigration, Reward and Risk

Our service is driven by Human Capital and supported by Deloitte experts in the 
areas of Immigration, Reward and Risk. 
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Human Capital | 1. Assess

Deloitte’s experience in leading DEI projects 
and our significant thought leadership 
makes us well positioned to complete a 
comprehensive DEI assessment of your 
organisation.  
Examples of activities include: 

 • Completing a strategic context review 
using our in-depth knowledge of 
regulatory developments in the financial 
services industry/insurance sector, 
and an understanding of the CBI’s 
expectations in relation to DEI.

 • Gaining an understanding of your 
organisations DEI landscape, identifying 
areas of strength and areas that require 
development. 

 • Completing a DEI Maturity assessment 
using Deloitte’s unique DEI methodology 
for current state assessments.

Human Capital | 2. Design

Once the DEI current assessment is complete 
Deloitte can assist your organisation in the 
development of a bespoke DEI strategy and 
roadmap linked to overall business strategy.  
Examples of activities include: 

 • Recommending governance structures 
and DEI accountability.

 • Defining a DEI roadmap with short, 
medium and long term initiatives to 
realise the strategy.

 • Defining the DEI communications strategy 
(internal and external). 

 • Identifying DEI metrics critical to 
understanding DEI in the organisation. 

 • Reviewing all DEI talent practices and 
identifying specific actions to integrate 
DEI concepts into talent acquisition, 
capability development and leadership 
development.

Human Capital | 3. Embed 

Once the strategy and roadmap are defined, 
Deloitte can work with your organisation 
to successfully implement the agreed DEI 
implementation plan.  
Examples of activities include: 

 • Working closely with your organisation to 
implement your DEI strategy.

 • Building an inclusive leadership capability 
using Deloitte’s scientifically validated inclusive 
leadership assessment the ‘Six signature traits 
of leadership’.

 • Delivering bespoke DEI Employee, Executive 
and/or Board training. 

 • Implementing the DEI communications 
plan to engage and increase employees 
understanding and commitment. 

 • Redefining HR/ Talent processes and polices 
to reflect DEI requirements.

 • Developing dashboards and tools that will 
enable leaders to access data in real-time. 
Tracking against agreed DEI targets and 
implementing reporting capabilities on ‘make-
up’ of your workforce.
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Immigration

Supporting DEI through your talent 
pipeline: 

 • Reporting functions of the 
nationality ranges in the workforce.

 • Obtaining work permissions for 
Non-EEA nationals recruited into 
Irish businesses. 

 • Revolutionising your global mobility 
programmes to attract and hire 
non-EEA talent to support your 
business Reporting on ‘make-up’ of 
employee population. 

Reward

Readiness for Gender Pay Gap (GPG) mandatory 
reporting and building your approach to 
developing DEI strategies: 

 • Aligning with client on current data available 
and systems to support.

 • Providing an automated process to calculate 
company GPG and a user friendly dash 
board to undertake additional analysis. 
Define the right objectives to close the 
identified the GPG gaps.

 • Identifying what systems and indicators 
need to be in place to measure business  
improvement and DEI Culture.

 • Defining the narrative that will accompany 
the GPG analysis. 

Risk

Our specialist Risk and Regulatory Subject Matter 
Experts are experienced in advising clients on 
the regulatory risk gaps in order to align with 
regulatory expectations with respect to culture, 
behaviour, diversity and inclusion. Our team in 
Deloitte Risk Advisory can support with:

 • Conducting a review of governance, board 
responsibilities and board effectiveness to 
identify an action plan which can inform 
reshaping the board agenda, reporting/MI and 
succession planning.

 • Conducting an organisation wide culture 
review incorporating risk culture.

 • Re-aligning overall strategy and risk 
management with DEI objectives and vision for 
the future.

 • Developing a DEI framework and KPIs which 
aligns to the risk management framework and 
risk appetite.

 • Targets and implementing reporting 
capabilities on ‘make-up’ of your workforce.
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Why Deloitte?

Our team includes experienced and knowledgeable advisers from across 
the breadth of the Deloitte organisation to help on your DEI Journey.

1 3 5

2 4 6

Our integrated DEI team brings 
extensive experience in conducting 
DEI current state assessments, 
strategy and implementation.

Extensive knowledge of talent/people, 
risk, remuneration and regulatory 
developments in the financial services 
industry and an understanding of the 
CBI’s expectations in relation to DEI.

Co-create with you; one size 
doesn’t fit all.

Leading industry expertise to provide 
an “outside-in” view, bringing your DEI 
vision and strategy to life. 

Proven DEI methodology and 
global thought leadership.

Lead from behind, transferring insight 
and skills to enable your team to 
be self-sustaining in the longer term.
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Our DEI enablers 

A F

Cognisance
Because bias is a 
leader’s Achilles’ 
heelB

C D

Courage 
Because talking 
about imperfections 
involves personal  
risk-taking

Commitment 
Because staying 
the course is 
hard

Collaboration 
Because a 
diverse-thinking 
team is greater 
than the sum of 
its parts

Curiosity 
Because different 
ideas and 
experiences  
enable growth

Cultural 
intelligence 
Because not 
everyone sees the 
world through the 
same cultural frameThe six 

signature 
traits

EThe six signature traits of an 
inclusive leader
Our research presents six attributes 
of leaders who display the ability 
to embrace individual differences, 
and potentially leverage them for 
competitive advantage. Our unique 
tool has supported the development 
of inclusive leaders within our client 
organisations. A F



09

Mandate

Level 4:  
Integrated 

Whole OrganisationHR/D&I Team Led Business LeadersLegal/HR/D&I Team

Level 3:  
Leader-Led

Level 1:  
Compliance Focused

Level 2: 
Programmatic

Transition point Movement

• Focus on compliance with 
diversity-related laws and 
regulations.

• Any additional focus 
is primarily on talent 
acquisition & establishing 
an external talent brand 
as adverse employer.

• Focus is on programmes 
& policies that support 
D&I, especially mentoring 
programs unconscious 
bias* learning initiatives, 
& Employer Resource 
Groups (ERGs)/Business 
Resource Groups (BRGs).

• This level is often 
characterised by 
grassroots initiatives, a 
calendar of events, & 
other HR-led activities.

• Focuses on invisible 
diversity, overall goals/ 
mission of D&I, and the 
need for ownership.

• Leaders step up, 
challenge the status quo 
and address barriers to 
inclusion. By role modelling 
inclusive behaviours, 
they create the condition 
that influence employee 
behaviours and  
mind-sets.

• D&I is seen as integral 
to business strategy and 
non inclusive behaviours 
are not tolerated.

• D&I is fully integrated 
into employee and other 
business processes 
such as innovation, 
customer experience 
and workplace design.

Centre of gravity 

Diversity & inclusion 
maturity model
Our tool helps 
organisations identify 
our where they are 
across four levels of 
maturity (1.Compliance, 
2.programmatic, 
3.leader-led and 
4.integrated), and what 
level they aspire to 
achieve. 

* Influences such as our 
background, experiences 
and environmental 
conditions can all 
play a part in shaping 
our choices whether 
we realise it or not. 
Unconscious bias is when 
we favour or discriminate 
against people because 
of these influences 
without even realising it. 
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Business problem
Deloitte were engaged to support an Insurance 
client in Ireland to develop their D&I strategy and 
address the concerns identified by the Central 
Bank of Ireland (CBI).
 
Deloitte solution
Deloitte worked with the client to define a vision, 
strategy and plan for realising the desired future 
state that was challenging yet achievable. After 
conducting both a strategic context review 
and current state assessment, Deloitte set out 
key priority areas on the 0-3+ year roadmap, 
identified performance metrics to track progress 
and developed dashboards and tools that 
enabled leaders to access data in real-time 
ensuring long term success of the programme.

1. Human Capital Case Study

Business problem
Deloitte were engaged to support with the hiring 
of direct provision employees with RTW checks 
over the last few months.
 
Deloitte solution
We collaborated with the mobility team and 
records department to provide training in 
areas such as: compliance with regulatory 
requirements, right to work checks, maintenance 
of accurate record keeping of work documents. 
Additionally, we provided tailored education 
pieces to recruiters to facilitate matching 
individuals in direct provision to the appropriate 
role in order to best suit both parties. Defining 
a clear strategy ahead of the launch was 
essential for the successful continuation of 
the programme. Key stakeholders need the 
assurance that the correct education pieces are 
delivered appropriately and in a timely manner 
across the business to ensure confidence in the 
hiring process.

Business problem
Gender Pay Gap (GPG) reporting legislation is 
expected to be finalised in Ireland in 2021 and will 
be mandatory for all employers with 250 or more 
employees. Deloitte were engaged with a financial 
services company to calculate their GPG to help them 
understand their data and put in place an effective 
and measurable action plan to enhance their current 
Diversity and Inclusion strategy that aligned with their 
company culture and business objectives.
 
Deloitte solution
We analysed the company’s data using our 
GPG reporting tool, providing key statistics and 
graphically displayed their gender pay and bonus 
gaps, identifying key root causes. Our key executive 
summary report included recommendations on how 
the company could take appropriate action to reduce 
their GPG and how to write the narrative around the 
data to inform and influence key stakeholders.

2. Immigration Case Study 3. Reward Case Study

Our experience
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Over our 175+ years serving clients, Deloitte’s purpose 
has been unwavering: to make an impact that matters. 
This purpose is deeply woven into the fabric of our 
organization. It guides our interactions with our people, 
our clients, and our communities—and it is integral to our 
diversity, equity, and inclusion (DEI) strategy. 

We are proud of our long-standing commitment to fostering 
a workplace where our people can connect, belong, and 
grow. Over the past three decades, Deloitte has helped 
shape corporate America’s diversity and inclusion landscape, 
starting in the 1990s, when we became one of the first 
professional services organizations to establish women’s 
advancement and diversity initiatives. 

Over the years, we deepened our understanding of 
the evolving societal issues and broadened our focus 
to further our commitment to our people and our 
communities. From our advocacy for LGBTQIA+ marriage 
equality to the launch of veteran employment initiatives 
to the expansion of our workforce well-being program, we 
have tried to anticipate, respond to, and nurture positive 
and necessary change. This past, unprecedented year—
marked by heightened social injustice and a global health 
crisis—placed the deeply entrenched racial inequities 
in our society front and center. It became clear that we 
needed to significantly shift and accelerate our strategy  
to honor our commitment.  

By exploring our data and having honest conversations 
with our people and our stakeholders, we’ve gained 
a better understanding of the work we need to do to 
further enhance the representation of our workforce 
and cultivate a more rewarding talent experience for 
all our professionals. We strive for an experience that 
is meaningful to people of all backgrounds—one that 

enables them to show up authentically, grow to their 
full potential, and live a purposeful life. The ongoing 
pandemic and fight for racial justice illuminate just how 
important this work is, not only within Deloitte, but 
across all of our communities. 

As we explore opportunities to make a greater impact, 
we reinforce our commitment to being in this for the long 
term—well past fluctuations in the news cycle. We are 
focusing on root causes, embedding diversity, equity, 
and inclusion into every aspect of the way we operate 
and inspiring inclusive prosperity within communities 
by examining and taking action on societal systems that 
perpetuate inequities. 

As we enter this new phase of our journey, it is our 
privilege to welcome our new Diversity, Equity, and 
Inclusion leader, Kavitha Prabhakar. She shares our 
perspective that, as professionals and humans, we are all 
inextricably linked. When we help remove obstacles in our 
communities that stand in the way of people achieving 
their very best, we strengthen society as a whole. We 
recognize there is critical work to do now and in the future. 
To do this work, our organization must acknowledge the 
reality of where we stand and the progress we need to 
make internally and in our communities. This inaugural 
Diversity, Equity, and Inclusion Transparency Report is an 
important step in this process. 

Our greatest strength as an organization is and will always 
be our people. Thank you for making our legacy rich and 
our future bright. We look forward to continuing this 
journey together. 

Change isn’t just coming, it’s here.
A message from Joe Ucuzoglu, chief executive officer, Deloitte US,
and Janet Foutty, executive chair of the board, Deloitte US

Joe Ucuzoglu  
Chief Executive Officer 
Deloitte US

Janet Foutty 
Executive Chair of the Board 
Deloitte US
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I am humbled and honored to take on the role of Deloitte’s 
Chief Diversity, Equity, and Inclusion Officer. During my 
22 years at Deloitte, I have watched the firm grow, and I 
am proud of how we’ve adapted to meet the needs of our 
people, our stakeholders, and our communities. It’s been 
an inspiring and hopeful evolution, and yet there is still 
more work to be done.

This report takes a critical look at our current state, 
both from a quantitative and qualitative perspective. We 
share representation data for our US workforce as well 
as additional data views including representation across 
leadership, job roles, generations, and components of 
the talent life cycle. We also set goals for what we want 
the future to be. When it comes to representation, for 
example, we are committing to the following goals for the 
Deloitte US workforce: 

 • Increase the number of Black and Hispanic/Latinx 
professionals in our US workforce by 50% by 2025; this 
is an input to our goal of increasing the overall racial and 
ethnic diversity* of our US workforce to 48% by 2025

 • Increase US workforce female representation to  
45% by 2025

 • Increase the representation of racially and ethnically 
diverse US Partners, Principals, and Managing 
Directors (PPMDs) to 25% by 2025

 • Increase the number of female US PPMDs by 25% by 2025

These are just some of our diversity, equity, and inclusion 
aspirations. Many others are shared throughout this 
report, where we explore the many dimensions of our DEI 
current state and forward-looking approach. 

Both setting and pursuing these goals requires a 
comprehensive understanding of our current state. 
Having a clear sense of what we are doing well and where 
we need to improve will better equip us to identify and 
address the needs of our people and our communities. 
The insights and findings in this report help indicate where 
we must focus to drive meaningful progress. It is our call 
to action—to act on opportunities for growth, assess 
systemic challenges at hand, and create strategies and 
solutions to overcome them.  

As a data-driven organization, we know how important 
metrics can be in charting a path forward, promoting 
transparency, and holding each other accountable. 
However, data cannot, and will not, be the only basis for 
determining our course of action. The experiences of our 
people are an equally important aspect of this report and 
the work that lies ahead. Many of our people have shared 
their stories with us—some of which are included in this 
report—and for that I thank them. Their journeys remind 
us that behind each data point, there’s a unique human 
experience. Their voices and sentiments, as well as the 
data and insights from this report, will guide us as we 
continue to grow together.

The conversations we are having about diversity, equity, and 
inclusion within and outside of Deloitte, between individuals 
and among groups, in the business community, and across 
society at large are incredibly complex. And we are having 
them with more courage and resolve than ever before. 
While we cannot be sure that all of these conversations and 
actions will have the intended impact, we will learn from 
them every step of the way. We are confident that this report 
and our continued engagement with a broad network of 
stakeholders, most importantly our own people, will help us 
change and thrive together. 

Listening. Learning. Leading.
A message from Kavitha Prabhakar, chief diversity, equity, and 
inclusion officer, Deloitte US

Kavitha Prabhakar
Chief Diversity, Equity, and Inclusion Officer 
Deloitte US

*Diverse racial and ethnic groups include Asian, American Indian/
Alaska Native, Black, Native Hawaiian/Pacific Islander, those 
who identify as multiracial, and professionals whose ethnicity is 
Hispanic/Latinx.
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We’d like to thank our 
colleagues who offered 
the statements you’ll see 
throughout this report. It is 
their authenticity—and the 
authenticity of all our 
people—that we endeavor 
to champion.

Going Beyond the Data



4     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report

MESSAGES FROM LEADERSHIP

MOVING FORWARD TOGETHER

REFLECTING ON OUR PROGRESS

A STRATEGY FOR MEANINGFUL CHANGE

ENDNOTES

Deloitte has a long history of working to shape corporate America’s inclusion 
landscape. We are proud to have made early investments in our people and our 
culture. Much has changed over the years, and much work remains to be done, 
but our commitment to learning from and continuously evolving our diversity and 
inclusion approach has remained constant. 

Behind our big “firsts” in the industry—naming the first woman chair in 2003, the 
first Hispanic CEO in 2011, and the first woman CEO in 2015 of any Big Four firm—
are numerous Deloitte initiatives and community collaborations aimed at building 
a diverse and inclusive workforce. We expanded on the foundation of our initial 
diversity initiatives to address race, ethnicity, and inclusion with an intersectional* 
perspective. From connecting professionals across interests and identities to 
educating Deloitte professionals on inclusive leadership, we have aspired to  
build community, encourage authenticity, engender allyship, and broaden access  
to opportunity. 

Underlying our DEI efforts is an intense focus on workforce well-being. Early on, we 
recognized the connection between these philosophies and have steadily enhanced 
our approach and resources for supporting the physical, mental, financial, and social 
health of our people. These efforts have proved invaluable in supporting our people 
through the continuing stress and uncertainty of the pandemic.

The evolution of our DEI journey

Reflecting on Our Progress

*Deloitte uses the term intersectionality, originally conceived by Kimberlé Crenshaw, and acknowledges that social 
identities, such as race, gender, sexuality, class, marital status, ability, and age, overlap and intersect in dynamic ways 
that shape each individual.1
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1981
Welcomed our first 
interns from an 
organization that 
helps change the way 
Black, Hispanic/Latinx, 
and Native American 
candidates gained 
access to the  
business world 

1992  
Established the Task 
Force for the Retention 
and Advancement 
of Women, chaired 
by Deloitte & Touche 
Chairman and CEO  
J. Michael Cook 

Conducted first work-
life balance survey

2006 
Scored 100% on 
the Human Rights 
Campaign’s Corporate 
Equality Index for the 
first time 

Named to Working 
Mother magazine’s list 
of “Best Companies for 
Multicultural Women” 
for the first time

1993  
Launched the Initiative 
for the Retention 
and Advancement of 
Women (WIN) 

Introduced two-day 
gender awareness 
workshops

1994  
Launched an overall 
diversity initiative to 
formalize our focus on 
race and ethnicity, and 
later other dimensions of 
diversity such as abilities, 
LGBTQIA+, veteran status, 
and nationality 

Introduced first formal 
flexible work arrangements 
and paid parental leaves

Named to Working Mother 
magazine’s list of the 
“100 Best Companies for 
Working Mothers” for the 
first time 

1995
Established our first 
business resource groups 
(BRGs)—the Association 
of Black and Hispanic 
Employees, and Gay, 
Lesbian, or Bisexual 
Employees  

2003
Named Sharon Allen 
as Deloitte’s US board 
chair and the first 
female board chair of a 
Big Four organization 

2012
Provided tax 
equalization benefits 
for domestic 
partners in same-sex 
relationships to offset 
the imputed income 
charged for medical 
and dental coverage 

2014
Became a proud 
signatory to the amicus 
brief in Obergefell v. 
Hodges, supporting 
marriage equality 

2013
Launched the 
Career Opportunity 
Redefinition & 
Exploration (CORE) 
program, which assists 
transitioning military 
members in translating 
their experiences and 
skills to the business 
world

Committed to doubling 
veteran hiring as a part 
of the White House 
Joining Forces initiative

2011 
Named Punit Renjen 
as Deloitte’s US board 
chair and the first 
minority board chair of 
a Big Four organization 

Named Joe Echevarria 
as Deloitte’s US CEO 
and the first Hispanic 
CEO of a Big Four 
organization 

2015
Named Cathy 
Engelbert as Deloitte’s 
US CEO and the first 
woman CEO of a Big 
Four organization 

Piloted inclusion 
councils as a way to 
engage professionals 
in their local offices 

Launched Empowered 
Well-Being

2016
Introduced industry-
leading family 
leave program that 
provides eligible 
professionals with 
up to 16 weeks of 
paid leave 

Joined the 
Employers for Pay 
Equity consortium 
and signed the 
White House Equal 
Pay Pledge

2018
Introduced the 
Inclusive Leadership 
Experience, a 
program on 
unconscious bias 
and inclusive 
leadership for 
PPMDs

Scored 100% 
on the Disability 
Equality Index for 
the first time

2019  
Released Mental 
Health @ Work tools 
and resources

Hosted first national 
Inclusion Summit at 
Deloitte University for 
our professionals 

Joined the Business 
Coalition for the 
Equality Act

2020 
Established the Black Action Council 
to architect and execute Deloitte’s 
long-term strategy to advance our 
Black colleagues and communities

Expanded self-identification options 
to recognize multidimensionality 
and help our people identify within 
Deloitte systems in ways that are most 
meaningful to them

Added pronoun options to our 
standard email signature template

Explore the evolution of our DEI strategy and 
accomplishments over the past several decades
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“Now is the time for us to be bold, challenge orthodoxies, inspire change, and 
strive to be at the forefront of diversity, equity, and inclusion. As your Chief DEI 
Officer, I am committed to enhancing our inclusive culture, one which supports 
our people, amplifies how we lead with our clients, and promotes change in 
society by investing in our communities.”
Kavitha Prabhakar 
Chief DEI Officer, Deloitte US

Diversity and equity—Continued focus on creating a 
meaningful talent experience for all professionals, striving for 
a diverse, representative workforce, and promoting processes 
that provide even more opportunities for all our professionals.

Inclusion and belonging—Strengthening our inclusive culture to 
empower people to be their authentic selves, feel like they belong, 
have courageous conversations respectfully, and develop genuine 
relationships.

Workforce well-being—Integrate well-being into our work at 
the organizational, team, and individual levels.

As an organization powered by our people, we continue 
to strive toward more equitable and rewarding talent 
experiences for our professionals. 

Over the years, we’ve overcome obstacles, bridged gaps, and 
aligned to new ways of thinking. As the momentous events of 
2020 continue to shape how we live and work—and the depth 
and breadth of systemic inequalities are laid bare—we are 
again evolving our strategy. 

While our mission of delivering a world-class talent 
experience remains the same, we are adding equity to  
the diversity and inclusion approach. Equity is a critical 
lens through which we will examine our existing systems, 
processes, and policies to continue to enhance opportunities 
to achieve success. With this focus, we aim to improve the 
talent experience for our professionals.

Throughout this report, you’ll see this shift in strategy 
reflected. While we’ll continue to focus on areas that have 
been—and continue to be—important to our people, such 
as well-being and inclusion, we are reorganizing our efforts 
across four priority areas to enact even greater change and 
deliver lasting impact.

External impact—Make an impact that matters in our 
communities by promoting inclusive economic prosperity, 
addressing gaps in education, and increasing access to 
employment opportunities.

Underpinning all of our priority areas is a deep awareness and 
commitment to increasing the accountability of our leaders. In a 
partnership, such as Deloitte, our leaders play a unique role in 
advancing progress at the firm. We will work to ensure that each 
of our leaders is active in building a better Deloitte across all 
priority areas.

Our plan for making an impact that matters

A Strategy for Meaningful Change

A note on our data:

• Metrics in this report are rounded to the nearest tenth (thus, some totals may not add to 100%)

• Workforce representation, leadership representation, and advancement data are from our current fiscal year (FY2021) and are as of November 2020

• Talent Survey results, recruitment, and retention data are as of FY2020
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Diversity: The characteristics with which we are born and gain through experience, both seen and 

unseen, that make us different and similar.

Equity: The outcome of diversity, inclusion, and anti-oppression wherein all people have fair access, 
opportunity, resources, and power to thrive with consideration for and elimination of 
historical and systemic barriers and privileges that cause oppression.

How Deloitte defines diversity and equity

These terms may be familiar, but these definitions are more than just context—they are a foundational 
component of how our people communicate and internalize these important topics.

Continued focus on creating a meaningful talent experience for all
professionals, striving for a diverse, representative workforce, and promoting
processes that provide even more opportunities for all of our professionals 

Diversity and Equity

Defining and measuring progress
Diversity and equity guide how we approach our workforce strategy, and they also fuel and influence how we operate as a business. 

While our strategy has evolved over the years, we have always grounded our approach in data. Being a data-driven enterprise 
means conducting a comprehensive analysis of our current state, gathering both quantitative and qualitative data, identifying our 
biggest opportunity areas, and charting a measurable path forward. With this report, we are providing greater transparency and 
insight into these findings, which we know is valued both within and outside Deloitte.
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Overall Deloitte FY2021 US workforce representation3

(Total US workforce headcount: 65,316)

Gender (%)

2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable

Hispanic/Latinx Male Female

Ethnicity (%)

43.956.16.5

Race (%)

3.6  28.5 0.1 2.4

0.2 6.6 58.6

Our approach to gender 
and ethnicity
Sex and gender: Historically, we’ve 
mirrored our gender reporting 
selections to match definitions set out by 
legal reporting requirements. However, 
we recognize that not all peoples’ gender 
identities match their sex assigned at 
birth. As we continue to expand our self-
identification options, we are actively 
looking for ways to capture gender 
as a spectrum and honor all gender 
identities. For the purposes of this 
report, we include sex identifiers (male/
female) under the category of “gender” 
when referring to Deloitte data, as that it 
is how it is currently captured in Deloitte 
systems.

Race and ethnicity: We disaggregated 
race and ethnicity to better represent 
professionals’ identities and to 
acknowledge that race and ethnicity are 
not mutually exclusive. We continue to 
broaden our understanding of race and 
ethnicity and the gaps that the current 
reporting categories create, such as 
not providing options that resonate 
with professionals who identify with 
nationalities or ethnic groups that 
originate in the Middle East or North 
Africa. We are actively looking for ways 
to build a more comprehensive picture 
of our professionals’ overlapping racial 
and ethnic identities. 

A review of our representation data for the US-based workforce, 
which is made up of more than 65,000 professionals, provides a 
starting point to identify what’s working well and where we can do 
better. We are encouraged to see consistent growth in key areas 
of representation, particularly for Black, Hispanic/Latinx, and 
multiracial professionals. While growth for female representation is 
positive, there is more work to be done.

Key observations:
Since FY2018, we’ve seen:

• 10.0% growth for Black representation (from 6.0% to 6.6%)
• 12.1% growth for Hispanic/Latinx representation (5.8% to 6.5%)
• 24.1% growth for multiracial representation (2.9% to 3.6%)
• 2.6% growth for female representation (42.8% to 43.9%)

In the past, we collected representation data by race,2 
ethnicity, and gender for legal reporting requirements. As our 
understanding of multidimensionality grew, we wanted to 
give our people the ability to identify in additional ways within 
Deloitte systems. In fall 2020, we launched a campaign that 
provided new self-identification (self-ID) options, including 
expanded choices related to race, multirace, gender identity, 
and sexual orientation. These voluntary disclosures are aimed at 
creating a space for people who want to express various aspects 
of their identity and, in the process, enable leadership to tailor 
our DEI strategy to meet the unique needs of our professionals.

Representation: Looking at our US workforce composition
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2+ races decomposition (%)*

*Breakout percentages for two or more races add up to more than 100% because 
professionals could select to identify as more than one race. 38.6% of multiracial 
professionals have not updated their records to reflect their identities and are not 
reflected in this chart.

BlackAmerican Indian/Alaska Native Asian

Native Hawaiian/Other Pacific Islander White

17.3

49.2

29.7

8.9

78.1

“From a personal perspective, and as a first-generation Chinese American woman, 
the expanded self-ID options are meaningful to me. I see this data as an enabler for 
the firm to better understand challenges various Asian populations may face in the 
workplace, in addition to allowing us to provide targeted support as events take place 
in the world, such as the overt and sometimes violent acts of racism against East 
Asians in the United States during the spread of COVID-19. It will allow us to narrow in 
on specific actions within Deloitte and to expand on the work we’ve started with the 
East Asian Diversity Initiative.” 

Alice Kwan (she/her/hers) 
Principal, Deloitte Consulting LLP 

As a result of our recent self-ID campaign, we now 
have the ability for professionals to expand upon 
racial and gender identities in more meaningful ways. 
Multiracial professionals are also now able to share 
their personal information to reflect the intersection of 
their identities. Of those who identified as two or more 
races prior to the self-ID campaign, 61.4% updated 
their race information.

We also recently expanded options for Asian 
professionals to identify with specific geographies, 
including East Asian, South Asian, and Southeast Asian. 
As our professionals continue to share additional 
aspects of their identities, we will incorporate that 
information into future reports.
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 *Partner and Principal admissions and Managing Director promotions are included in overall promotions. 
**Representation of race, ethnicity, and gender by job role does not include PPMDs.

Ethnicity (%) Gender (%)Race (%)

6.5

0.1 2.1

0.2

Client service roles

8.3

70.39.40.3

Enabling areas roles

0.2

6.6

33.6

53.7

12.1 3.9

3.7

3.8

58.7 41.3

33.3 66.7

Hispanic/Latinx Male Female2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable

Every role in the firm is critical to delivering success to our 
clients and impact to our organization and communities. 
One way we look at our workforce data is through the 
role that professionals play. For example, we group roles 
by those that primarily serve external clients (Client 
Service) and those that lead and support firm operations 
(Enabling Areas). Functions such as Accounting, Finance, 
Marketing, Office of General Counsel, Risk, and Talent fall 
within Enabling Areas. 

Upon reviewing data by job role, we observe differences 
in representation across both groups. There is a 

greater percentage of Asian professionals within Client 
Service compared with representation in the firm 
overall. Conversely, there is a lower percentage of Asian 
professionals within Enabling Areas when compared with 
overall Asian representation. The percentage of Black, 
Hispanic/Latinx, and female professionals in Enabling 
Areas exceeds overall firm representation for each of 
these cohorts. These differences affirm that we need to 
continue to sponsor professionals of these cohorts in all 
job roles and support their advancement to leadership 
roles regardless of career model.

A deeper dive into representation by job level on the 
following page reveals greater representation of Black, 
Hispanic/Latinx, multiracial, and female professionals at 
junior levels. We view this as a sign of progress as we seek 
to increase representation in our internal talent pipeline 
through organic promotion*. However, we acknowledge 
the critical role that recruitment plays in helping to 
increase overall representation. There is an opportunity to 
be more bold in our experienced hire recruiting strategy 
for these groups.

Deloitte FY2021 US workforce representation by job role**
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Deloitte FY2021 US workforce representation by level

Race (%)

55.1

52.3

Ethnicity (%)

6.5 56.1 43.9

3.6 28.5 0.1 2.4

58.60.2

Overall

8.7 50.3 49.7Junior staff/analyst

8.5 48.7 51.3Staff/consultant

7.1 54.0 46.0
Senior/senior 

consultant

4.5 40.8Senior manager

5.7 41.4Manager

3.6 28.2PPMD

By level

71.8

59.2

58.6

2.3

2.1

1.7

0.1

13.1 0.1

80.6

1.4

0.4

26.0 0.1

59.5

2.42.8

0.2

24.4 0.1

66.3

2.34.6 28.5

55.0

2.73.7 32.5 0.1

2.53.2 33.6 0.1

0.1

0.3

0.2

0.3

Gender (%)

6.6

5.1

7.6

9.2

8.3

5.4

3.8

Hispanic/Latinx Male Female2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable
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Deloitte FY2021 US workforce current PPMD and new PPMD representation

Ethnicity (%) Gender (%)

3.6 28.2

Race (%)

71.8

1.7 13.1 2.3

80.62.10.1

0.1

4.0 34.665.4FY21 class of new PPMDs

1.9

4.0 2.5

69.2

22.4

Hispanic/Latinx Male Female2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable

Total US PPMDs

Diverse representation at our leadership levels is 
not only critical to making progress against our DEI 
goals, but also allows us to bring diversity of thought 
to our clients, talent markets, and our communities. 
We also realize how important it is to have our people 
see themselves in leadership, which is why we remain 
committed to increasing the demographic diversity of 
our overall PPMD group. 

Here, we share the representation of our latest PPMD 
class in comparison to overall PPMD representation. If 
we maintain this trajectory and continue to diversify the 
pipeline of candidates who are directly admitted or hired 
to PPMD, we will make strides toward our goal of PPMD 
representation that more closely reflects the overall 
diversity of our society. 

 

Progress toward this goal relies on intensifying 
our efforts that result in the increased promotion, 
advancement, and retention of female professionals  
and professionals of racial groups whose  
representation in the latest PPMD class is lower than 
overall PPMD representation.

Representation: Examining US leadership diversity
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US Board of Directors: 

 • Role: The Board of Directors is responsible for 
oversight of executive leadership, as well as candidate 
development and succession planning for the offices of 
CEO and Chair. 

 • Data: Board representation consists of PPMDs who are 
40% female, 5% Asian, 15% Black, and 5% multiracial. 
There is an opportunity to increase the representation 
of Asian PPMDs and PPMDs of other racial cohorts,* 
all of which are below current PPMD representation. 
Furthermore, there is no representation of Hispanic/
Latinx PPMDs on the board, highlighting an opportunity 
to improve ethnic diversity.

US Executive Leadership Team: 

 • Role: The Executive Leadership Team is a cross-
functional group of PPMDs led by our CEO to drive our 
strategy and operations.

 • Data: Executive Leadership Team representation 
consists of PPMDs who are 38.7% female, 9.7% Asian, 
and 9.7% Black. There is an opportunity to increase the 
representation of Asian PPMDs and PPMDs of other 
racial cohorts, all of which are below current PPMD 
representation. Furthermore, Hispanic/Latinx PPMD 
representation (3.2%) is below overall PPMD Hispanic/
Latinx representation (3.6%), highlighting an opportunity 
to increase ethnic diversity.

US Client Service Leadership:

 • Role: Client Service Leadership consists of Lead Client 
Service Partners and the Lead Business Partners for 
our client accounts. These leaders have the primary 
responsibility for managing critical relationships with 
our trusted clients and the important work we deliver 
to them. 

 • Data: Client Service Leadership representation 
consists of PPMDs who are 22.9% female, 9.4% 
Asian, 2.5% Black, 1.5% multiracial, and 0.1% Native 
Hawaiian/Pacific Islander. There is an opportunity to 
increase representation of women and PPMDs from 
all racially and ethnically diverse groups. Furthermore, 
Hispanic/Latinx PPMD representation (2.7%) is below 
overall Hispanic/Latinx PPMD representation (3.6%), 
highlighting an opportunity to improve overall diversity.

US Local Managing Partners: 

 • Role: Local Managing Partners have geographic 
marketplace roles, are champions of local office culture, 
drive local growth agendas, and support community and 
office leadership within their geographies. 

 • Data: Local Managing Partners consist of PPMDs 
who are 26.6% female and 7.7% Black. There is 
an opportunity to increase the representation of 
women PPMDs, Asian PPMDs, and PPMDs of other 
racial cohorts, which are below current PPMD 
representation. Hispanic/Latinx PPMD representation 
(4.7%) is above the firm’s average PPMD representation.

Our formal leadership positions, for which the PPMD 
group is the pool of candidates, should also more closely 
reflect the overall gender, race, and ethnic makeup of our 
organization and society. The business world at large is 
becoming aware of the advantages of a diverse board: 
Between 2010 and 2018, the number of Fortune 500 
companies with greater than 40% board overall diversity 
nearly tripled, from 54 to 145.4 As talent, client, and supplier 
demographics shift, we must strive to instill diversity in key 
leadership positions and be willing to reshape structures 
where necessary. Not only is representation in leadership 
roles important to our staff as they seek to advance, but 
it is also critical to the development and growth of our 
PPMDs. Across the various leadership groups, we see the 
following trends: 

*Other racial cohorts include 2+ Races, American Indian/Alaska Native, and Native Hawaiian/Other Pacific Islander.
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Deloitte FY2021 US leadership representation

US Executive
Leadership Team 3.2

9.7 3.2

9.7 77.4

US Client Service
Leadership* 2.7

2.5 85.5

1.5 9.4 0.1 1.0

US Local
Managing Partners 4.7

7.7 87.7

4.6

73.4 26.6

77.1 22.9

61.3 38.7

*Client service leadership: lead client service partners (LCSPs) and lead business partners (LBPs).

Hispanic/Latinx Male Female2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable

Race (%) Ethnicity (%) Gender (%)

US Board of Directors 0.0

15.0 70.0

5.0 5.0 5.0

60.0 40.0
Male FemaleHispanic/Latinx2+ BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Pacific Islander White Unavailable

Race (%) Ethnicity (%) Gender (%)

Male FemaleHispanic/Latinx2+ BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Pacific Islander White Unavailable

“From increased creativity to stronger governance and improved problem-solving abilities, diversity equates to better business 
outcomes. We need to be thinking about and acting on inclusion in bold ways in our organizations. This starts with having a 
diverse and inclusive board, as that will lead the way for the entire company.” 

 Janet Foutty, Executive Chair of the Board, Deloitte US  
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As of November 2020, 94% of US professionals have viewed their personal information in our talent portal. 30% 
of our professionals updated their personal information, including the original and expanded self-identification 
options. Here is what our people shared:

Representation: Taking a multidimensional view of our people

A first important step in better serving our people is understanding who we are serving. Our initial efforts, and content 
in this report, are focused on race, ethnicity, and gender. With this as a starting point, we will have a strong foundation 
to build on as we work to take a more multidimensional approach in supporting professionals that identify as LGBTQIA+, 
veterans, and people with disabilities. Through self-identification, we’ve gained greater insight into representation across 
these critical dimensions, including professionals with disabilities and veterans.

Original self-ID options

Disability Veteran status

1.8% professionals with disabilities 2.7% professionals with veteran status

Expanded self-ID options*

Sexual orientation Gender

5.6% LGBTQIA+ professionals
1.0% professionals who identify as  

non-binary
0.1% professionals who identify as  

transgender

Deloitte FY2021 US workforce representation across self-identified dimensions

While we have introduced additional choices around these identities, we hope to continue to expand our 
identity selections as we learn more about the needs of our people. These optional selections are available 
to professionals year-round so professionals can update their profiles when it feels right to them. We expect 
representation in each of these categories to grow as we continue to focus on our culture of inclusion and our 
professionals feel increasingly empowered to share and self-identify. These collective numbers don’t tell the 
whole story of the multiple, overlapping, and intersecting identities of our people, but they are key indicators 
of both our progress and the work still to be done. And the more information people share with us, the greater 
ability we have in developing systems and solutions that align to their needs. 

*As of fall 2020, all professionals have the option to select LGBTQIA+, non-binary, and transgender as identities. Each of these 
percentages is out of total US respondents.

Using our capabilities to better 
understand our people

Human-centered design (HCD) is an approach 
that puts the professional and their experiences 
at the center of the problem-solving process. 
The goal is to elevate the human experience 
using principles of design. This helps us better 
discover, design, develop, and deliver impactful 
solutions that truly meet our people’s “whole-
self” needs. 

Veterans HCD Initiative: Not all veterans are 
the same, yet they often have similar needs and 
goals as they transition from the military to the 
civilian workforce. We worked with many of our 
over 1,000 veterans, as well as caregivers and 
military spouses, to create a journey map that 
helps us understand the highs and lows of this 
transition and the capabilities that are needed to 
be successful in the market. 

People with Disabilities HCD Initiative: 
Deloitte launched an HCD effort nationwide to 
better understand the experiences of people 
with disabilities, identify ways to improve 
accessibility, and create a more inclusive 
culture. Professionals with disabilities, 
advocates, and allies participated in interviews 
and workshops to begin brainstorming 
solutions with the goal of better capturing and 
meeting the needs of this community.

Both of these efforts have been essential in 
helping us understand where we’re doing well, 
but more importantly, where there’s room 
to improve. We look forward to using these 
insights to improve the talent experience for 
veterans and professionals with disabilities and 
applying our learnings to other cohorts.
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25.0 6.4

5.7 62.9
Overall 

workforce

Generation ZGeneration X MillennialBaby boomer

Deloitte FY2021 US workforce generational representation (%)

81.1

44.9

Senior manager

5.9 64.6

Manager

29.4

13.3 0.6

Senior/senior
consultant

3.1 82.9

Staff/consultant

7.3 7.8

3.8

3.2 50.7

1.1

PPMD

46.0

74.0

17.6

8.4

8.4

45.6

Junior staff/
analyst

Deloitte FY2021 US workforce generational representation by level (%)

Deloitte US generational representation

Today’s Deloitte US workforce spans four generational 
categories5 across all levels, with millennials comprising 
the majority of the Deloitte US workforce*. Millennials 
and Generation Z represent 87.4% of professionals 
at less tenured levels (senior consultants and below).
Generation X and baby boomers represent 52.7% of 
professionals in leadership positions (managers and 
above) and are represented across all levels of the 
organization.

Millennials, in particular, are looking for business 
leaders to serve as agents for positive change.6 Their 
call for greater transparency around how businesses 
put purpose into action was a key impetus for this 
report. Regardless of generation, we are agile in 
meeting the needs of our people. 

*  Baby boomer: Born 1946–1964; Generation X: Born 1965–1980; 
millennial: Born 1981–1996; Generation Z: Born 1997–2012. 
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Addressing representation is not about a single program or initiative. DEI is embedded 
in all that we do—particularly in our recruitment, development and advancement, and 
retention strategies. The evolution of our efforts across these phases are aimed at 
strengthening our inclusive culture at the project and account levels, refining processes, 
cultivating future talent, and sustaining our workforce.  

Recruitment: Building a diverse workforce 

Our recruiting efforts are focused on two pipelines: entry-level/undergraduate and 
graduate students (referenced as “campus hires” in the following chart) and experienced 
hires. Deloitte’s recruiting philosophy and associated activities anchor on our goal of 
identifying diverse talent and future leaders. To that end, we continue to invest heavily in 
innovative ways to connect with talent from a variety of backgrounds and experiences. 

Advancing DEI values and goals across our talent strategy

Key observations
In examining our recruitment data for FY2020: 

 • 42.7% of our hires were from diverse racial groups.

 • Black professionals comprised 8.8% of hiring, which is 31.3% greater than their 
representation in the firm. 

 • We hired American Indian/Alaska Native (0.3%) and multiracial (4.8%) professionals at 
levels above representation (0.2% and 3.5% respectively).

 • We hired Native Hawaiian/Other Pacific Islander professionals at the same level as 
representation, contributing to unchanged representation for this cohort.

Deloitte FY2018–FY2020 US workforce recruitment data (%) – Race

2+ Races American Indian/Alaska Native Asian

Black Native Hawaiian/Pacific Islander White
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Deloitte FY2018–FY2020 US workforce recruitment data (%)

Recruitment Representation
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In examining our recruitment data for FY2020: 

 • We hired Hispanic/Latinx (7.7%) professionals at levels 
above representation (6.4%). 

 • Hiring of female candidates increased by 7.6% since FY2018.

 • 43.8% of our hires were female, which exceeded female representation (43.5%). However, the recruitment of experienced 
hire women in particular is a key priority area.
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The following steps place an emphasis on systemic changes in line with our efforts to focus greater on equity.

“We recognize that as humans, we have unconscious 
bias—so we need to be deliberate and intentional in 
minimizing opportunities for unconscious bias across 
the entire talent life cycle, including in our recruiting 
practices. We are skilling our professionals with 
strategies and tools to mitigate any potential bias so we 
can enable objective, inclusive hiring decisions.”
Kim Renaud (she/her/hers)
National Diversity, Equity, and Inclusion Recruiting Leader, Deloitte Services LP

“We are continuously challenging our processes in order 
to achieve different outcomes—it’s the only way we can 
do better. For example, we recently expanded our list of 
HBCUs and HSIs for recruiting. What’s incredible is that 
the newly added schools were chosen by our people. 
These are schools with which our professionals already 
have strong ties. This helps us be more impactful on 
campus and provides candidates with support and 
mentorship as they make their way through the process.” 
Kelly Batts (he/him/his) 
Managing Director, Deloitte Consulting LLP

Key steps we are taking to advance DEI campus/entry-level and experienced hire recruitment:  

 • Strategic collaborations: We invest annually in approximately 30 strategic sourcing 
relationships and alliances that assist in identifying top talent. These relationships and 
alliances span both our student and experienced hire recruiting efforts and include, 
but are not limited to Ascend, National Association of Black Accountants, Catalyst, 
Association of Latino Professionals For America, Out & Equal, Historically Black Colleges 
and Universities (HBCUs), Hispanic-Serving Institutions (HSIs), Management Leadership 
for Tomorrow (MLT), The Posse Foundation, AfroTech, Grace Hopper Celebration, and 
Lesbians Who Tech. 

 • Artificial intelligence and robotics: We are piloting artificial intelligence and 
robotics solutions to help reduce possible bias in early recruitment stages (e.g., 
application screening process) and increase the diverse slate of candidates we 
consider for open positions.

 • Recruiting teams: We are diversifying and training our sourcing and recruiting teams 
to reach more diverse candidates. We aim for increased overall diversity not only in the 
candidates we recruit, but also in the composition of our sourcing and recruiting teams.

 • Nontraditional recruiting: We are committed to augmenting the overall diversity 
of our professional talent pool by hiring and upskilling candidates from nontraditional 
recruitment channels. Deloitte continues to invest in hire-to-train and train-to-hire 
programs such as Encore, military recruiting, Autism@Work, and Pathfinder. 

 • Unconscious bias training: We engage our recruiters and hiring managers in training 
sessions aimed at helping them identify and mitigate unconscious biases that may arise 
in the recruiting process.

 • Immigration support: We continue to leverage opportunities to attract, retain, and 
develop our foreign national workforce. 
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Development and advancement are important pieces 
of the talent life cycle. Advancement is a key driver of 
our overall representation, and development is how we 
prepare our professionals to advance and be successful at 
each career milestone.  

Development is about providing professionals with 
access to opportunities for meaningful experiences 
that make their desired career trajectories possible. 
Because we all have different strengths, we know that 
there isn’t a one-size-fits-all solution when it comes to 
development. We strive to cultivate an environment 
where our people can work on the areas that are most 
personally rewarding to them that position them for 
career success. 

Along with formal technical and leadership training, 
project and role-based learning is a part of our 
comprehensive approach to development. Project 
and role-based learning are key components of the 
Deloitte experience and are often factors in the 
career trajectory for many of our people. Through a 

wide variety of assignments, our professionals can 
gain valuable experience, learn from others, acquire 
industry knowledge, build skills, and establish their 
networks. These important experiences can help drive 
professionals’ performance and compensation.

Promotions and admissions can both provide insight 
into the employee experience and serve as a helpful 
metric in determining progress toward our DEI goals. 
In looking at our advancement data, we see positive 
trends in the correlation between overall representation 
percentages and advancement percentages for female, 
Asian, and Hispanic/Latinx professionals.

Key observations
In examining our advancement data:
 • The percentage of female professionals advancing 
(47.2%) was higher than current female representation 
across the firm (43.9%). This number is bolstered by the 
gains of promoting women at the more junior level, and 
we see this progress plateau at the manager level  

and above. The advancement of women at mid and 
senior levels is a key priority area. 

 • Hispanic/Latinx and Asian professionals’ advancement 
was equivalent to their current overall representation. 
However, the advancement of Asian and Hispanic/
Latinx professionals at the mid and senior levels are a 
key priority area.

 • For multirace professionals at the manager, senior 
manager, and PPMD levels, advancement occurred 
at a percentage higher than their representation 
across the firm—a sign of progress in diversifying our 
leadership pipeline.

 • However, the overall advancement percentage for 
Black professionals (4.2%) is below overall Black 
representation across the Deloitte US workforce (6.6%) 
and we see that Black representation in promotions* 
decreases as professionals advance. The advancement 
of Black professionals is a key priority area.

What development and advancement mean at Deloitte

Development:  It’s about much more than providing our people with the opportunity to grow the capability and technical skills they need to 
do their immediate jobs. It’s about providing growth opportunities and guidance on the intangibles, such as teamwork, 
personal branding, strategic communications, networking, and the many other competencies that help people build 
successful careers and evolve into leaders.  

Advancement: It’s about much more than just getting to the next level. It’s about considering all the pieces of the career puzzle, 
such as experiences, time at level, growth opportunities—both horizontal and vertical—and level of satisfaction.

* Partner and Principal admissions and Managing Director promotions are included in overall promotions.

Development and advancement: Empowering our people with opportunities to grow and prosper
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Deloitte FY2021 US workforce promotions*

By level

Overall representation

Race (%) Ethnicity (%) Gender (%)

Overall promotions**

56.16.5 43.9

3.6 28.5 0.1 2.4

0.2 6.6 58.6

6.5 52.8 47.2

2.33.6 29.6 0.1

0.2 4.2 60.0

Senior manager 4.3 60.7 39.3

2.6 27.9 2.40.1

0.2 3.9 62.9

Manager 5.8 55.6 44.4

3.1 33.0 3.00.1

3.5 57.2

Senior/senior consultant 7.5 49.6 50.4

3.7 28.4 2.40.2

0.4 4.2 60.8

Staff/consultant 7.0 48.1 51.9

4.7 30.3 0.80.1

0.1 5.9 58.1

PPMD 4.0 65.4 34.6

4.0 22.4

1.9 69.2

2.5

*This data represents promotions to next level (e.g., senior manager data represents promotions from manager to senior manager).
**Partner and Principal admissions and Managing Director promotions are included in overall promotions.

Hispanic/Latinx Male Female2+ Races BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Other Pacific Islander White Unavailable Male FemaleHispanic/LatinxTwo or more BlackAmerican Indian/Alaska Native Asian Native Hawaiian/Pacific Islander White Unavailable
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 • Deployment: We are working to establish greater 
insight and employee engagement in our staffing 
processes and to promote the benefits of diverse teams 
both within the firm and with our clients. We recognize 
that first project assignments play an important role 
in building networks and navigating our firm. To that 
end, we will redesign our onboarding interventions 
to focus on systemic changes with the experiences of 
professionals from diverse racial and ethnic groups 
in mind. We will also help professionals evaluate and 
assess their professional network strength across their 
client service projects and extracurricular activities and 
provide active support as needed. 

 • Coaching connections: Coaches serve as 
ambassadors and experienced advisers to professionals 
as they navigate their careers. In creating coaching 
assignments, we emphasize the importance of 
finding the right match, factoring in a professional’s 
performance, network, and level of engagement 
when considering potential pairings. Our leaders are 
reexamining the process of coach pairings to help 
optimize coach effectiveness and enhance the support 
that professionals receive as they grow and develop in 
the firm. 

 • Mentorship and sponsorship: Individual 
performance is a key consideration for advancement, 
but we recognize that having someone in the room 
saying your name and advocating on your behalf 

can also be important. We’re putting this philosophy 
into practice through our signature programs for 
senior managers, such as Springboard, Propel, and 
Winning New Business, all of which are primarily 
geared toward effective sponsorship for female 
professionals and professionals from diverse 
ethnic and racial groups. We have also launched 
a new multiyear collaboration agreement with the 
Wharton School of the University of Pennsylvania 
to produce original research that provides a deeper 
understanding of effective sponsorship for Black and 
Hispanic/Latinx professionals. 

 • Unconscious bias and performance management: 
Understanding the potential for the presence of 
unconscious bias in the context of performance 
management can better support the development 
of our professionals. We developed unconscious 
bias education sessions for year-end performance 
reviewers to promote awareness of the risk that 
potential biases may appear and to provide all 
professionals with meaningful, actionable feedback. 
We piloted these sessions, received positive feedback, 
and are in the process of implementing these and 
other efforts across the firm.

 • Quality of feedback: We have been promoting a 
culture of direct, real-time feedback that is actionable 
and clear to support the professional growth of  
each professional.

“At Deloitte, our professionals are 
empowered to own their careers and 
seek out opportunities most meaningful 
to them. A strong network can be key in 
gaining access to stretch assignments, 
leadership visibility, and experience needed 
for advancement. When deployment 
is driven by networks, it is incredibly 
beneficial to some, but not everyone. 

As we move toward more centralized 
processes and rely less on networks, 
we’ll realize even greater opportunity for 
growth for all our people.”
Tamala Smith (she/her/hers)
Senior Manager, Learning and Development,  
Deloitte Services LP

Key steps we are taking to narrow advancement gaps:  



23     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report23     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report 

Pay equity
Performance is a key driver in our compensation strategy. We are proud of our long-standing commitment 
to fair and equitable pay. As part of our commitment, we perform ongoing compensation reviews and 
address findings when identified. In June 2016, Deloitte signed the White House Equal Pay Pledge, and 
in spring of 2019, we signed onto Employers for Pay Equity, which calls for equitable compensation and 
accountability—both of which we have incorporated throughout our own approach.

Key steps we are taking to drive equitable pay: 
• We engage annually in extensive external benchmarking of salaries in the markets where we compete.

This enables us to better control for equity in our experienced hiring practices by providing rigor around
managing salary ranges and considering an individual’s experiences as appropriate.

• We establish salary bands to help us attain consistency and equity in our campus and entry-level hiring
practices. While these numbers may vary based on certain variables (e.g., location, type of degree), this
discipline establishes strong levels of parity from the onset for this group of thousands of professionals
each year.

• As of October 2017, we stopped asking candidates for compensation history on job applications. We also
adjusted how we engage in the dialogue around compensation with candidates.

• We use a system of checks and balances to reinforce our commitment to fair and equitable pay, with
multiple leadership reviews embedded in our annual compensation processes.

• Finally, given our size, scale, and complexities, we regularly evaluate our businesses and channels to
identify and address potential disparities that may naturally arise from the large number of people we
hire each year, our business model based on new and emerging services, hot skills, geographies, etc.
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Our people are our greatest strength, which is why 
we monitor retention closely and from a variety of 
perspectives. Retention is a complex issue. People 
choose to stay or leave for a variety of reasons, including 
professionals leaving to pursue higher education, taking 
roles in industry, and finding opportunities that better 
align with their personal needs and professional goals. 
While people moving on is a natural part of workforce 
management and is expected in the professional services 
industry, disproportionate attrition can also be a key 
indicator of where we need to focus. 

Key observations
In examining our FY2020 attrition data, we observe 
the following: 

 • Racially and Ethnically Diverse professionals: The 
attrition of racially and ethnically diverse professionals 
is above the Deloitte US average, with 103 professionals 
of diverse racial or ethnic groups leaving for every 100 
US professionals that leave the firm. 

 • White professionals: The attrition of white 
professionals is below the Deloitte US average, with 
98 white professionals leaving for every 100 US 
professionals that leave the firm. 

 • Male professionals: The attrition of male 
professionals is above the Deloitte US average, with 
107 male professionals leaving for every 100 US 
professionals that leave the firm. 

 • Female professionals: The attrition of female 
professionals is below average. For every 100 
US professionals who left the firm, 91 female 
professionals left. We are proud of the progress we 
have made in reducing the rate of female attrition. 
While we still have work to do in building overall 
representation for female professionals, particularly 
in the areas of experienced hire recruitment, we seek 
to apply lessons learned from female retention to our 
efforts for retaining all professionals.

“We recognize that retention data is the culmination of factors that span across our four priority areas. We are focused on identifying 
and addressing systemic issues that perpetuate retention challenges, while we also speak with our professionals to better understand 
the human experience behind our data points. Our people have intersectional identities and unique personas, which our data 
doesn’t yet fully illustrate. For example, we need to understand how a Black professional with a disability or a Latina LGBTQIA+ 
professional experiences the firm. I am eager to listen and learn from our people and their lived experiences.”

Amy Smith  
National Diversity and Equity Leader, Deloitte US

Deloitte FY2020 US workforce: Proportional attrition 

WhiteRacially and Ethnically Diverse FemaleMale

103 98 107 91

Deloitte US workforce:
Overall attrition = 100

107 91103 98

Retention: Understanding how to better sustain our workforce  
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A closer and more intersectional analysis of our 
retention data indicates that we are losing more 
of our professionals that identify as Black, Native 
Hawaiian/Other Pacific Islander, and Hispanic/Latinx. 
As such, we have identified the retention of these 
cohorts as a top priority. Disproportionate trends are 
important to investigate and address as we work to 
increase the racial and ethnic diversity of our overall 
representation. Addressing retention inconsistencies 
is critical to achieving our goals and maintaining an 
inclusive culture—one where people have similar 
talent experiences across all dimensions and phases of 
the talent life cycle.

Steps we are taking to increase retention:

 • Leaver profiles: We are further analyzing our 
retention data by cohorts of professionals, with a 
focus on Black and Hispanic/Latinx professionals, 
to identify why people stay and why people leave. 
Using analytics, we are working to identify profiles of 
professionals that are at risk of leaving the firm and 

are working to provide tailored interventions to better 
anticipate trends and address inconsistencies in the 
talent experience. 

 • Career trajectory interventions: We will proactively 
monitor and identify flat or downward trajectories of 
professionals from diverse racial and ethnic groups and 
evaluate whether interventions can be proposed to 
help them achieve their goals.

 • Leadership investment and accountability: 
Investment from our leaders in our people is also an 
important piece to the retention equation. We are 
looking forward to developing new mechanisms to 
ensure that our leaders are personally accountable 
for and emotionally invested in the success of our 
professionals by actively practicing sponsorship and 
allyship and advancing the careers of all of our people.

“I consider myself learning to be a better ally. I have always strived to be fair, 
just, kind, open-minded—but I’ve learned that allyship is more than that. It’s 
more proactive. It’s about challenging the status quo and being willing to discuss 
difficult topics and differing perspectives. It’s about removing barriers that can 
undermine the fairness of our meritocracy.”

Jason Downing, Partner, Deloitte LLP 



26     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report

MESSAGES FROM LEADERSHIP

MOVING FORWARD TOGETHER

REFLECTING ON OUR PROGRESS

A STRATEGY FOR MEANINGFUL CHANGE

Diversity and Equity

Inclusion and Belonging

Workforce Well-being

External Impact

ENDNOTES

What does it mean to be an 
anti-racist organization?

Promoting a culture of anti-racism 
means acknowledging and actively 
trying to eliminate any racism within 
the workplace and beyond. It includes 
critically evaluating where inequalities, 
inconsistencies, and microaggressions 
may exist and developing actionable 
and transparent strategies to create a 
more equitable work environment.

2020 brought much-needed focus on the racial inequities 
that have compounded over the past 400+ years in 
America for Black people. While we have always focused 
on providing an inclusive experience to those of all 
races, we are placing a renewed emphasis on improving 
the experiences of our Black professionals, with the 
understanding that this improves the experiences of  
all professionals. 

As an organization, we have worked hard on many 
of the observable challenges related to diversity and 
equity—such as acquisition and promotion rates. Deloitte 
recognizes that, for our organization to be anti-racist, we 
must address not only the challenges we can see, but 
also the ones that may lie below the surface. We must 
dig deep to determine the root causes, understand the 

societal dynamics at play, and address factors that risk 
perpetuating racial inequities. The work of supporting 
anti-racism in our organization will not happen overnight, 
but we are committed to this journey and are invested in 
building a better, more equitable Deloitte for our people 
and our communities. 

To further accelerate our progress, we launched the 
Black Action Council in June 2020. Co-Led by David 
Harrison (PPMD) and Kavitha Prabhakar (Chief DEI 
Officer), the Council’s mission is to architect and 
execute Deloitte’s long-term strategy to support the 
advancement of Black professionals. The Black Action 
Council is mobilizing around six priority areas: Black 
Experience, Equity & Representation, Allyship, Business 
Impact, Social Impact, and Accountability. 

At the same time, we issued a statement discussing 
our reflections to date on Deloitte’s role in addressing 
systemic racism. Our two fundamental realizations: 
First, we need to do more as an organization, and 
second, we must act intentionally and purposefully to 
do our part to dismantle systemic inequalities in society. 
Moving forward, we will better promote substantial 
and sustainable change, particularly as it relates to 
supporting the Black community.

“Our people are deeply troubled by what they’re seeing in society and
they recognize that Deloitte is not immune to these issues. The launch
of the Black Action Council is game-changing as professionals seek
immediate action to deep, systemic societal issues. While we have
executed a short-term strategy to effect more immediate change at our
firm, it’s important to remember this is a marathon, and we’re at the
front end of the race.” 
David Harrison (he/him/his) 
Partner, Black Action Council Co-Chair, 
Deloitte & Touche LLP

Racial equity  
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 • Education and understanding: We are engaging 
with premier thought leaders in the social justice space 
to help educate our leaders and professionals on 
race, racial identity, allyship, and anti-racism through 
moderated discussions. 

 • Black professional experience: We are driving 
connectivity by reinvigorating business resource groups, 
in particular the Black Employee Network (BEN), which 
engages Black professionals across the country. We are 
also conducting human-centered design (HCD) analyses 
to better understand the day-to-day experiences of our 
Black professionals.

 • Internal leadership representation: We outlined a 
commitment to increase Black representation in client 
leadership roles. By putting focus on this process and 
adding more leaders from diverse racial and ethnic 
groups, we will be able to increase representation at the 
highest levels of the firm. 

 • Business advancement: We are analyzing how we 
direct business spend and investments to prioritize, 
support, and enable more Black-owned and Black-
led businesses by leveraging the unique capabilities, 
relationships, and assets of the firm.

 • Community investment: We are taking on pro bono 
projects, volunteering in our local communities, and 
donating more than $10 million to organizations focused 
on social justice, employment, wealth equality, and equal 
educational opportunities.

 • Pro bono impact: In addition to the $4 million in pro 
bono services we delivered in response to the global 
pandemic, we have invested 9,000 pro bono hours 
across 20 projects in FY21 to continue to support 
COVID-19 response and recovery efforts, prioritizing 
communities disproportionately affected by the 
pandemic, which tend to be communities of color.7

 • Management Leadership for Tomorrow (MLT) 
Black Equity at Work: MLT has recently launched 
Black Equity at Work, a certification that promotes racial 
equity with standardized criteria, robust planning, and 
measurable benchmarks. Deloitte is part of the initial 
cohort of 50 organizations that aim to make meaningful 
change within their companies and communities by 
driving systems-level change.

In addition to the actions we have outlined earlier to achieve more equitable talent practices,  
we are doing the following to address racial inequities: 



Summary of our Diversity and Equity goals

A thorough evaluation of our data indicates that we need to continue to increase racial, ethnic, and gender diversity 
and do so in a thoughtful way. Through conversations with leadership, a review of the data presented in this report, 
extensive analyses, and demographic research available through the Institute of Education Sciences (IES),8 we have 
developed specific goals* that will help guide our organization on this journey. By aligning around these goals, our 
professionals, leaders, and stakeholders can help us achieve and exceed them. 

We commit to the following goals for the Deloitte US workforce:

• Increase the number of Black and Hispanic/Latinx professionals in our US workforce by 50% by 2025; this is
an input to our goal of increasing the overall racial and ethnic diversity of our US workforce to 48% by 2025

• Increase US workforce female representation to 45% by 2025

• Increase the representation of racially and ethnically diverse US Partners, Principals, and Managing Directors
(PPMDs) to 25% by 2025

• Increase the number of female US PPMDs by 25% by 2025

* Goals are not quotas. The policy of each Deloitte US firm is to seek and employ people with skill and integrity and to provide them with the means to develop
professionally, without regard to race, color, religion, creed, citizenship, national origin, age, sex, gender, pregnancy, gender identity or expression, sexual orientation,
marital status, disability (including neurodiversity), genetic information, veteran status, or any other legally protected basis, in accordance with applicable federal, state,
or local law.
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Fostering a culture where everyone belongs and can 
thrive requires a commitment not only to diversity and 
equity, but also to inclusion.

Inclusion is an inherent part of our purpose, our approach 
to serving clients and to our continuous efforts to 
build the culture we want. We’ve embedded inclusion 
throughout every milestone of the career journey at 
Deloitte, so that from the moment our people walk in 
the door through each development opportunity, they 
deepen their knowledge and understanding of our 
inclusive culture and their role in advancing it. 

Insights from our talent survey 

Each year, we conduct a talent survey to gather direct 
feedback on the Deloitte talent experience. We ask 
professionals to which degree they agree with a number 
of statements across our inclusion priority areas. For the 
FY2020 talent survey, 62% of US professionals responded. 
We have added three questions on allyship to this 
year’s talent survey, and we look forward to using this 
data to further develop our understanding of the talent 
experience for our professionals.

We consider any question rated 80% or above to be 
favorable. We are proud that many inclusion-related 
responses exceed that benchmark and, in fact, are 

many of the highest rated categories. However, there 
is still more effort required to help our professionals 
across all races, ethnicities, genders, and sexual 
orientations feel fully included. 

Strengthening our inclusive culture to empower people to be their 
authentic selves, feel like they belong, have courageous conversations 
respectfully, and develop genuine relationships

Inclusion and Belonging

What makes us different makes us stronger

How Deloitte defines inclusion

The actions taken to understand, embrace, 
and leverage the unique strengths and facets 
of identity for all individuals so that all feel 
welcomed, valued, and supported.

In practice, this means leading by example. 
From our research, Deloitte has identified 
the six signature traits that characterize an 
inclusive mindset and inclusive behavior: 
Commitment, Courage, Cognizance, Curiosity, 
Cultural intelligence, and Collaboration. 
Through guiding resources and live sessions, 
we educate our professionals on how to put 
the Six Cs into practice on a day-to-day basis 
and harness their power to strengthen our 
inclusive culture where each person is treated 
with respect and fairness.  
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FY2020 talent survey results - race and ethnicity

Our data indicates that regardless of race or ethnicity, our professionals feel proud to be an employee of Deloitte and say they are treated with respect at work. However, there is some response 
variation by race for other questions. In comparison to their peers, Black professionals are less likely to feel like they can be authentic at work (eight-percentage-point difference).

Overall2+ Races BlackAsian White

I am proud to be an employee of Deloitte (%) I am treated with respect at work (%) I am able to bring my authentic self to work (%) The people I work with are there for me (%)

Hispanic/Latinx

 89

 89

 92

 91

 92

 90

 89

 89

 88

 90

 91

 89

 78

 82

 74

 82

 84

 82

 83

 83

 80

 83

 86

 84

100

I am proud to be an employee of Deloitte (%) I am treated with respect at work (%) I am able to bring my authentic self to work (%) The people I work with are there for me (%)

 92

 90

 81

 90

 89

 91

 78

 89

 82

 82

 76

 82

 85

 85

 84

 84

Male Female Non-binary Overall

Data disclaimer: To maintain the confidentiality of talent survey results, responses are not associated with an individual or their talent information. Demographic data is collected during the survey process and is used to produce these 
insights. The number of respondents who identify with some of these dimensions (e.g., non-binary, LGBTQIA+) is small therefore, one person’s experience, positive or negative, will have a greater impact on overall results. Five-percentage-point 
difference or greater is considered a material difference.

FY2020 talent survey results - gender 

From a gender perspective, there is no material difference between survey results for male and female professionals, although there are material variations for non-binary professionals. Non-binary 
professionals are less likely to be proud to be an employee of Deloitte (nine-percentage-point difference). Additionally, they are less likely to feel respected and bring their authentic selves to work (11- 
and six-percentage-point differences, respectively). 
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From a women’s movement to a gender movement

Our DEI journey began more than two decades ago to retain women in our workforce and increase women’s 
representation at leadership levels. Today, our commitment to gender equity is stronger than ever. We 
continue to focus on advancing women to leadership positions through development opportunities, exposure 
to senior leaders, and equitable processes. And we’re tackling obstacles that many workers face, but impact 
women disproportionately, such as caregiving.

We are also expanding our approach to gender equity to encompass non-binary and transgender 
professionals. We added pronoun options to our standard email signature template to normalize the practice 
for everyone. Our executive leadership team participated in a session on transgender-inclusive practices and 
behaviors hosted by the Human Rights Campaign. And we refreshed playbooks for individuals who are 
transitioning—and for the leaders and professionals working with them—which include guidance on coming 
out, logistical considerations, support resources, and privacy and confidentiality policies. 
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I am proud to be an employee of Deloitte (%) I am treated with respect at work (%) I am able to bring my authentic self to work (%) The people I work with are there for me (%)

 88

 90

 87

 89

 76

 82

 80

 84

LGBTQIA+ Overall

Data disclaimer: To maintain the confidentiality of talent survey results, responses are not associated with an individual or their talent information. Demographic data is collected during the survey process and is used to produce these 
insights. The number of respondents who identify with some of these dimensions (e.g., non-binary, LGBTQIA+) is small therefore, one person’s experience, positive or negative, will have a greater impact on overall results. Five-percentage-point 
difference or greater is considered a material difference. 

100

“As someone who identifies as LGBTQIA+, safety and acceptance can be a challenge. Deloitte is a ‘safe place’ for 
me. Our policies and initiatives mean that our LGBTQIA+ colleagues can feel safe to be out at work. Knowing 
that Deloitte signed the UN Standards of Conduct for Business (which tackles discrimination against LGBTQIA+ 
people) acknowledges the fact that LGBTQIA+ folks are marginalized, and that they need equity and protection.” 
Sophia David (she/her/hers),
Assistant Manager, Deloitte Consulting India Private Limited

FY2020 talent survey results - LGBTQIA+

Survey results show that LGBTQIA+ professionals’ feelings on authenticity and support differ from those of their peers. LGBTQIA+ professionals are less likely to feel comfortable being authentic at work (by 
six-percentage-points).
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Inclusive leadership: Nearly all our firm leadership (96%) 
has completed or enrolled in our Inclusive Leadership 
Experience, an immersive development opportunity for 
PPMDs that explores how they can personally advance our 
inclusive culture. Inclusion is also a part of our performance 
management program for leadership. Our leaders are 
annually evaluated on their leadership contributions, with 
inclusion being a central component. Because we value 
accountability, we also provide professionals with an 
opportunity to provide feedback specifically on inclusive 
behaviors through new questions added to our annual 
survey used to collect upward feedback. 

Continuing education: In addition, we provide our people 
with a variety of opportunities to enhance their inclusive 
leadership skills through trainings and self-guided learnings 
focused on topics such as authenticity, unconscious 
bias, collaboration, courage, and more. As part of our 
commitment to mitigate racial injustice, we will provide anti-
racism education on a firmwide basis across all levels. 

Through these and additional efforts, we aim to develop a 
culture where active allyship is not just optional, but is an 
expectation. With increased accountability and educational 
opportunities, we will work toward this goal by equipping 
our workforce to take action in support of their fellow 
professionals.

“Taking your organization’s pulse isn’t solely 
an exercise of gathering data through 
management systems and outreach to 
develop a ‘snapshot’ of the current state. 
It also involves assessing your culture, 
which often surfaces as the summation 
of seemingly small actions that reinforce 
traditions, values, beliefs, and accepted 
standards of behavior.” 

Lara Abrash, CEO of Deloitte’s Audit and 
Assurance Business

Leadership and education: Putting the power of inclusion in the hands of our people, starting at the top

Our goals for talent experience:

• Address inconsistencies in the talent
experience so that Black, Hispanic/
Latinx, non-binary, and LGBTQIA+
professionals feel they can be their
authentic selves in the workplace
at a rate consistent with the overall
workforce population

• Develop an understanding of
fundamental anti-racism concepts
and cultivate allyship by providing
anti-racism education across
all levels

“I am acutely aware of the privilege in my 
life and background. As someone who tries 
to be a strong ally every day, it’s imperative 
that I set the tone for authenticity and 
emotional safety. While I’m still continually 
learning, I offer allyship to my teams by 
being open and intentionally reaching out to 
check on personal well-being. In our current 
environment, it’s okay to not be okay, and 
I want to both model that and offer my 
humility, ear, and advocacy.” 

Rob Walker (he/him/his), 
Senior Manager, Deloitte Consulting LLP

Strengthening our inclusive culture

We continue to transform and strengthen our culture of inclusion by empowering our people with actionable guidance on how 
they can personalize, identify, model, and advance inclusive behaviors. Our efforts start, but don’t end, at the top.
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Community-building: Creating spaces for our 
people to share their authentic selves

One of the primary goals of our inclusion strategy is to provide 
a variety of ways for our people to meaningfully connect, share 
their unique experiences, and find their place at Deloitte. 

• Inclusion councils: Our inclusion councils are a popular
way for people from different businesses, functions,
backgrounds, identities, and experiences to engage in
events related to inclusion, well-being, development, and
community impact. Events are created around common
passions and interests and they take many forms—
courageous conversations, participation in local Pride
celebrations, mental health awareness, anti-racism book
clubs, and tutoring in schools. Although in-person events
are on hold, our inclusion councils have continued to
provide meaningful ways for our people to connect and
learn from one another through interactive virtual events.

• Business resource groups (BRGs): Inclusion councils
work hand in hand with local business resource group
(BRG) chapters, which include formal chapters like the
Black Employee Network, GLOBE & Allies (LGBTQIA+),
Asian BRG, Hispanic Employee Network (HNET), Armed
Forces BRG, Ability First, Deloitte Parents Network,
Women’s Network (WIN), International BRG, and additional
informal chapters. We plan to work more closely with
our BRGs to help us better understand the experiences
of our professionals. We’re also working to enhance the
connection between BRGs and inclusion councils so that
our people feel empowered to collaborate and connect,
share their stories, and practice allyship.

Inclusion councils reach far and wide 

 60+  Inclusion councils accessible to
 100%  of our people through 
 700+ events engaging 

40K Deloitte professionals

“For the past four years, I have 
been part of the Hispanic Employee 
Network BRG (HNET) Chicago chapter 
leadership team. My involvement has 
helped me grow as a leader. Most 
importantly, I’ve built an incredible 
network of colleagues and mentors, 
which wouldn’t have been easy without 
this BRG.”

Monica Narvaez (she/her/hers)
Senior Consultant, Deloitte Tax LLP

Intentional connection: Cultivating new 
opportunities for our people to thrive 
With our inclusion councils and business resource groups 
serving as a strong foundation, we have expanded the 
ways in which our people can build relationships and 
relate to each other across businesses, identities, and 
geographies. 

• Inclusion mobile app: Our new Inclusion mobile app,
launched in October 2020, provides professionals with
a one-stop source for discovering events, joining virtual
communities, exploring resources, and connecting
with colleagues. It has proven invaluable during this
time of remote work, enabling us to introduce new
virtual communities that help our people connect
wherever they are. These communities are reflective
of our business resource groups and include a new
community for caregivers.

• Inclusion Summit: In fall 2019, we hosted our
first-ever Inclusion Summit at Deloitte University for
our professionals. This much-anticipated gathering
brought together 800+ Deloitte professionals and
leaders to engage in courageous conversations, learn
from one another, and connect with colleagues for
a transformative event at Deloitte University. The
feedback was overwhelmingly positive, and it continues
to inspire our everyday inclusion efforts. Once it’s safe
to resume in-person gatherings, we plan to host the
summit annually.

“We learned about inclusion, networked with each other, and shared our life experiences. The support from the firm and 
our leaders during the Inclusion Summit was so affirming and empowering—it really felt like if we each took just one lesson 
from the weekend back to our home offices, we would be able to change the world almost instantly.”

Sergio Rodriguez (he/him/his) 
Manager, Deloitte Tax LLP



35     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report35     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report

Summary of our Inclusion and Belonging goals 

The results of our talent survey, along with the feedback we continue to gather from BRGs, inclusion 
councils, and our firmwide empowerment programs tell us we are making good progress toward building a 
culture where everyone belongs and can thrive. But we know there is more work to do and new challenges 
to address—such as fostering connection in a virtual work environment—to help our professionals across 
all races, ethnicities, genders, generations, and sexual orientations feel fully included. 

We commit to the following goals for the Deloitte US workforce:

• Address inconsistencies in the talent experience so that Black, Hispanic/Latinx, non-binary, and
LGBTQIA+ professionals feel they can be their authentic selves in the workplace at a rate consistent with
the overall workforce population

• Develop an understanding of fundamental anti-racism concepts, and cultivate allyship by providing
anti-racism education across all levels
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Prioritizing well-being and cultivating an environment in 
which all people can thrive has been a key part of our 
talent strategy for years. We have long believed that the 
well-being of our people is the well-being of Deloitte. Our 
holistic approach gives professionals the support and 
flexibility to make daily choices that enable them to be 
energized, confident, and aware. It recognizes that well-
being extends beyond physical health to include mental, 
financial, and social elements. And it helps our people 
personalize their experiences in the ways that matter 
most to them in body, mind, and purpose.  

Everyone at Deloitte plays an important role in creating 
a culture of well-being by modeling positive behaviors, 
embedding well-being norms into the design of work, 
sharing stories and resources, and supporting their 
colleagues and teams to do the same. Because we believe 
that well-being and inclusion are interdependent, we 
strive to cultivate a culture where people feel comfortable 
sharing their unique needs and authentic selves. 

Integrating well-being into our work at the organizational,  
team, and individual levels

Workforce Well-being

“Creating a culture that prioritizes 
well-being and supports people in 
bringing their whole selves to work 
every day starts by understanding 
that humanity and the traits 
that make us uniquely human—
empathy, compassion, creativity—
are vital in the workplace and the 
future of work.”
Jen Fisher, Chief Well-being Officer, Deloitte US

Making well-being accessible to our professionals
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Our goal for workforce well-being:

Expand and evolve our mental health programs and resources that help address the needs of our various populations.

We offer training to help identify, understand, and 
respond to signs of mental health conditions, and we 
encourage those who are impacted to seek the help they 
need. We will expand tailored mental health programs 
and resources that help address the issues different 
populations face.

 • Healing Circles: Supportive communities and open 
dialogue are key to processing racial trauma. Our new 
Healing Circles program, piloted for Black professionals, 
provides an intimate space for critical discussions 
surrounding mental health and well-being related to 
racial injustice. They are designed to provide participants 
with opportunities to share their experiences, raise 
concerns and ideas, exchange stories, or just simply 
listen. Building on the pilot program, additional Healing 
Circles cohorts will start this year. 
 

5,000+ employees 
participated in well-being 
training in FY2020

1,800+ employees have 
participated in mental 
health-related programs 
(Mental Health First Aid 
training and Intro to Mental 
Health) in FY2020

“As someone who struggled with anxiety and depression, I am grateful to work for an organization that 
is striving to reduce the stigma around mental health. The first time I shared my mental health journey as 
part of a panel, leaders and professionals in the audience openly shared their experiences as well. Having 
this opportunity for professionals to collectively open up made me realize the serious impact that Deloitte 
was making in the mental health space.”    
Bryan Nesbitt (he/him/his)
Manager, Deloitte Services LP

Supporting the well-being of our people

Mental health: Focusing on our people’s 
internal worlds and unique needs

At a time when nearly two in three US adults (67%) say 
the current amount of uncertainty causes them stress—
and three in five (60%) find the number of issues our 
country currently faces overwhelming9—we are proud 
to support our people with an expansive set of mental 
health resources to help them manage the impact on their 
minds and bodies. Some of the well-being programs and 
resources that empower our people include:

 • Mental Health @ Work: Mental Health @ Work 
provides our people with the information, tools, and 
resources to support their mental and emotional well-
being needs. It extends beyond awareness to literacy, 
helping to normalize conversations around mental 
health, and reinforcing a culture where mental and 
physical health are seen as interconnected. 
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40,000+
Vitals energy-level 
updates in FY2020

700+
Well-being Wizards in  
more than 60 offices 

695
requests for well-being 

conversations with coaches  
through the Vitals  

dashboard in FY2020 

Aspirational well-being: Empowering our people to personalize 
well-being and reach their goals  

Well-being can take many different forms in our 
organization. And we support our people in finding 
the right mix of practices to achieve their personal and 
professional goals. We also encourage our people to 
showcase and share the various methods they use to 
advance their well-being through programs such as:

 • Well-being Wizards Champion Network: 
Well-being Wizards are a network of champions 
who want to share their passions for well-being 
with their colleagues and teams. We know that 
well-being is not a one-size-fits-all endeavor, so we 
empower our Wizards to define and share their 
personal approaches to well-being. Our Wizards 
help drive culture change where it matters most: 
through the day-to-day interactions at the team 
level where they engage people in well-being 
activities, share resources, and advocate for well-
being in our organization.

 • Vitals digital dashboard: Vitals is a digital 
tool, developed by Deloitte, that aggregates a 
professional’s time, schedule, and other employee 
data with self-reported energy levels to drive 
meaningful well-being conversations. By providing 
leaders with valuable real-time insights about the well-
being of their teams, Vitals helps identify and support 
professionals who are at risk of burnout with support 
and resources. 
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Summary of our Workforce Well-being goal 

We are proud of our investment in our people’s physical, emotional, and financial well-being. As such, we are 
focused on expanding and tailoring our efforts to address the unique needs of our workforce not only at this 
time of uncertainty and unrest, but into the new normal that will inevitably result. We will continue to listen, 
encourage individualized well-being pursuits, and foster the sharing of perspectives to help our people thrive 
in mind, body, and purpose.

We commit to the following goal for the Deloitte US workforce:

• Expand and evolve our mental health programs and resources that help address the needs of our
various populations
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Collaborating to make an impact that matters
Throughout this report, we discussed our responsibility 
to positively impact the communities in which we live and 
work. Our aim is to support a prosperous future for our 
communities, one where the economic system is more 
equitable, sustainable, and inclusive. As a company and as 
individuals, we are active in the community, collaborating with 
our clients and working closely with organizations to support 
this collective commitment of inclusive prosperity. In this 
section, we share select goals and initiatives related to our 
diversity, equity, and inclusion community work, which are 
a subset of our broader corporate citizenship and external 
engagement strategy. 

Business impact: Creating long-term, 
sustainable change in underrepresented 
business communities

As we work to address disparities in the communities 
we serve, Deloitte is increasingly focused on leveraging 
our internal capabilities to catalyze the growth of diverse 
businesses. In 2019, our US firm spent more than $700 
million (19% of addressable spend) on diverse suppliers.* 
Our long-term strategy includes further diversifying and 

increasing our spend, investments, teaming, and access to 
Deloitte assets and offerings with diverse businesses. Our 
goal is to increase the amount of addressable spend on 
diverse suppliers to $1B by 2025.

 • Supplier diversity: To start, our immediate focus is on 
identifying opportunities to increase our current level of 
spend with Black-owned and Black-led businesses, which 
is currently less than 1% of Deloitte’s addressable spend. 
While continuing to team with our current suppliers, 
Deloitte has also started to identify and build new 
relationships to increase our spend with Black-owned 
and Black-led businesses to at least $200M by 2025. We 
also recognize there are additional opportunities to help 
enable and sustain growth for these businesses and are 
prioritizing several actions, including: 

 – Supplier diversity education: Offering supplier 
diversity education through the creation of educational 
and growth accelerator programs targeted to Black-
owned suppliers, with curriculum focused on enabling 
their success (e.g., funding, procurement, strategy).

 – Partner consortium: Exploring consortium 
partnerships with external organizations to  
jointly support and invest resources in  
Black-owned businesses. 

 – Marketing and awareness: Executing a marketing  
and awareness campaign to increase internal 
awareness of Black-owned businesses to better 
diversify Deloitte’s spend. 

Additionally, we are exploring ways to team with Black-owned 
and Black-led banks. Discussions with a select group of 
banks are underway with opportunities in areas such as 
lending, deposits, partner capital financing, and community 
educational programs.

While our focus to increase the diversity of our spend 
and investments will begin with the Black business 
community, we are committed to pursuing similar 
initiatives with organizations that are led or owned by other 
underrepresented communities. 

Making an impact that matters in our communities by promoting inclusive economic prosperity, 
addressing gaps in education, and increasing access to employment opportunities

External Impact

Our goals for external impact:

•  Increase the amount of addressable spend on diverse suppliers to $1B by 2025

•  Increase our spend with Black-owned and Black-led businesses to at least $200M by 2025

*  A diverse supplier is a business that is at least 51% owned and 
operated by an individual or group that is part of a traditionally 
underrepresented or underserved group. Common classifications 
are small-business enterprises (SBEs), minority-owned enterprises 
(MBEs), and woman-owned enterprises (WBEs).
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Our goals for external impact:

•  Collaborate with clients and industry leaders to drive workforce initiatives

•  Drive institutional and systemic change through policy initiatives

Coalitions and collaborations: Working 
together to advance a shared vision  
of prosperity

Creating sustainable change and driving social and 
economic prosperity requires coordination across 
many levels of government and business. For Deloitte, 
this means working with clients and industry leaders 
to drive workforce initiatives and creating multiple 
opportunities to engage, support, and invest in diverse 
talent. We do this through training, credentialing, and 
providing education opportunities focused on the skills 
needed for success in the workplace of the future. One 
of our signature programs for creating new paths for 
employment includes OneTen.

 • OneTen is a corporate-led coalition effort started by 
Ken Frazier, CEO of Merck. It aims to advance economic 
and racial justice by accelerating and supporting efforts 
to hire one million Black Americans into jobs that 
provide pathways to opportunity over the next decade. 
As a founding member of OneTen, Deloitte will support 
internal and external efforts to achieve lasting impact  
for Black talent, share knowledge and best practices, 
and help to generate research, case studies, and 
thought leadership to influence wider adoption of 
employment and business practices that support 
economic and racial justice. 

Public policy: Driving decisions at the  
highest levels

Deloitte participates in policy discussions on some 
of today’s most important societal and economic 
challenges, seeking outcomes that support our business, 
our people, our communities, and the public interest. 
Through engagement with a diverse set of policymakers 
and the broader policy community, Deloitte contributes 
its expertise to drive solutions that promote growth, 
innovation, and opportunity. The firm’s policy priorities 
include issues that impact diversity, equity, and inclusion, 
and we look for opportunities to advance our DEI goals 
and drive institutional and systemic change through a 
variety of policy initiatives. 

 • Amicus brief in support of LGBTQIA+ workers: 
Deloitte was proud to have stood up and supported 
LGBTQIA+ workers when the landmark Supreme Court 
decision was made in June 2020, which stated that 
Title VII protects gay and transgender individuals from 
workplace discrimination. The previous year, Deloitte 
signed an amicus brief along with 200+ organizations in 
support of LGBTQIA+ workers in these cases. The brief, 
led by the Human Rights Campaign (HRC), Lambda 
Legal, Out & Equal, Out Leadership, and Freedom for 
All Americans, had “more corporate signers than any 
previous business brief in an LGBTQ nondiscrimination 
case,” according to HRC.10 Deloitte is also proud to be 
a member of the Business Coalition for the Equality Act.
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ENDNOTES“In 2014, when my military service ended, I was lost, without a clear sense of 
mission. Then, I was invited to attend the CORE Leadership Program, which 
helped me recognize and center on my personal mission and values. Now, 
as a facilitator and coach, I am immensely grateful and humbled to support 
the transformational process veterans and transitioning service members go 
through during the CORE Program.” 

Andrea Tice (she/her/hers)
Audit and Assurance Growth Manager, Deloitte & Touche LLP

Our goal for external impact:

Reach 10 million individuals through education and workforce initiatives through WorldClass by 2030.

Career Opportunity Redefinition and Exploration (CORE) Leadership Program 
Created in 2013, the CORE Leadership Program aims to help transitioning veterans and service 
members leverage their leadership experience and strengths to find a civilian career that aligns 
with their passions. 

Working with Black-led nonprofits to help create pathways to opportunity
Deloitte professionals are working with Braven to support the Braven Accelerator as leadership 
coaches, providing promising college students with professional development skills and 
mentorship to succeed. The connections made through the initiative not only help first-
generation college students navigate their college experiences, but also prepare them to move 
into their postgraduate careers with the support of Deloitte professionals. 

Corporate citizenship: Inspiring our people to 
make an impact that matters

At Deloitte, we believe in an inclusive and diverse 
workforce to support a more productive, equitable, 
and prosperous society. By bringing together our 
network of people, clients, and nonprofits, we leverage 
the power of Deloitte and our communities to address 
opportunity gaps and achieve lasting social impact. As 
part of our global network’s WorldClass ambition to 
impact 50 million futures, the US firm is committed to 
help 10 million individuals develop job skills, improve 
educational outcomes, and access work opportunities in 
the changing economy by 2030. 

We work to help change lives and build stronger systems 
in the following ways:

 • Supporting nonprofits: We work with nonprofit and 
community organizations at the national and local 
level to help increase their impact in the education and 
workforce development sectors. 

 • Our pro bono engagements: Totaling 935,000 hours 
over the past 12 years, we have deployed full-time teams 
that leverage our service capabilities to help address 
organizations’ most pressing issues. 

 • Our volunteer efforts: Deloitte professionals have 
volunteered more than 350,000 hours annually, 
leveraging their skills, experience, and time to help 
nonprofits in a variety of ways, from virtually mentoring 
high school students to serving on nonprofit boards.
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Summary of our External Impact goals

As we build on our track record of making an impact that matters, we will continue to collaborate with our 
people, clients, and community organizations to support the collective commitment of inclusive prosperity.  
We are setting bigger and broader goals for our existing workforce, education, and policy initiatives. And we 
are expanding our efforts to diversify our supplier network and support banks and businesses that are led  
or owned by underrepresented communities.

We commit to the following goals for the Deloitte US workforce:

• Increase the amount of addressable spend on diverse suppliers to $1B by 2025

• Increase our spend with Black-owned and Black-led businesses to at least $200M by 2025

• Collaborate with clients and industry leaders to drive workforce initiatives

• Drive institutional and systemic change through policy initiatives

• Reach 10 million individuals through education and workforce initiatives through WorldClass by 2030
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Moving Forward Together
As we begin this new year, a year that is certain to 
bring more change, Deloitte remains steadfast in our 
commitment of fulfilling our organization’s purpose and 
creating a lasting impact that matters for our people, 
our clients, and our community.

This report is an important first step on our path forward. 
We pledge to act on its insights, use the data to inform 
our decisions, be transparent about our goals, progress 
toward them, and hold ourselves accountable to our 
values. Specifically, we commit to the following goals for 
the Deloitte US workforce:

Priority area Goal

Diversity and Equity • Increase the number of Black and Hispanic/Latinx professionals in our US workforce by 50% 
by 2025; this is an input to our goal of increasing the overall racial and ethnic diversity of our 
US workforce to 48% by 2025

• Increase US workforce female representation to 45% by 2025

• Increase the representation of racially and ethnically diverse US Partners, Principals, and 
Managing Directors (PPMDs) to 25% by 2025

• Increase the number of female US PPMDs by 25% by 2025

Inclusion and Belonging • Address inconsistencies in the talent experience so that Black, Hispanic/Latinx, non-binary, 
and LGBTQIA+ professionals feel they can be their authentic selves in the workplace at a rate 
consistent with the overall workforce population 

• Develop an understanding of fundamental anti-racism concepts, and cultivate allyship by 
providing anti-racism education across all levels

Workforce Well-being • Expand and evolve our mental health programs and resources that help address the needs of 
our various populations

External Impact • Increase the amount of addressable spend on diverse suppliers to $1B by 2025

• Increase our spend with Black-owned and Black-led businesses to at least $200M by 2025

• Collaborate with clients and industry leaders to drive workforce initiatives 

• Drive institutional and systemic change through policy initiatives

• Reach 10 million individuals through education and workforce initiatives through WorldClass 
by 2030  

“We cannot be the business we 
aspire to be unless we set a new bar 
for diversity, equity, and inclusion. 
That means recognizing that 
progress doesn’t happen through 
happenstance or simply through good 
values. It takes intentionality—by each 
of one of us, every day.” 

Dan Helfrich
CEO of Deloitte’s Consulting Business 
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Join us on the journey
For our clients, suppliers, and stakeholders reading 
this report, we encourage you to ask us questions, share 
insights, and discuss new ideas. We’ll be better positioned 
to advance these important goals at both an organizational 
and a societal level if we work together.

For those of you considering joining our Deloitte team 
now or in the future, we welcome your exploration of our 
culture and our commitment to DEI. Ask yourself—and 
us—if Deloitte is a place where you can connect, belong, 
and grow.

And for our people, we urge you to hold us to increased 
transparency and meaningful change. Know that these 
goals are not exhaustive of the work ahead. Continue to 
engage and challenge us on how we lead this movement 
and deliver on the talent experience you deserve.  

Most importantly, continue to bring your full and 
authentic selves to work—and encourage your 
colleagues to do the same.

Every one of our steps—and even our missteps—has taught 
us valuable lessons about the value of diversity, equity, and 
inclusion to Deloitte. It is at the very core of our purpose as 
an organization and our success as a business. Broadening 
our array of perspectives, experiences, and capabilities will 
make us more innovative, better able to serve clients, and 
more responsive to our communities.

Meaningful change will take effort and dedication from 
us all. It will not happen overnight, but we are committed 
to both immediate and long-term action toward a more 
diverse, equitable, and inclusive workplace for everyone 
at Deloitte.



46     2021 Diversity, Equity, and Inclusion (DEI) Transparency Report

MESSAGES FROM LEADERSHIP

MOVING FORWARD TOGETHER

REFLECTING ON OUR PROGRESS

A STRATEGY FOR MEANINGFUL CHANGE

ENDNOTES

1.  W. Sean Kelly, PhD, and Christie Smith, PhD, “What if the road to inclusion 
were really an intersection?” Deloitte Insights, December 12, 2014.

2.  US Equal Employment Opportunity Employment Commission, “Appendix I 
Glossary / Definitions,” accessed November 2020.

3.  Rachel Marks and Nicholas Jones, “Collecting and Tabulating Ethnicity and 
Race Responses in the 2020 Census,” presented in a US Census Bureau 
webinar, February 19, 2020.

4.  Deloitte, Missing pieces report: The 2018 board diversity census of women and 
minorities on Fortune 500 boards, 2018. 

5.  Michael Dimock, “Defining generations: Where Millennials end and 
Generation Z begins,” Pew Research Center, January 17, 2019. 

6.  Deloitte, Millennial Survey 2016.

7.  Centers for Disease Control and Prevention, “Health equity considerations 
and racial and ethnic minority groups,” July 24, 2020.

8.  Tabitha M. Bailey and William J. Hussar, Projections of Education Statistics to 
2028, Forty-seventh Edition, National Center for Education Statistics at the 
Institute of Education Sciences, US Department of Education, May 2020.

9.  American Psychological Association, “Stress in America™ 2020: A National 
Mental Health Crisis,” press release, October 2020.

10.  Sarah McBride, “More than 200 Major Businesses File Landmark Amicus 
Brief in Support of LGBTQ Workers,” Human Rights Campaign, July 2, 2019.

Endnotes



This publication contains general information only and Deloitte is not, by means of this publication, rendering accounting, business, financial, investment, legal, tax, or other professional 
advice or services. This publication is not a substitute for such professional advice or services, nor should it be used as a basis for any decision or action that may affect your business. Before 
making any decision or taking any action that may affect your business, you should consult a qualified professional adviser. Deloitte shall not be responsible for any loss sustained by any 
person who relies on this publication.

About Deloitte
Deloitte refers to one or more of Deloitte Touche Tohmatsu Limited, a UK private company limited by guarantee (“DTTL”), its network of member firms, and their related entities. DTTL and 
each of its member firms are legally separate and independent entities. DTTL (also referred to as “Deloitte Global”) does not provide services to clients. In the United States, Deloitte refers 
to one or more of the US member firms of DTTL, their related entities that operate using the “Deloitte” name in the United States, and their respective affiliates. Certain services may not be 
available to attest clients under the rules and regulations of public accounting. Please see www.deloitte.com/about to learn more about our global network of member firms.

Copyright © 2021 Deloitte Development LLC. All rights reserved.



The six signature traits 
of inclusive leadership
Thriving in a diverse new world



Deloitte’s Human Capital professionals leverage research, analytics, and industry insights to help design and 
execute the HR, talent, leadership, organization, and change programs that enable business performance 
through people performance. Visit the Human Capital area of www.deloitte.com to learn more.



Bernadette Dillon is a client director in Human Capital consulting at Deloitte, where she special-
izes in diversity and inclusion. A chartered accountant by background, she has worked with a range 
of organizations, both locally and internationally, with respect to diversity and inclusion strategy 
development, inclusive leadership assessment and development, analytics and diagnostics, and 
inclusive culture change. Dillon has co-authored a number of publications relating to diversity and 
inclusion, and is currently based in the United Kingdom. 

Juliet Bourke is a partner in Human Capital consulting at Deloitte, where she leads the Australian 
Diversity and Inclusion practice and co-leads the Australian Leadership practice. She has over 20 
years’ experience in human capital and is an internationally recognized author and speaker on 
diversity and inclusion, cultural change, and leadership. Bourke has authored many publications on 
diversity and inclusion, most recently publishing Which two heads are better than one? How diverse 
teams create breakthrough ideas and make robust decisions, which examines decision making, diver-
sity of thinking, biases, and behaviors.

About the authors



Contents

Introduction: A new leadership capability | 1

A diverse new world: Markets, customers, ideas, and talent | 4

The six signature traits of an inclusive leader | 7

What can organizations do? | 19

Appendix: Research methodology | 21

Endnotes | 23

Contacts | 25

Acknowledgements | 26

The six signature traits of inclusive leadership

iv



Introduction: A new 
leadership capability

WHAT will it take to be a great leader in 
the future? In five years, ten years, even 

fifteen years? 
Say those numbers slightly differ-

ently—2020, 2025, or 2030—and your imagi-
nation takes you somewhere else entirely. To 
the realm of science fiction in which books 
and films paint vivid pictures of a future that 
looks vastly different from that which we know 
today. There is the devastated world and its 
dystopian societies, the artificial world with 
synthetic humans, and myriads of other worlds 
scattered throughout foreign galaxies. 

In these books and films, there’s always a 
quest, and there’s always a hero. Smart and 
strong, they carry the weight of the world on 
their shoulders. They have a sidekick, if lucky, 
but rarely are the leader and the sidekick 
equals, and they almost never operate as a 
team. The decisions these leaders make—the 
actions they take—culminate in the restoration 
of humanity. 

What’s curious is that this iconic image of 
the heroic leader remains constant despite the 
vastly changed environment. It seems we can 
easily imagine different future contexts, but 
when it comes to thinking about leadership 
differently, we are on a repeating loop. It makes 
for great entertainment, but it is not the stuff 
of reality. Yes, the context will change—it is 
changing already—and this will demand adap-
tation by those playing a leading role. 

So what is this different context? In a vola-
tile and complex world, predicting the future 
with precision is a risky business. We can be 
sure, however, about four global mega-trends 
that are reshaping the environment and influ-
encing business priorities:1

First, diversity of markets: Demand is shift-
ing to emerging markets. With their growing 
middle class, these new markets represent the 
single biggest growth opportunity in the port-
folio of many companies around the world.

Second, diversity of customers: Customer 
demographics and attitudes are changing. 
Empowered through technology and with 
greater choice, an increasingly diverse cus-
tomer base expects better personalization of 
products and services. 

Third, diversity of ideas: Digital technol-
ogy, hyper-connectivity, and deregulation are 
disrupting business value chains and the nature 
of consumption and competition. Few would 
argue against the need for rapid innovation. 

Fourth, diversity of talent: Shifts in age 
profiles, education, and migration flows, along 
with expectations of equality of opportu-
nity and work/life balance, are all impacting 
employee populations. 

Diversity of markets, customers, ideas, 
and talent: These simultaneous shifts are the 
new context. For leaders who have perfected 
their craft in a more homogenous environ-
ment, rapid adjustment is in order. Of course, 
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Figure 1. The six signature traits of an inclusive leader
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the core aspects of leadership, such as setting 
direction and influencing others, are timeless, 
but we see a new capability that is vital to the 
way leadership is executed. We call this inclu-
sive leadership, and our research has identified 
six traits that characterize an inclusive mind-
set and inclusive behavior. 

This report is intended to help leaders think 
about how traditional notions of leadership 
must change.2 We are not suggesting a whole-
sale replacement of previous leadership theory. 
Elements of inclusive leadership are echoed 
in transformational, servant, and authentic 
leadership, for example, and these concepts are 
carried forward. However, we have amplified 
and built on these known attributes to define 
a powerful new capability uniquely adapted 
to a diverse environment. Understanding 
and being adept at inclusive leadership will 
help leaders thrive in their increasingly 
diverse environment.

This report is structured in three parts. 
First, we briefly describe the four shifts 

elevating the importance of inclusive leader-
ship—the “Why care?” aspect of the discus-
sion. In the second part, we have identified the 
six signature traits of an inclusive leader (figure 
1). In doing so, we have mined our experi-
ences with more than 1,000 global leaders, 
deep-diving into the views of 15 leaders and 
subject matter experts, and surveying over 
1,500 employees on their perceptions of inclu-
sion. We have also built on existing thought 
leadership and applied research and drawn 
on work with our inclusive leadership assess-
ment tool—on which our six-part framework 
is based—which has proved both reliable and 
valid in pilot testing.3 Sensing that inclusive 
leadership is a new capability, we have been 
examining this space since 2011, rather than 
relying solely on pre-existing leadership assess-
ments and databases, with their historic biases. 
We conclude with some suggested strategies to 
help organizations cultivate inclusive capabili-
ties across their leadership population.
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A diverse new world: Markets, 
customers, ideas, and talent

FOUR global mega-trends are creating a 
business context that is far less homoge-

nous and much more diverse than has histori-
cally been the case. These interrelated shifts are 
influencing business priorities, and reshaping 
the capabilities required of leaders to succeed 
in the future. 

Diversity of markets 
The growth in emerging market econo-

mies may have slowed—and big challenges 
abound—but the long-term potential 
remains significant.4

By 2025, the world’s middle-class popula-
tion is expected to reach 3.2 billion, up from 
1.8 billion in 2009, with the majority of this 
growth coming from Asia, Africa, and Latin 
America.5 As income levels rise, so does con-
sumer demand. This growing population now 
represents the single biggest growth oppor-
tunity in the portfolio of many companies 
around the world.6

Reaching these consumers profitably, how-
ever, is anything but straightforward.7 Markets 
are characterized by significant cultural, politi-
cal, and economic differences. Tension exists 
between local adaptation and international 
scale. Home-grown players can provide stiff 
competition and strong local talent is scarce. 
Indeed, in a 2015 survey of 362 executives, just 
10 percent believed that they have the full suite 
of capabilities needed to win offshore.8

So what does this mean for those with 
global ambitions? While there is no single 
formula for success, research shows that having 
people with a more global mindset and capa-
bility is critical.9 John Lewis, Jr., global chief 
diversity officer of The Coca-Cola Company, 
agrees: “Right now, our fastest-growing 
markets around the world are sub-Saharan 
Africa, India, and China. How we win in these 
markets is as much a matter of how we embed 
ourselves in these cultures [as any other fac-
tor]. The question I put to our business leaders 
is: Even if we get all the tactics and logistics 
right, can we win if we don’t get the people part 
right?”10

Diversity of customers
Customers have always been able to vote 

with their feet. Today, this power is even 
greater. Empowered through their digital 
devices and with more choice, customers 
expect greater personalization and a voice in 
shaping the products and services they con-
sume.11 Facing millions of individual expecta-
tions and experiences across an increasingly 
diverse customer base, the challenge for com-
panies is to deliver individualized insights and 
a personal touch with the efficiencies of scale.

To remain competitive in this environment, 
organizations have realized, customer cen-
tricity is paramount. Customer promises are 
being written into vision statements, operating 
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models are being redesigned to ensure that 
customers are at the heart of the business, and 
the role of the “chief customer officer” has been 
created and elevated to the executive team. 

But more than just changing systems and 
structures, organizations are increasingly 
focusing on cultivating more customer-centric 
mindsets and capabilities. The new buzzwords 
of “empathy” and “connectedness”—concepts 
that underpin popular methods such as design 
thinking—are taking hold as organizations 
strive to better understand customers’ worlds 
and future needs. And while development 
programs of the past may have focused on 
traditional customer-facing roles, a leader-led 
approach is increasingly being adopted. 

Telstra has embarked on a journey to orient 
the entire organization around the customer, 
including the way leaders are developed. 
“Leaders are central to the connected strategy,” 
says Rob Brown, director of customer advo-
cacy.12 “They are the linchpin that sets the pace 
and culture of our organization. If leaders don’t 
understand how we need to think differently, 
if they don’t get that we need to connect with 
customers’ needs to understand what they 
want and how best to simplify things for them, 
then it’s hard, if not impossible, for the teams 
to get it.” 

Diversity of ideas
Organizations must “innovate or die,” extols 

Bill Gates.13 A bold statement, but we need not 
look far to see its validity. Seemingly over-
night, digital disruption has reshaped whole 
industries and iconic brands and brought forth 
new players.

For most leaders, it’s an imperative that’s 
well understood. In a 2014 survey of 1,500 
executives, three-quarters said that innovation 
was among their company’s top three priori-
ties.14 Despite this, 83 percent perceived their 
companies’ innovation capabilities to be aver-
age (70 percent) or weak (13 percent).15

So what sets apart breakthrough innova-
tors from the rest? The survey found that, 

compared with others, “breakthrough” inno-
vators “cast a wide net for ideas.”16 In the 
race for new ideas, diversity of thinking is 
gaining prominence as a strategy to protect 
against groupthink and generate breakthrough 
insights. However, while many agree intellectu-
ally that collective intelligence enhances group 
performance, few understand how to consis-
tently achieve it with any degree of specificity.17

In this context, a leader’s understanding of 
how diversity of thinking works will be critical 
to success. As François Hudon, an executive 
at Bank of Montreal, states: “For leaders, it’s 
making sure you have little risk of being blind-
sided by something that a diverse team would 
have known about and would have identified 
as an opportunity or a risk. I think it brings 
far greater confidence to the decision making 
when you know you are being supported by 
people who have far more diverse points of 
view.”

Diversity of talent 
Diversity of talent is at risk of being 

overshadowed by other shifts. This is because 
demographic change has a slow-burn effect on 
workplace profiles. And, of course, diversity of 
talent is not a new topic. Anti-discrimination 
laws and the “war for talent” have seen organi-
zations pay attention to historically marginal-
ized groups for some time. Leaders underplay 
this shift at their peril.

 Changes in population age profiles, educa-
tion, and migration flows, along with expecta-
tions of equality of opportunity and work/life 
balance, are all deeply impacting employee 
populations. More than ever, future success 
will depend on a leader’s ability to optimize a 
diverse talent pool. 

By way of example, the world’s population 
is aging rapidly. In 2050, those aged 65 and 
over are predicted to reach 22 percent of the 
global population, up from 10 percent today,18 
with implications for workforce participation. 
Against that backdrop, the expansion of higher 
education is creating a group of highly mobile, 
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educated workers.19 By 2030, China will have 
more graduates than the entire US workforce, 
and India will produce four times as many 
graduates as the United States by 2020.20 The 
Millennials, too, are coming of age. This gen-
eration will comprise 50 percent of the global 
workforce by 2020.21 With high expectations 
and different attitudes toward work, they will 
be integral in shaping organizational cultures 
into the future. 

To date, however, data suggest that many 
companies have struggled to include diverse 

employees. For example, while their number in 
the workforce is increasing, women hold just 
12 percent of corporate board seats world-
wide.22  In the future, demographic shifts will 
put greater pressure on leaders to be inclusive 
of diversity. According to one leader inter-
viewed, “Fundamentally, inclusion is a prin-
ciple that anybody who is good enough to be 
employed within the team is capable of becom-
ing a leader and developing to the best of their 
potential. And that is anybody.”
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The six signature traits of an  
inclusive leader

IF inclusive leadership reflects a new way of 
leading teams, then we need to look beyond 

traditional leadership assessment tools and 
frameworks. Since 2011, we have researched 
this new leadership capability, with our initial 
exploration leading us to be much more certain 
about “inclusion” itself—what it means, how it 
is experienced by others, and how to measure 
it. More specifically, our research revealed that 
when people feel that they are treated fairly, 
that their uniqueness is appreciated and they 
have a sense of belonging, and that they have 
a voice in decision making, then they will feel 
included.23 (See the appendix for a full descrip-
tion of our research methodology.)

Putting this into the context of leaders, 
inclusive leadership is about: 

1. Treating people and groups fairly—that is, 
based on their unique characteristics, rather 
than on stereotypes

2. Personalizing individuals—that is, under-
standing and valuing the uniqueness of 
diverse others while also accepting them as 
members of the group

3. Leveraging the thinking of diverse groups 
for smarter ideation and decision making 
that reduces the risk of being blindsided

To achieve these aims, highly inclusive 
leaders demonstrate six signature traits—in 
terms of what they think about and what they 
do—that are reinforcing and interrelated. 
Collectively, these six traits represent a pow-
erful capability highly adapted to diversity. 
Embodiment of these traits enables leaders to 

operate more effectively within diverse mar-
kets, better connect with diverse customers, 
access a more diverse spectrum of ideas, and 
enable diverse individuals in the workforce to 
reach their full potential.

Table 1. Elements of inclusion

Fairness and respect Value and belonging Confidence and inspiration

Foundational element that is 
underpinned by ideas about equality 

of treatment and opportunities

Individuals feeling that their 
uniqueness is known and 

appreciated, while also feeling a 
sense of social connectedness and 

group membership

Creating the conditions for high 
team performance through 

individuals having the confidence to 
speak up and the motivation to do 

their best work

Thriving in a diverse new world
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These six traits and fifteen elements are not 
a meaningless or aspirational laundry list. As 
our interviews and formal 180-degree assess-
ment of leaders and peers/followers revealed, 
they are very tangible and developable. 

Trait 1: Commitment 
Highly inclusive leaders are committed to 

diversity and inclusion because these objec-
tives align with their personal values and 
because they believe in the business case.

Being inclusive of diversity is a big chal-
lenge. It takes time and energy, two of a leader’s 
most precious commodities. So what motivates 
a leader to expend these resources in the pur-
suit of diversity?

Clearly, an understanding of the commer-
cial imperative is critical, as discussed in the 
previous section. “It is hard to argue with the 
diversity argument in a business context,” says 
Jennifer Reid, head of retail, business, and trea-
sury payments operations at Bank of Montreal. 
“When you look at the changes in the business 
environment, it would be very difficult for any 
business leader to say they don’t need to pay 
attention.” 

Intriguingly, however, many of the lead-
ers interviewed in our research cited the 
extrinsic reward of enhanced performance as 
a secondary motivator. Their primary motiva-
tion for pursuing diversity and inclusion was 

alignment with their own personal values and 
a deep-seated sense of fairness. “To me, it’s all 
about fairness and equality of opportunity,” 
says Belinda Hutchinson, chancellor of the 
University of Sydney. “It’s about giving people 
the opportunity to achieve what they should be 
able to achieve. It doesn’t just relate to gender. 
It relates to race, religion, sexual preference—
whatever else it may be.”

This insight is consistent with research 
by the US-based think tank Catalyst, which 
identified “a strong sense of fair play” as the 
most significant predictor that men would 
champion gender initiatives in the workplace.24 
Interestingly, Catalyst also observed that indi-
viduals’ “commitment to fairness ideals was 
rooted in very personal experiences.”25 This 
finding has particular resonance for one leader 
we interviewed: “At school . . . it was very 
much an in-group and out-group dynamic that 
I experienced. And I have always had sensitiv-
ity to any form of exclusion that comes from a 
person.” 

This combination of intellect (that is, belief 
in the business case) and emotion (that is, 
a sense of fair play and caring for people as 
individuals, not “resources”) is consistent with 
the “head and heart” strategy emphasized 
by change expert John Kotter. According to 
Kotter, while engaging the minds of individu-
als through rational arguments is important, 

Table 2. The six signature traits of an inclusive leader

1 2 3 4 5 6

Six traits Commitment Courage
Cognizance  

of bias
Curiosity

Cultural       
intelligence

Collaboration

15 elements

Personal values Humility Self-regulation Openess Drive Empowerment

Belief in the 
business case

Bravery Fair play
Perspective-

taking
Knowledge Teaming

Coping with 
ambiguity

Adaptability Voice
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“people change what they do less because 
they are given analysis that shifts their think-
ing than because they are shown a truth that 
influences their feelings.”26 The Coca-Cola 
Company’s Lewis, Jr., agrees: “The business 
case is compelling. But for this to work, you 
need to connect to the minds and the hearts.”

We suspect it is this blend that enables lead-
ers to speak about diversity and inclusion in a 
compelling way. As one leader observes, inclu-
sive leaders have an “authenticity about the 
agenda and a consistency about it as well. It is 
in their communications. People look at them 
and say they are ‘fair dinkum.’” For Dr. Rohini 
Anand, senior vice president and global chief 
diversity officer at Sodexo, this contrasts with 
those who are not committed: “It is not neces-
sarily people saying overt things . . . [but] they 
are just mouthing words without internalizing 
it. Therefore it is shallow and not sustainable.” 

More than just talking, when leaders pri-
oritize time, energy, and resources to address 
inclusion, it signals that a verbal commitment 
is a true priority. As Mike Henry, president 
of operations for Minerals for Australia at 
BHP Billiton explains, prioritization includes 
treating diversity and inclusion as a business 
imperative: “Like any other organizational pri-
ority, or something that is strategically signifi-
cant to the organization, it needs to be part of 
the business plan, management conversations, 
and targets, and you need to have an objective 
way of assessing whether you are achieving 
what you want to achieve.” At a personal level, 
inclusive leaders also believe that creating an 
inclusive culture starts with them, and they 
possess a strong sense of personal responsi-
bility for change. “You can’t just come out as 
a leader and say, ‘This is important; set the 
targets, and everyone go out and achieve the 
targets,’” says Henry. “You may achieve the tar-
gets, but not the culture you need. The leader 
needs to invest in people, building shared aspi-
ration and building an aligned understanding 
of the business case. They need to work with 
the team on the ‘how.’”

CATALYST AND INCLUSIVE 
LEADERSHIP
Founded in 1962, Catalyst is a leading nonprofit 
organization that seeks to expand opportunities 
for women and business. A 2014 study by 
Catalyst identified four leadership behaviors 
that predicted feelings of uniqueness and 
belongingness—key elements of inclusion—
across employees in Australia, China, Germany, 
Mexico, and the United States. These were:

• Empowerment: Enabling direct reports to 
develop and excel

• Humility: Admitting mistakes; learning 
from criticism and different points of view; 
acknowledging and seeking contributions 
of others to overcome one’s limitations

• Courage: Putting personal interests aside 
to achieve what needs to be done; acting 
on convictions and principles even when it 
requires personal risk-taking

• Accountability: Demonstrating confidence 
in direct reports by holding them 
responsible for performance they can 
control

The current research has identified similar 
leadership behaviors (that is, personal risk-taking, 
humility, and empowerment) as important to 
inclusive leadership. However, our framework 
expands on these ideas in the broader context of 
diversity of markets, ideas, customers, and talent. 
Most importantly, it identifies the 15 specific 
elements inclusive leaders think about and do.

Thriving in a diverse new world
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Trait 2: Courage
Highly inclusive leaders speak up and 

challenge the status quo, and they are humble 
about their strengths and weaknesses.

“The early adopters of this work have been 
. . . perceived as mavericks in their environ-
ment,” says The Coca-Cola Company’s Lewis, 
Jr. “Frankly, they need to be a bit courageous, 
because they buck the trend. For leaders, they 
need to make a decision as to whether they 
dig in and entrench as they are, or recognize 
the world as it will become, and be part of the 
change.” The courage to speak up—to chal-
lenge others and the status quo—is a central 
behavior of an inclusive leader, and it occurs at 
three levels: with others, with the system, and 
with themselves. 

Challenging others is perhaps the most 
expected focus for leaders. For one leader 
interviewed, courage includes gently chal-
lenging followers to see their behaviors and 
the impact they have on others. “I talk [to my 
team] about how I came across in that meet-
ing,” this leader says. “But I also give them 
really regular feedback: ‘Did you know you did 
that in that meeting, how others may perceive 

that?’ It’s really important to make the feedback 
regular . . . on-the-ground coaching is critical.”

Courage also comes into play in a willing-
ness to challenge entrenched organizational 
attitudes and practices that promote homo-
geneity. In the 1980s, for example, McKinsey 
changed its recruiting practices to promote 
divergent thinking and meet a demand for 
consultants. Instead of continuing to recruit 
from a narrow pool of MBAs from the top 
business schools, McKinsey’s Advanced 
Professional Degree (APD) program sought 
out talent from industry and a broader base 
of universities.27 Where courage came in was 
the preparedness to challenge the status quo 
and then to address the initial bias toward 
MBAs as partner-elects. Courageous partners 
talked with their peers and sought personal 
promises of commitment to support APD 
talent; they briefed the evaluation commit-
tee on the need to assess performance objec-
tively; and they intervened when necessary to 
improve APD recruits’ chances of fitting in. 
Today, 20 to 30 percent of McKinsey’s North 
American associates are classed as APDs, as 
opposed to 10 percent in the early 1990s;28 the 

Table 3. Elements of commitment

Signature trait: Commitment

Element
What inclusive leaders      

think about
What inclusive leaders do

Personal values • Alignment of personal values to 
inclusion

• Treat all team members with fairness and respect 

• Understand the uniqueness of each team member

• Take action to ensure each team member feels connected to 
the group/organization 

• Proactively adapt their work practices to meet the needs of 
others

Business case belief • Commercial value of diversity 
and inclusion with respect to 
talent, innovation, customers, 
and new market growth

• Treat diversity and inclusion as a business priority 

• Take personal responsibility for diversity and inclusion 
outcomes 

• Clearly and authentically articulate the value of diversity and 
inclusion 

• Allocate resources toward improving diversity and inclusion 
within the workplace 
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diversity of background, industry experience, 
and discipline knowledge of APDs are seen as 
highly valuable.29 

There’s a vulnerability to being an inclusive 
leader, because confronting others and the 
status quo immediately invites the spotlight to 
turn on the speaker. Being an agent for change 
can also be met with cynicism and challenges 
from others. According to University of Sydney 
chancellor Belinda Hutchinson, “You need to 
take risks and recognize that you’re going to 
have some failures along the way, and you will 
need to get up, shake yourself off, and get on 
with it. It’s about patience and persistence. You 
may try this, or that, and it may not work, but 
if you keep driving towards the end goal, then 
you will get there. So it is about courage and 
commitment to stay the course.”

Inclusive leaders have the courage to speak 
out about themselves and to reveal, in a very 
personal way, their own limitations. Instead of 
shying away from the challenge of imperfec-
tion, highly inclusive leaders adopt an attitude 
of humility. In 2014, the US-based think tank 
Catalyst identified “humility” as one of the four 
leadership behaviors that predicated whether 
employees felt included (see sidebar above, 
“Catalyst and inclusive leadership”).30 Yet, as 
Catalyst rightly pointed out, humility is the one 

attribute that is “most antithetical to common 
notions of leadership.” It is difficult for leaders 
in the public spotlight to admit they don’t have 
all the answers. Courage and humility there-
fore go hand in hand. 

Humility, according to Catalyst, also 
encompasses learning from criticism and 
different points of view, as well as seeking 
contributions from others to overcome one’s 
limitations.31 According to Sodexo’s Anand, 
“Those [leaders] who lack the self-awareness 
and humility to learn and admit they don’t 
know everything—these would be leaders who 
miss an opportunity to learn, and who will be 
blindsided if they are not careful.”

Trait 3: Cognizance of bias
Highly inclusive leaders are mindful of 

personal and organizational blind spots, and 
self-regulate to help ensure “fair play.”

“The leaders that are inclusive do a couple 
of things,” says Sodexo’s Anand. “At the indi-
vidual level, they are very self-aware, and they 
act on that self-awareness. And they acknowl-
edge that their organizations, despite best 
intentions, have unconscious bias, and they 
put in place policies, processes, and structures 
in order to mitigate the unconscious bias that 
exists.” 

Table 4. Elements of courage

Signature trait: Courage

Element
What inclusive leaders      

think about
What inclusive leaders do

Humility • Awareness of personal strengths 
and weaknesses

• Acknowledge personal limitations and weaknesses

• Seek the contributions of others to overcome personal 
limitations 

• Admit mistakes when made

Bravery • Being an agent for change and 
the positive impact diversity and 
inclusion can have

• Approach diversity and inclusion wholeheartedly 

• Challenge entrenched organizational attitudes and practices 
that promote homogeneity

• Hold others to account for noninclusive behaviors

Thriving in a diverse new world
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Biases are a leader’s Achilles’ heel, poten-
tially resulting in decisions that are unfair and 
irrational. Inclusive leaders are deeply aware 
that biases can narrow their field of vision 
and prevent them from making objective 
decisions. In particular, inclusive leaders are 
highly sensitized to two fundamental phenom-
ena: personal biases, such as homophily and 
implicit stereotypes and attitudes; and process 
biases, such as confirmation bias and group-
think.32 Importantly, they are cognizant of the 
situations and factors, such as time pressures 
and fatigue, causing them to be most vulner-
able to biases’ pull. Inclusive leaders also exert 
considerable effort to learn about their own 
biases, self-regulate, and develop corrective 
strategies. They understand that their natu-
ral state, without these interventions, tends 
to lean toward self-cloning and self-interest, 
and that success in a diverse world requires a 
different approach.

BHP Billiton’s Henry is aware that recruit-
ment is a vulnerable moment for him. “I am 
very clear about the type of person I gravitate 
to when hiring. Consciously, I put all sorts of 
checks and balances in place with respect to 
the thinkers I gravitate to. There have been 
times when I have overridden my opinion 
with others’ advice, and it has worked out 
spectacularly.” 

In the context of diverse talent, inclusive 
leaders think about three features of fairness 
with the aim of creating an environment of 
“fair play”:33

1. Outcome: Are outcomes such as pay and 
performance ratings, as well as develop-
ment and promotion opportunities, allo-
cated on the basis of capability and effort, or 
does their distribution reflect bias? 

2. Process: Are the processes applied in decid-
ing these outcomes (a) transparent, (b) 
applied consistently, (c) based on accurate 
information, (d) free from bias, and (e) 
inclusive of the views of individuals affected 
by the decisions, or are they tinged with 
bias, thus leading to undeserved success for 
some and failure for others? 

EXAMPLES OF SUBTLE BIASES 
THAT CAN NEGATIVELY IMPACT 
THE WAY WE SEE OTHERS AND 
THE DECISIONS WE MAKE

Implicit stereotypes

Occurs when people judge others according to 
unconscious stereotypes

Similarity-attraction bias 

The tendency to more easily and deeply connect 
with people who “look and feel” like ourselves

In-group favoritism 

A tendency to favor members of in-groups and 
neglect members of out-groups

Attribution error 

Occurs when the wrong reason is used to explain 
someone’s behavior; coupled with in-group 
favoritism, this results in a positive attribution for 
in-group members and a negative attribution for 
out-group members

Confirmation bias 

Seeking or interpreting information that is partial 
to existing beliefs 

Groupthink

When the desire for group harmony overrides 
rational decision making

The six signature traits of inclusive leadership
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3. Communication: Are the reasons for 
decisions made, and processes applied, 
explained to those affected, and are people 
treated respectfully in the process?

Importantly, as Bank of Montreal’s Reid 
demonstrates, inclusive leaders are aware 
that “fairness” does not necessarily equate 
to “same.” She says, “I grew up with a learn-
ing disability and, at certain times, I required 
different levels of support. My mum would 
say that fairness didn’t always mean the exact 
same, but the opportunity to be your best, and 
this would mean that you need different things 
at different times.”

In thinking about process, inclusive leaders 
seek to pinpoint processes that create subtle 
advantages for some and subtle disadvantages 
for others, perpetuating homogeneity and 
undermining inclusion. This understand-
ing led Alan Joyce, CEO of Qantas, to put 
strategies in place to mitigate the impact of 
bias in performance conversations. “In the 
past, people’s opinions and biases were often 
at the forefront of our talent discussions. We 
embarked on a strategy to take out bias—using 
external assessments, global benchmarking, 
and leadership and “potential” data. Now we 
have a more objective and collective view of 
talent. This enables us to confidently discuss 

career planning, mobility, and the benefit of 
getting different critical experiences across 
diverse business segments.”34

Trait 4: Curiosity
Highly inclusive leaders have an open 

mindset, a desire to understand how others 
view and experience the world, and a toler-
ance for ambiguity.

What’s the one attribute CEOs need to suc-
ceed in the future? “I would place my bet on 
curiosity,” responded Michael Dell, chairman 
and chief executive officer of Dell Inc., in a 
2015 interview. “Because with curiosity comes 
learning and new ideas, and in businesses that 
are changing very rapidly, if you’re not curious, 
you’re not learning, and you’re going to have a 
real problem.”35

Inclusive leaders accept their limitations 
and hunger for the views of others to complete 
the picture. This thirst for continual learning 
helps drive attributes associated with curios-
ity—open-mindedness, inquiry, and empathy. 
Such behaviors do not come easily. Time and 
effort are required to engage with diverse 
others, as is the skill of synthesizing a broader 
range of perspectives. But the result is loyalty 
from others who feel valued, along with access 

Table 5. Elements of cognizance of bias

Signature trait: Cognizance of bias

Element
What inclusive leaders      

think about
What inclusive leaders do

Self-regulation • Acceptance of bias and concern 
for its impact 

• Moments when they are most 
vulnerable to bias

• Learn about their personal biases, including through feedback 

• Follow processes to ensure personal biases do not influence 
decisions about others

• Identify and address organizational processes that are 
inconsistent with merit

Fair play • Awareness of the three features 
of fairness: outcomes, processes, 
and communication

• Make fair and merit-based decisions about talent (for example, 
with respect to promotions, rewards, and task allocations) 

• Employ transparent, consistent, and informed decision-making 
processes about talent 

• Provide those affected with clear explanations of the processes 
applied and reasons for decisions made

Thriving in a diverse new world

13



to a richer set of information that enables bet-
ter decision making.

The openness to different ideas and experi-
ences is a defining characteristic of inclusive 
leaders, who give weight to the insights of 
diverse others. As Bank of Montreal’s Hudon 
describes: “I tend to specifically ask the opin-
ion of someone who will bring a different view 
from my own. As we discuss an issue, I will 
often go to people who are likely processing 
things differently, and purposely ask for their 
opinion, knowing it will come from a different 
place than my own.” 

For inclusive leaders, asking curious ques-
tions and actively listening are core skills that 
are key to deepening their understanding of 
perspectives from diverse individuals. Since 
the 1970s, Oscar-winning producer Brian 
Grazer has conducted “curiosity conversa-
tions” with over 450 diverse strangers—talks 
that have inspired many of the films and shows 
he has produced, including Apollo 13 and A 
Beautiful Mind.36 “I seek out their perspective 
and experience and stories, and by doing that, I 
multiply my own experience a thousand-fold,” 

he says. For Grazer, curiosity is a “superhero 
power.”37

Lieutenant General Angus Campbell, Chief 
of Army, Australia, says about his own efforts: 
“I try to listen. And I try to understand why 
someone’s opinion is different from mine. 
And I think in those two efforts . . . you are 
both recognizing the individual and respect-
ing them, and you’re giving pause to analyze, 
compare, complement, and question your own 
beliefs. In trying to understand the difference 
of opinion, you are giving the project or the 
initiative you are dealing with space to become 
better.” Maaike Steinebach, chief executive of 
CBA’s Hong Kong branch, agrees that listening 
deeply is critical to her success. “I really make 
an effort to try to learn something new from 
the people I talk to. As an extrovert it’s very 
easy to talk, but if you’re quiet, you can hear 
more about others and what is going on, and it 
can be a much more valuable experience.”

For inclusive leaders, openness also involves 
withholding fast judgment, which can stifle the 
flow of ideas. As Hayden Majajas, diversity and 
inclusion director, Asia-Pacific at BP, explains, 

Table 6. Elements of curiosity

Signature trait: Curiosity

Element
What inclusive leaders      

think about
What inclusive leaders do

Openess • Their own limitations and the 
value of new and different ideas 
and experiences

• Demonstrate a desire for continued learning 

• Actively seek the perspectives of diverse others in ideation and 
decision making 

• Withhold fast judgment when engaging with diverse others

Perspective taking • Enhancing one’s own 
understanding of new or 
different perspectives

• Listen attentively when another person is voicing a point of 
view

• Engage in respectful and curious questioning to better 
understand others’ viewpoints 

• Demonstrate the ability to see things from others’ viewpoints

Coping with  
uncertainty

• Acceptance that some ambiguity 
and uncertainty is inevitable

• Cope effectively with change 

• Demonstrate and encourage divergent thinking 

• Seek opportunities to connect with a diverse range of people
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making judgments can also limit personal 
growth and connections: “I think that religion 
is a good example at the moment. For example, 
if we are talking about religion in the work-
place, it is one thing to be curious, but another 
to be able to suspend your own beliefs. Asking 
a question knowing that you could not change 
your beliefs under any circumstances—not 
in terms of taking on someone else’s religion, 
but in terms of what you think is right and 
wrong—is pointless. But temporarily suspend-
ing your beliefs enables you to learn more and 
to engage, and often that is the key to overcom-
ing barriers.”

In a virtuous circle, curiosity encourages 
connections with diverse others, which in turn 
promotes empathy and perspective-taking. 
Both have been shown to have a multitude of 
benefits, including fostering a more construc-
tive exchange of ideas (diversity of ideas),38 
facilitating greater customer insight (diversity 
of customers), and decreasing one’s susceptibil-
ity to bias (diversity of talent).39

Trait 5: Culturally intelligent
Highly inclusive leaders are confident and 

effective in cross-cultural interactions.
For inclusive leaders, the ability to func-

tion effectively in different cultural settings is 
about more than just having a mental map of 
different cultural frameworks (for example, 
Hofstede’s cultural dimensions theory). While 
an understanding of cultural similarities and 
differences is important, inclusive leaders also 
recognize how their own culture impacts their 
personal worldview, as well as how cultural 
stereotypes—including the misuse of cultural 
models—can influence their expectations 
of others. 

At a deeper level, inclusive leaders’ thirst 
for learning means that they are also motivated 
to deepen their cultural understanding and 
to learn from the experience of working in an 
unfamiliar environment. This curiosity leads 
them to value cultural differences, defying eth-
nocentric tendencies that cause people to judge 

other cultures as inferior to their own, and 
enabling them to build stronger connections 
with people from different backgrounds. As 
Geert Peeters, CFO of CLP Group, comments: 
“There is no one culture that is smarter than 
another. In recognizing intelligence in each 
culture, your culture’s intelligence may not 
necessarily be used today for today’s problems, 
but it will be used tomorrow for tomorrow’s 
problems. There is no point in judging. We just 
need to bank all of these cultural differences to 
have a collective intelligence and to be able to 
use it.” 

Inclusive leaders are tolerant of ambigu-
ity, which enables them to manage the stress 
imposed by new or different cultural environ-
ments as well as situations where familiar 
environmental or behavioral cues are lacking. 
As BP’s Majajas describes, inclusive leaders are 
also adept at changing their verbal and nonver-
bal behaviors according to cultural demands. 
“It is about when and how you would adapt 
your forms of expression and communication 
with other people. And that includes every-
thing—when you use gestures, when you slow 
down, when you enunciate or pronounce your 
words better, when you choose your language. 
This is about being more specific and more 
deliberate.” 

Finally, inclusive leaders understand that 
the ability to adapt does not mean “going 
native,” which can cause leaders to lose sight 
of what they want to achieve by overcompen-
sating for new cultural demands.40 As Majajas 
puts it, “It’s about being flexible but authentic. I 
think a more inclusive leader is someone who 
knows when to adapt and doesn’t necessarily 
need to change who they are fundamentally.” 

Many of the capabilities discussed above 
are encapsulated in the model known as 
“cultural intelligence” (CQ), which comprises 
four elements:41

1. Motivational: The leader’s energy and inter-
est toward learning about, and engaging in, 
cross-cultural interactions
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2. Cognitive: The leader’s knowledge 
of relevant cultural norms, practices, 
and conventions

3. Metacognitive: The leader’s level 
of conscious cultural awareness 
during interactions

4. Behavioral: The use of appropriate 
verbal and nonverbal actions in cross-
cultural interactions

Research has demonstrated the positive 
relationship between CQ and a range of impor-
tant business outcomes, including expatriate 
job performance, intercultural negotiation 
effectiveness, and team process effectiveness in 
multicultural teams.42

Trait 6: Collaborative
Highly inclusive leaders empower individ-

uals as well as create and leverage the think-
ing of diverse groups. 

“The new IQ is based more on group intel-
ligence,” says Bruce Stewart, acting director, 
strategic initiatives, US Office of Personnel 
Management. “The old IQ is about how smart 
you are; the new IQ is about how smart you 
make your team. If you take it to heart, it will 
change the way you lead. Instead of the leader 
leading from top of the pyramid, they lead 
from the middle of the circle.” 

At its core, collaboration is about indi-
viduals working together, building on each 
other’s ideas to produce something new or 
solve something complex. But while collabora-
tion among similar people is comfortable and 
easy, the challenge and opportunity thrown 

Table 7. Elements of cultural intelligence

Signature trait: Cultural intelligence

Element
What inclusive leaders      

think about
What inclusive leaders do

Drive • The personal and organizational 
benefits of learning about, and 
experiencing, different cultures

• Take an active interest in learning about other cultures 

• Seek out opportunities to experience culturally diverse 
environments 

• Are confident leading cross-cultural teams

Knowledge • The differences and similarities 
between cultures 

• Relevant country-specific 
knowledge to operate effectively 
within specific geographies (for 
example, business and economic 
knowledge, norms, practices, 
and conventions)

• Seek information on the local context; for example, politics 
and ways of working

Adaptability • Acceptance that different cultural 
situations may require behavioral 
adaptation

• Work well with individuals from different cultural backgrounds

• Change style appropriately when a cross-cultural encounter 
requires it

• Use appropriate verbal (for example, speed, tone, use of 
pause/silence) and nonverbal (for example, gestures, facial 
expressions, body language, physical contact) behavior in 
cross-cultural encounters
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up by the foundational shifts is collaboration 
with diverse others: employees, customers, or 
other stakeholders. 

Inclusive leaders understand that, for col-
laboration to be successful, individuals must 
first be willing to share their diverse perspec-
tives. For Bank of Montreal’s Reid, this willing-
ness is cultivated by creating an environment 
where individuals feel valued personally and 
are empowered to contribute. “It’s about people 
having the freedom to work from their own 
perspective . . . [feeling] that their perspective 
is valued, and that they feel that in a very genu-
ine way. And that empowers them to provide 
alternative points of view.” 

Rather than controlling the flow of ideas, 
inclusive leaders encourage autonomy, empow-
ering their teams to connect with others in 
the pursuit of diverse perspectives. “The end 
state for a good performing team is an autono-
mous team,” says Deven Billimoria, CEO of 
Smartgroup Corporation. “I recently visited 
a company that has a Net Promoter Score 

through the roof and a best employer status 
that is almost unparalleled. I talked to some 
of the people that are on the phones, and one 
thing that resonated with me is the sense of 
autonomy. They have the autonomy to do what 
they want. Their managers trust them, the 
company trusts them, and I thought that we 
could do that better.”

For inclusive leaders, diversity of thinking is 
a critical ingredient for effective collaboration. 
Far from being guided by hunches and feelings, 
or leaving success to chance, inclusive leaders 
adopt a disciplined approach to diversity of 
thinking, paying close attention to team com-
position and the decision-making processes 
employed.43 In this way, they understand the 
demographic factors that cause individuals and 
groups to think differently, both directly (for 
example, educational background and mental 
frameworks) and indirectly (for example, gen-
der and race), and purposely align individuals 
to teams based on that knowledge.44

Table 8. Elements of collaboration

Signature trait: Collaboration

Element
What inclusive leaders      

think about
What inclusive leaders do

Empowerment • Ensuring that others feel able 
and comfortable to contribute 
independently

• Give team members the freedom to handle difficult situations

• Empower team members to make decisions about issues that 
impact their work

• Hold team members accountable for performance they can 
control

Teaming • Being disciplined about diversity 
of thinking in terms of team 
composition and processes

• Assemble teams that are diverse in thinking 

• Work hard to ensure that team members respect each other 
and that there are no out-groups within the team

• Anticipate and take appropriate action to address team 
conflict when it occurs

Voice • Adapting styles and processes to 
ensure that every team member 
has a voice

• Create a safe environment where people feel comfortable to 
speak up

• Explicitly include all team members in discussions

•  Ask follow-up questions
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Inclusive leaders are also deeply aware 
that—even when a diverse-thinking team has 
been assembled—process biases can pull a 
group toward sameness and the status quo. 
For example, like-minded team members are 
drawn toward each other when testing ideas; 
confirmation bias causes individuals to refer-
ence only those perspectives that conform to 
pre-existing views; and in-group favoritism 
causes some team members to cluster. These 
leaders therefore work to mitigate the effects of 
process biases.45 They are attuned to the pro-
pensity for fault lines to fracture the team into 
subgroups, which can weaken relationships 
and create conflict. They proactively employ 
strategies that foster a sense of “one team,” 
creating a superordinate group identity and 
shared goals, and working to ensure people 
understand and value the bank of knowledge 
and capabilities across the group. 

Further, inclusive leaders understand that 
people are most collaborative when they feel 
safe to contribute without fear of embarrass-
ment or punishment. They understand that 
power dynamics, dominating styles, and low 
tolerance of differences can stop team mem-
bers from speaking up. They focus on building 
trust across the group, establishing a set of 

guiding principles, for example, that encour-
age people to contribute without fear. “I think 
that it is important to assume good intent,” 
says Rachel Argaman, CEO of TFE Hotels. 
“If we are talking around the table, I might 
suggest something, and more than half of my 
team might say, ‘No, we shouldn’t do that, 
we should do this!’ I think that’s normal and 
healthy. It’s certainly normal and healthy for 
our team.” Finally, inclusive leaders appreciate 
the importance of understanding team mem-
bers’ thinking styles (for example, introvert 
versus extrovert), and they adapt their com-
munication and approach as necessary to elicit 
valuable perspectives. 

In addition to formal processes, inclusive 
leaders also consider whether the broader 
organizational culture and infrastructure, 
including workplace design and technol-
ogy, promote social connections across the 
organization. As the US Office of Personnel 
Management’s Stewart explains, “If leaders 
want to be inclusive, they [also] need to think 
about idea spaces. They need to make sure 
there are places where different ideas and 
individuals can mix. Folks who generate more 
ideas in inclusive ways—they are the smarter 
companies.”
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What can organizations do?

THE six signature traits of an inclusive 
leader have important implications for 

how organizations select and develop leaders. 
Below, we provide some possible actions to 
help organizations develop inclusive leadership 
capabilities and build a culture of inclusion. 

Strategic alignment 

• Highlight inclusive leadership as a core 
pillar within the organization’s diversity and 
inclusion strategy.

• Articulate a compelling narrative as to 
why inclusive leadership is critical to 
business success. For example, how may 
inclusive leadership drive innovation 
and prevent the organization from being 
blindsided, support greater customer con-
nectivity, optimize talent, and/or enable 
leaders to operate more effectively in a 
global marketplace?

• Make symbolic workplace changes to sig-
nify the importance of inclusive leadership. 
For example, incorporate inclusion into an 
organization’s values to guide behaviors, 
and appoint senior leaders who embody 
inclusive leadership. 

Recruitment 

• Ensure that job advertisements empha-
size inclusive leadership capabilities (for 
example, collaborative, curious) and the 
organization’s commitment to diversity 
and inclusion. 

• Incorporate inclusion into behavioral inter-
view questions. For example, an interviewer 
could ask, “Describe a situation where oth-
ers you were working with disagreed with 
your ideas. How did you respond?” 

Capability and competency 
management 

• Integrate inclusive leadership capa-
bilities into the organization’s leadership 
competency model.

Performance management 

• Link KPIs to inclusive behaviors and diver-
sity and inclusion outcomes. For example, 
establish a metric around employee percep-
tions of leadership commitment to diversity 
and inclusion and their inclusive behaviors.

• Ensure that those appointed to senior-
level positions embody inclusive 
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leadership or demonstrate a genuine com-
mitment to developing the capability for 
inclusive leadership. 

• Hold leaders to account for 
noninclusive behaviors.

Rewards and recognition 

• Reward leaders who role-model 
inclusive behaviors. 

• Showcase highly inclusive leaders across the 
organization as well as the benefits derived 
from their inclusive behavior.

Leadership development 

• Formally assess inclusive leadership capa-
bilities across senior leaders and people 
managers. Identify individual and orga-
nizational developmental gaps and create 
development plans.

• Encourage leaders to seek informal feed-
back from others on their capability for 
inclusive leadership.

• Integrate development of the six signature 
traits of inclusive leadership into leadership 
development programs. 

System integration 

• Integrate inclusive leadership into the orga-
nization’s global mobility strategy in order 
to help assess participant readiness and to 
develop current and future leaders.

• Consider how inclusive leadership—as 
well as the broader principles of diversity 
and inclusion—fit within the organiza-
tion’s innovation strategy and processes. 
For example, in undertaking ideation or 
problem-solving activities, ensure that lead-
ers assemble teams that are diverse in their 
thinking and that individual and group 
biases are mitigated in group discussions.

Diversity—of markets, customers, ideas, 
and talent—is an inescapable part of today’s 
business environment. When leaders have 
clarity about what it means to be highly inclu-
sive—through the six signature traits and fif-
teen elements—they are positioned for success.
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Appendix: Research 
methodology

How was the model of inclusive 
leadership identified?

The six-factor inclusive leadership model 
described in this report was developed through 
a comprehensive review of the literature and 
refined on the basis of interviews. 

Interviews
Seventeen interviewees were identified 

across Australia, Canada, Hong Kong, New 
Zealand, Singapore, and the United States 
on the basis of one or more of the following 
criteria: 1) the individual’s visible commit-
ment to the creation of an inclusive workplace, 
2) the individual’s demonstration of inclusive 
behaviors, and 3) subject-matter expertise. 
Interviewees were identified by either Deloitte 
professionals or diversity and inclusion leaders 
within their organizations. 

Interviews were semi-structured and 
covered a range of topics relating to diversity, 
inclusion, and leadership style. Three research-
ers reviewed the transcripts and developed a 
coding scheme to capture key themes. Any dis-
agreements between researchers with respect 
to coding were discussed and resolved. 

Scale construction
A 180-degree measure of inclusive 

leadership was constructed using Hinkin, 
Tracey, and Enz’s (1997) seven-step scale 
development process.46

• Step 1:  We generated a pool of potential 
items to assess inclusive leadership. Items 
were generated deductively, beginning 
with a theoretical view of the six signature 
traits and the results of our senior leader 
interviews. Care was taken to construct 
items properly; for example, we avoided 
double-barreled items and ensured that 
each item was worded simply and directly. 
Two versions of the survey were created: 
one for leaders to be completed as a self-
assessment, and the second to be completed 
by their followers/peers.

• Step 2:  We assessed the content-adequacy 
of the items with a panel of experts. In 
particular, this stage focused on ensuring 
that the items developed for each of the 
six signature traits captured the full defini-
tion of each trait. Following from this, we 
administered a draft version of the items 
to non-experts to check whether the items 
under each trait appeared to be face valid. 

• Step 3: We administered a refined ver-
sion of the survey to a sample of 32 senior 
leaders (“targets”) and their followers/peers 
(“raters”) from multiple organizations. 
Respondents were asked to provide their 
ratings on a five-point Likert scale ranging 
from 1 (strongly disagree) to 5 (strongly 
agree). A total of 120 items were included in 
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the survey. T-tests were conducted to check 
for differences between self and other rat-
ings. No significant differences were found.

• Step 4: The data were subjected to explor-
atory factor analysis using principal com-
ponents analysis (PCA). Results indicated 
that the items all loaded well (>.50) on a 
single factor, which we labeled as inclusive 
leadership. More detailed examination of 
the data revealed fifteen elements across 
six factors. At this stage, the total item pool 
was reduced by half on the basis of factor 
loadings and expert discussion. Duplicative 
items were also removed. 

• Step 5: The internal consistency of the 
items was assessed using a scale reliability 
assessment. An internal consistency score 
was calculated both for the total score (all 
60 items) and the 15 sub-elements. Internal 
consistency was excellent for both the total 
scale and the elements (α values ranged 
from .82 to .93).

• Step 6: We re-engaged with our panel of 
experts to ensure that the refined version 
of the tool still aligned to the theoretical 
definition of inclusive leadership. We also 
ran a series of standard regressions to check 
convergent validity.
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Building for Change: How To Measure
Success for Workplace Inclusion and

Diversity

Corporate inclusion and diversity programs help create a more inclusive culture that drives diversity.
This can lead to higher employee engagement and better business results. But for companies that are
just beginning their inclusion and diversity journey, where should they start? Most importantly, how
do they gauge success along the way? What metrics are useful to track progress?

We sat down with Martha Feeback, Senior Director, Corporate Relations at Catalyst, Inc. to learn
more. Catalyst, Inc. is a global nonprofit working with some of the world’s most powerful CEOs and
leading companies to help build workplaces that work for women. Founded in 1962, Catalyst,
Inc. drives change with pioneering research, practical tools, and proven solutions to accelerate and
advance women into leadership.

In the following Q&A, Martha offers tips to consider when starting an inclusion and diversity
program, how to measure success, ways to ensure employee buy-in, and more.

Q: Can you start us off by giving a brief overview of the current state of inclusion and diversity in
the construction industry? And has the pandemic affected inclusion and diversity?

A: Pre-pandemic, there was a massive labor shortage and an aging workforce—in the US in
particular. How do you attract the new talent when 85% of all people coming into the workforce in
the US are minorities and women? The answer is you're going to have to hire from diverse talent.
That’s where inclusion and diversity really come in. As an organization and/or industry, you have to
convince a diverse workforce that there’s an opportunity for them.

https://blog.procore.com/tag/diversity-inclusion-belonging/
https://www.catalyst.org/
https://www.catalyst.org/
https://www.catalyst.org/
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Q: If a company wants to create an inclusion and diversity program, what are some things they
might want to consider?

A: You have to understand where your organization is. Where are your knowns and your unknowns?
Until you know those pieces and look at what insights are going on in your organization, you can't
start anywhere. You need to know why the numbers are the way they are. Understand where your
employees see the positives and negatives in your organization. Get into those insights, ask the right
questions, and understand what the root causes are.

Q: What are key workforce metrics for companies?

A: We look at five key workforce metrics.

1. Representation: Where are the gaps? Whether it’s by level or department, you need to be able to
look at more than the pure numbers, particularly by level. A lot of times we look at certain
departments such as marketing or human resources and say there are plenty of women. Well, those
are not the line management components of the organization. Those are not the jobs and the areas
that typically accelerate you to the CEO level.

 
2. Hiring: Are you bringing in diverse talent? And within that, if you have 10 women on the slate, are

you only hiring one and you're hiring 50 men? Or are you hiring all 10 and then they leave? Is
senior leadership hiring diverse as well as entry level recruits? You have to measure by levels and
departments.

 
3. Turnover: Women leave STEM industries, including construction, at five times the rate of other

industries. When you have that voluntary turnover—and you have women and/or underrepresented
talent leaving the pipeline as they're going up in your organization—that's obviously a huge cost
loss, knowledge base, and lost money for the company. You have to understand why they're leavin

4. Promotions: Who's getting the promotions? Is it that for every 10 men you promote you only
promote one female? You have to look at the big picture.

 
5. Time in Position: How long are individuals staying in their roles? Women and minorities are

typically in their roles a lot longer than men. When white men are 85% of all senior leadership,
you're never going to move that needle if the path is a very long and slow path. That goes back to
research that says that women are promoted based on performance and proving themselves over an
over and over again. Men are promoted based on potential.

Q: Why do you have to look at more than just numbers when measuring inclusion and diversity?
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A: Diversity is a number. Inclusion is action. Just looking at your numbers isn't going to get you
action either. You have to understand why those numbers are the way they are. I have a great
example of a Science, Technology, Engineering, and Math (STEM) company that had only 9%
women in management. They wanted to get to 15%. After assessing all the measurements, they
found that their voluntary turnover of women was only 8% which was lower than the men’s
voluntary turnover. And that’s a very low number for women in general for STEM, so that was good
for them—women loved working at the company. So the issue was not that women were leaving the
organization or not getting promoted.  

The company looked at hiring and discovered they hired almost every woman who applied, and they
stayed. The problem wasn’t hiring. The problem was that only a handful of women would apply. So
the company had to increase the number of female applicants in order to increase their numbers in
the organization. That is why looking at all five of the data points are critical to understand where
your gap is in the workplace.

After they realized this, their goal for recruiting on college campuses was to have women in the
organization doing the recruiting and talking about why it was a good place to work. When they
started doing that, they got more women applying. That’s why it's important to understand how you
got to your numbers.

Q: What are the requirements for inclusion and diversity to be successful in an organization?

A:

Strategy & Rationale: For inclusion and diversity to progress and be successful in an organization,
you have to have a strategy and a rationale that are tied to the business objectives of the company.

Leadership: You have to have senior leadership activities and visible role-modeling and support.

Accountability and Transparency: You've got to be out there holding people accountable. You have
to be honest and open about what you're trying to do. Admitting that you're “not there” yet as an
organization is totally fine.

Communication: How did we get to a culture of safety? By constant reinforcement, constant
reminders, and constant recognition of the positive when there isn’t an accident or an injury. It's th
same with inclusion—you need to be reinforcing the positive as well as fixing the negative. And th
messaging needs to be ongoing. Recognition is part of communication, so those are the same.

Recognition: We've made the mistake in the past of always focusing on the negative. There’s a
tendency to say, “We're going to fix this. We're going to fix that. This is wrong. That's wrong." We
have not celebrated things that are working and/or things that people and individuals do to model
inclusion and to call that out as well.
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Engagement and Measurable Results: One of the things that we're finding in the research is when
you do employee engagement surveys, or employee satisfaction surveys, they’re actually measurin
inclusion after the fact. They tell you that you either have a problem or you don't. What we're
finding now is it’s better to do what we call “Inclusion Accelerators” ahead of time. Ask employee
questions like, "Is your manager giving you new opportunities to develop new skills?" Asking
questions like that on the front-end helps so you don't get to a bad employee satisfaction score on
the back-end. You can see where you're going and take care of it ahead of time.

Innovation: What are you doing that's helping to drive the innovation in inclusion and diversity?
What can we do differently? Think outside the box.

Q: Once you start your inclusion and diversity program, how do you then create buy-in across the
organization?

A: No one is going to buy in unless your leaders are explaining why it's important and what they are
personally doing. They need to be courageous, vulnerable, and talk about it themselves.

The next part is being able to articulate and tie what things you're trying to do to how it's going to
improve the business. Everyone wants to make their business better. It benefits everyone when you
increase your sales, your revenues, and your innovation.

The other part is how do you get buy-in all the way through the organization? There is a term called
the "frozen middle," where a lot of inclusion and diversity falls apart. That's where it's really critical
to tie it to the business objectives of the company.

The one thing that a lot of companies don't do is add accountability. Accountability all the way
through the organization also helps get buy-in because, again, it ties everyone together in working
toward a common objective.

You also have to show that you genuinely mean what you're trying to change. Trust and safety are
also critical. Employees have to feel what we call “psychological safety.” That’s when they bring up
things or talk about challenges, and their boss and their team have their back. They know there are
not going to be repercussions for talking. They know there will be learning, perspective sharing, and
understanding.That's one of the hallmarks of inclusion. Then they feel that they can trust the
organization and trust the decisions that are being made. They feel valued in their work, they feel
that they're contributing, and their work is being recognized.

Q: What is one big takeaway you’d like to leave with readers?

A: Our research shows that 45% of an employee’s feelings of inclusion are directly attributed to their
manager. Inclusion and diversity are about changing behaviors and changing mindsets. People leave
supervisors, not firms. So this is why it's important that inclusion and diversity become a very
personal thing for everyone.
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Valerie Jackson
Senior Director of Global Inclusion and Diversity

We have to get to people's hearts and minds—not just minds— aligned with the data. We have to get
them to really believe in it. Inclusion and diversity involve long-term reinforcement, constant
communication, and you have to consistently reinforce that. You just have to keep going.

Visit catalyst.org for more research, practical tools, and proven solutions on how to accelerate and
advance women into leadership.

https://blog.procore.com/author/valerie/
https://www.catalyst.org/
https://www.catalyst.org/
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30 SEPTEMBER 2020 / DIVERSITY, INCLUSION, & BELONGING

Building for Change: How To Measure

Success for Workplace Inclusion and

Diversity

Corporate inclusion and diversity programs help create a

more inclusive culture that drives diversity. This can lead to

higher employee engagement and better business results.

But for companies that are just beginning their inclusion and

diversity journey, where should they start? Most importantly,

https://blog.procore.com/tag/diversity-inclusion-belonging/
https://blog.procore.com/
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how do they gauge success along the way? What metrics

are useful to track progress?

We sat down with Martha Feeback, Senior Director,

Corporate Relations at Catalyst, Inc. to learn more. Catalyst,

Inc. is a global nonprofit working with some of the world’s

most powerful CEOs and leading companies to help build

workplaces that work for women. Founded in 1962, Catalyst,

Inc. drives change with pioneering research, practical tools,

and proven solutions to accelerate and advance women into

leadership.

In the following Q&A, Martha offers tips to consider when

starting an inclusion and diversity program, how to measure

success, ways to ensure employee buy-in, and more.

Q: Can you start us off by giving a brief overview of the

current state of inclusion and diversity in the construction

industry? And has the pandemic affected inclusion and

diversity?

A: Pre-pandemic, there was a massive labor shortage and

an aging workforce—in the US in particular. How do you

attract the new talent when 85% of all people coming into

the workforce in the US are minorities and women? The

answer is you're going to have to hire from diverse talent.

That’s where inclusion and diversity really come in. As an

organization and/or industry, you have to convince a diverse

https://www.catalyst.org/
https://www.catalyst.org/
https://www.catalyst.org/
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workforce that there’s an opportunity for them.

Q: If a company wants to create an inclusion and diversity

program, what are some things they might want to

consider?

A: You have to understand where your organization is.

Where are your knowns and your unknowns? Until you know

those pieces and look at what insights are going on in your

organization, you can't start anywhere. You need to know

why the numbers are the way they are. Understand where

your employees see the positives and negatives in your

organization. Get into those insights, ask the right

questions, and understand what the root causes are. 

Q: What are key workforce metrics for companies?

A: We look at five key workforce metrics.

�. Representation: Where are the gaps? Whether it’s by

level or department, you need to be able to look at

more than the pure numbers, particularly by level. A

lot of times we look at certain departments such as

marketing or human resources and say there are

plenty of women. Well, those are not the line

management components of the organization. Those

are not the jobs and the areas that typically



5/24/22, 12:21 PM How To Measure Success for Workplace Inclusion and Diversity

https://blog.procore.com/building-for-change-how-to-measure-success-for-workplace-inclusion-and-diversity/ 4/13

accelerate you to the CEO level.  

�. Hiring: Are you bringing in diverse talent? And within

that, if you have 10 women on the slate, are you only

hiring one and you're hiring 50 men? Or are you hiring

all 10 and then they leave? Is senior leadership hiring

diverse as well as entry level recruits? You have to

measure by levels and departments. 

�. Turnover: Women leave STEM industries, including

construction, at five times the rate of other

industries. When you have that voluntary turnover—

and you have women and/or underrepresented talent

leaving the pipeline as they're going up in your

organization—that's obviously a huge cost loss,

knowledge base, and lost money for the company.

You have to understand why they're leaving.  

�. Promotions: Who's getting the promotions? Is it that

for every 10 men you promote you only promote one

female? You have to look at the big picture. 

�. Time in Position: How long are individuals staying in

their roles? Women and minorities are typically in

their roles a lot longer than men. When white men are

85% of all senior leadership, you're never going to

move that needle if the path is a very long and slow

path. That goes back to research that says that
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women are promoted based on performance and

proving themselves over and over and over again.

Men are promoted based on potential.

Q: Why do you have to look at more than just numbers

when measuring inclusion and diversity?

A: Diversity is a number. Inclusion is action. Just looking at

your numbers isn't going to get you action either. You have

to understand why those numbers are the way they are. I

have a great example of a Science, Technology, Engineering,

and Math (STEM) company that had only 9% women in

management. They wanted to get to 15%. After assessing all

the measurements, they found that their voluntary turnover

of women was only 8% which was lower than the men’s

voluntary turnover. And that’s a very low number for women

in general for STEM, so that was good for them—women

loved working at the company. So the issue was not that

women were leaving the organization or not getting

promoted.  

The company looked at hiring and discovered they hired

almost every woman who applied, and they stayed. The

problem wasn’t hiring. The problem was that only a handful

of women would apply. So the company had to increase the

number of female applicants in order to increase their
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numbers in the organization. That is why looking at all five of

the data points are critical to understand where your gap is

in the workplace.

After they realized this, their goal for recruiting on college

campuses was to have women in the organization doing the

recruiting and talking about why it was a good place to work.

When they started doing that, they got more women

applying. That’s why it's important to understand how you

got to your numbers.

Q: What are the requirements for inclusion and diversity

to be successful in an organization?

A:

Strategy & Rationale: For inclusion and diversity to

progress and be successful in an organization, you

have to have a strategy and a rationale that are tied

to the business objectives of the company.

Leadership: You have to have senior leadership

activities and visible role-modeling and support.

Accountability and Transparency: You've got to be

out there holding people accountable. You have to be

honest and open about what you're trying to do.

Admitting that you're “not there” yet as an
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Admitting that you re not there  yet as an

organization is totally fine.

Communication: How did we get to a culture of

safety? By constant reinforcement, constant

reminders, and constant recognition of the positive

when there isn’t an accident or an injury. It's the same

with inclusion—you need to be reinforcing the

positive as well as fixing the negative. And the

messaging needs to be ongoing. Recognition is part

of communication, so those are the same.

Recognition: We've made the mistake in the past of

always focusing on the negative. There’s a tendency

to say, “We're going to fix this. We're going to fix that.

This is wrong. That's wrong." We have not celebrated

things that are working and/or things that people and

individuals do to model inclusion and to call that out

as well.

Engagement and Measurable Results: One of the

things that we're finding in the research is when you

do employee engagement surveys, or employee

satisfaction surveys, they’re actually measuring

inclusion after the fact. They tell you that you either

have a problem or you don't. What we're finding now

is it’s better to do what we call “Inclusion

Accelerators” ahead of time. Ask employees
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questions like, "Is your manager giving you new

opportunities to develop new skills?" Asking

questions like that on the front-end helps so you

don't get to a bad employee satisfaction score on the

back-end. You can see where you're going and take

care of it ahead of time.

Innovation: What are you doing that's helping to drive

the innovation in inclusion and diversity? What can

we do differently? Think outside the box.

Q: Once you start your inclusion and diversity program,

how do you then create buy-in across the organization?

A: No one is going to buy in unless your leaders are

explaining why it's important and what they are personally

doing. They need to be courageous, vulnerable, and talk

about it themselves.

The next part is being able to articulate and tie what things

you're trying to do to how it's going to improve the business.

Everyone wants to make their business better. It benefits

everyone when you increase your sales, your revenues, and

your innovation.

The other part is how do you get buy-in all the way through

the organization? There is a term called the "frozen middle,"

where a lot of inclusion and diversity falls apart. That's
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where it's really critical to tie it to the business objectives of

the company.

The one thing that a lot of companies don't do is add

accountability. Accountability all the way through the

organization also helps get buy-in because, again, it ties

everyone together in working toward a common objective.

You also have to show that you genuinely mean what you're

trying to change. Trust and safety are also critical.

Employees have to feel what we call “psychological safety.”

That’s when they bring up things or talk about challenges,

and their boss and their team have their back. They know

there are not going to be repercussions for talking. They

know there will be learning, perspective sharing, and

understanding.That's one of the hallmarks of inclusion. Then

they feel that they can trust the organization and trust the

decisions that are being made. They feel valued in their

work, they feel that they're contributing, and their work is

being recognized.

Q: What is one big takeaway you’d like to leave with

readers?

A: Our research shows that 45% of an employee’s feelings of
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Valerie Jackson
Senior Director of Global Inclusion and Diversity

READ MORE

inclusion are directly attributed to their manager. Inclusion

and diversity are about changing behaviors and changing

mindsets. People leave supervisors, not firms. So this is why

it's important that inclusion and diversity become a very

personal thing for everyone.

We have to get to people's hearts and minds—not just

minds— aligned with the data. We have to get them to really

believe in it. Inclusion and diversity involve long-term

reinforcement, constant communication, and you have to

consistently reinforce that. You just have to keep going. 

Visit catalyst.org for more research, practical tools, and

proven solutions on how to accelerate and advance women

into leadership.

https://blog.procore.com/author/valerie/
https://blog.procore.com/author/valerie/
https://www.catalyst.org/
https://www.catalyst.org/
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Introduction
As organizations around the globe contemplate the future of work, 
inequities highlighted by events of the past few years have created a 
reckoning for their diversity efforts. New challenges are often being 
layered on top of old problems, including the persistent barriers 
within some corporate cultures that can undermine opportunities 
for underrepresented groups, and businesses and their policies 
have been put under a microscope.

Increasingly, consumers and employees1 are pressuring 
organizations not only to take a public stance on inequality and 
racism,2 but also to back up those promises with action and results. 
For decades, diversity and inclusion initiatives have dominated the 
corporate response to inequity. And while many businesses have 
made progress in becoming more diverse and inclusive, their efforts 
have yet to fundamentally change economic and social outcomes 
for millions of people.

For example, the results of the Minority Corporate Counsel 
Association’s 2020 Fortune 1000 General Counsel survey3 portray 
a story of progress, but one with plenty of missed opportunities. 
Based on recent vacancies:

Women filled 33% of Fortune 1000 general 
counsel openings.

Underrepresented racial and ethnic groups filled  
14% of openings.
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Examine your status quo
Even with broad diversity, equity, and inclusion (DEI) programs in 
place (and with the formation of entities focused on addressing DEI 
issues within the legal profession) many firms and corporations are 
still working to find a way to plug leaks in the legal talent funnel.

According to Law360 data from August 2021,4 attorneys who identify 
as Hispanic/Latino, African American/Black, Asian American, Native 
American or Alaska Native, Native Hawaiian/Pacific Islander, and two 
or more races make up 18.1% of all attorneys and 9.7% of equity 
partners in the US law firms they surveyed. While those numbers are 
up since Law360 began tracking this data (in 2014, the numbers were 
14.1% and 7.1%, respectively), the increases are “incremental” at best. 
Meanwhile, students in these same identity groups have occupied 
more than 20% of law school seats for more than two decades.5 In 
fact, Harvard Law School reports that “students of color” make up 
56% of its class of 2024.6 And while the “all lawyers” population in 
the Law360 report seems to be approaching 20%, the single digit 
number in the equity partner ranks may be demonstrative of the 
leaking talent pipeline.

Indeed, the discrepancy between the total number of students who 
identify as Hispanic/Latino, African American/Black, Asian American, 
Native American or Alaska Native, Native Hawaiian/Pacific Islander, 
and two or more races, compared with the number who continue 
on in the profession, whether in a firm or as part of an in-house 
legal team, may come down to a systemic failure to create a variety 
of pathways to success. “As general counsel and leaders of our 
respective legal functions, we need to look at the entire experience,” 
says Deloitte LLP general counsel Ben Campbell. “If people are 
graduating from law school but not coming into the corporate world, 
we’re failing to create a culture and talent experience to attract, 
retain, and advance them. The profession needs to look at creating 
environments that are productive and welcoming to people of 
different backgrounds. If we’re not talking about retention as much 
as we’re talking to them about recruitment, everyone is destined to 
fail.”

3

FIGURE 1

Diversity representation shrinks on path to firm leadership

Law school graduates Associates Partners

10.8%26.9%30.7%

Source: Law360 Pulse Magazine7
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Evolve the conversation to include equity
One way to start is to broaden your expectations of DEI efforts, 
starting with a shift to equity. But understand: Equity isn’t a program 
or an initiative. Equity is an outcome, and it’s achieved when all 
people have fair access, opportunity, resources, influences, and 
power—everything they need to succeed and thrive.

And as discussed in The equity imperative,8 equitable outcomes 
should fall under the purview of every C-suite leader, which may be 

a departure for some businesses. In the past, DEI efforts have often 
been left to human resources leaders or DEI-related teams to figure 
out. However, real change requires every leader in an organization to 
implement and promote DEI programs, leaning on the expertise of 
DEI officers, as well as to exercise their influence across their entire 
business ecosystem (from relationships to products, services to 
spend, and governance to external interactions) to achieve equity.

In a recent survey by Deloitte, C-suite leaders were asked, “Specific to your role, where do you have influence over DEI efforts?” If 
the goal is to have shared responsibility for DEI efforts across the C-suite, these results show that there is room for improvement 
and that leaders may need to be better empowered to leverage their influence to drive stronger equity outcomes.

Unfortunately, the full extent of that influence appears to be rarely 
used. In a recent Fortune/Deloitte survey10 of 125 CEOs, 91% of chief 
executives said they’re investing in their talent life cycle within the 
workforce sphere to drive DEI initiatives. But only 22% said they’re 
investing in DEI within their product or service portfolios, and fewer 
than half are prioritizing equity within supplier relationships. Equity 
needs to be more than just talent.

For C-suite leaders, like the CLO, achieving equity may not be 
about doing more; it’s about evaluating whether your existing 
responsibilities and ongoing work as CLO are adequately 
promoting equity, as well as creating new equitable outcomes and 
opportunities within your organization.

Influence varies by role, but most see their influence in externally facing efforts

Executive survey: Q29. Specific to your role, where do you have influence over diversity, equity, and inclusion (DE&I) efforts?
N = 1,099
Source: Deloitte Global Marketing Trends Executive Survey9

Content development 21% 24% 28% 33% 19% 12% 23% 22%

The entire organization's talent model 21% 22% 26% 26% 19% 19% 24% 27%

Your function's talent model 22% 29% 29% 29% 20% 16% 26% 22%

Community engagement 23% 26% 29% 23% 20% 33% 24% 18%

Brand imagery and messaging 28% 25% 33% 28% 30% 24% 21% 22%

The organization's purpose 28% 26% 38% 30% 26% 32% 27% 27%

Product and service design 29% 34% 26% 33% 30% 22% 27% 22%

Business partner selection 36% 32% 44% 35% 39% 25% 27% 29%

AI solutions 36% 40% 35% 41% 39% 19% 29% 27%

Data and research 39% 35% 45% 51% 39% 35% 33% 32%

Technology platforms 39% 40% 45% 46% 40% 35% 33% 24%

Total respondents 1,099 129 86 80 556 85 84 79

Area of influence Total CEO CFO CIO CMO CHRO COO CLO

https://www2.deloitte.com/content/dam/Deloitte/us/Documents/about-deloitte/us-the-equity-imperative.pdf
https://www2.deloitte.com/us/en/pages/chief-executive-officer/articles/ceo-survey-gauging-priorities.html
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Forge a new way forward
With that in mind, Deloitte designed the Equity Activation Model11 to help businesses address how they can achieve equity both within and 
outside of their own organizations, structured around three primary spheres of influence: workforce, marketplace, and society (figure 1).

Figure 1. The Equity Activation Model

Enablers and 
organizational cultureDenotes the activators

within each sphere of influence

Spheres of influence

Society

Community impact
and partnership

Products
and services

Marketing
and sales

Access

Advancement

Enablement

Supply
chain

Standards
and policy

Ecosystems
and alliances

Marketplace

Workforce 

Each sphere includes “activators” (key areas of activity and everyday choices) through which leaders can exert their influence to activate equity.

For a CLO, there are several examples of responsibilities that can help drive equity:

“Like any leader, the CLO has an opportunity to drive impact at the organizational level and the individual level. Both are powerful and 
necessary for lasting change. Often, the CLO may focus on the organizational level, as that is where their fiduciary duty may lead them: 
championing supplier diversity efforts, partnering with HR and/or DEI on pay equity reviews, and building a diverse board of directors. 
However, their individual influence is just as powerful when they demonstrate equity in their promotions, their recognition efforts, mentoring 
and sponsorship, and modeling the way as an inclusive leader. Every leader has this opportunity, but CLOs have a uniquely broad audience 
within their companies and beyond,” says Valerie Jackson, chief diversity officer at Zuora, lawyer, and former practicing attorney.

Workforce: Enabling the organization to make positive change and helping leaders understand the risks associated 
with not taking action around DEI initiatives; understanding the corporate governance framework and expectations 
for DEI; crafting equitable employee policies that protect the most vulnerable employees; ensuring fair and thorough 
investigations into employee harassment and discrimination cases; complying with new and existing diversity 
regulations; holding legal department leaders accountable for the design and implementation of inclusive talent 
strategies for the legal function; and understanding how DEI intersects with immigration law

https://www2.deloitte.com/us/en/pages/about-deloitte/articles/act-now-the-racial-equity-imperative.html
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Marketplace: Considering the diversity of law firms and legal services providers when deciding to outsource legal 
matters; partnering with law firms and service providers to advance DEI strategies; enabling business leaders to 
consider and design customer experiences that support a diverse customer base; and actively working to shape and 
cultivate a strong and inclusive brand

Society: Leading on issues of ESG, including DEI, and clearly communicating with the board and other stakeholders 
the value of taking a position with respect to equity and issues of racial justice; promoting transparency, effort, and 
accountability to address potential racial inequity that could inform proxy voting policies, shareholder proposals, and 
investor engagement priorities; engaging with the community by providing pro bono services; financially supporting 
community organizations; setting and influencing rules and standards; advocating for and driving political and social 
change; and preparing diversity data (for the organization broadly and the legal function specifically) for external 
publication as a commitment to the organization’s DEI goals

Darwin Conner, US chief diversity, equity, and inclusion officer at Eversheds Sutherland and a former law firm equity partner, believes that 
lawyers need to be aware of the systemic inequality that can later impact the careers of some lawyers within their firms. He says, “For lawyers 
who may be first-generation attorneys, or don’t have familial or community exposure to the professional networks that others may have, 
somewhere around the fifth or sixth year of practice they realize that they do not have and may never develop the types of relationships that 
will generate multimillion-dollar books of business. And the perception that, without that, a lawyer cannot be successful in certain law firm 
environments leads many to pursue opportunities where the skills they have built in law firm practice are valued, even if they are otherwise 
satisfied with the ‘technical’ aspects of their practice.” Conner suggests that leaders must think broadly about these types of potential 
inequalities and work toward initiatives that seek to resolve them. 

Within your spheres of influence, take a hard look at your outcomes 
and your organizational culture as context for those outcomes. 
In this case, culture is synonymous with organizational behaviors, 
which are informed by organizational values, built on underlying 
beliefs and assumptions. Can you identify any assumptions (or 
orthodoxies) inhibiting equity within your organization?

Here’s one common example: “Diversity means lowering the bar.” 

The assumption here is that there are not enough “qualified” 
candidates to build representative, diverse cohorts and teams, which 
relies on two underlying beliefs:

1. There is a correct definition of “qualifications,” or what is required 
to be successful in your organization; and 

2. Organizations should only consider narrowly defined  
and/or limited sources or pools of potential talent, filtering out 
potentially highly qualified candidates who don’t neatly fit into 
those definitions.

Think about your most pressing business priorities and the decisions 
and actions that you make regularly. Are they being informed by 
assumptions such as this, that may contribute to systemic inequity?
If your organization lacks diversity in its leadership, or even within 
associates’ ranks, examine your hiring, promotion, and retention 
processes to see where they are prone to pitfalls that reinforce 
inequitable results: 

Challenge old patterns to drive  
better results12
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 • Pitfall: You have different standards for different people.  
Are you holding some cohorts to different standards than their 
White or male colleagues, even unconsciously? Are you asking 
some employees and candidates to prove themselves over and 
above other candidates who may advance on mere potential?

A study by Nextions, Written in Black & White,13 is a good illustration 
of the invisible barriers that may exist for Black legal candidates. In 
this study, researchers drafted a research memo from a hypothetical 
third-year litigation associate, “Thomas Meyer,” that focused on the 
issue of trade secrets in internet startups. They deliberately inserted 
22 errors, which varied from spelling to analysis. The memo was then 
distributed to 60 law partners, who believed they were assisting in 
a study on writing competencies in young attorneys. However, half 
the memos said Thomas was Black, while the other half said he was 
White. The result? Using the same memo, the White Thomas Meyer 
(“has potential”) received a 4.1/5.0 rating, while the Black Thomas 
Meyer (“can’t believe he went to NYU”) averaged a 3.2/5.0 rating.

 • Pitfall: Your net is too small. Are you focusing on vague, informal 
criteria such as “cultural fit” and “likeability,” which tend to reinforce 
the status quo? And if you’re recruiting in the same ways and same 
places, using the same tools, how will you be able to tap into new 
pools of talent?

“The talent is out there, but we can’t continue to look in the same 
places; we need to open up our perspectives,” Campbell says. “The 
other thing that was eye-opening for me is that pouring water into 
the hiring bucket is important to this, but the bucket often has a hole 
in it, and the talent is leaving at the same or a faster rate than you’re 

pouring it in. You’re never going to make any progress that way, so 
you need to look at the totality of the talent life cycle.”

Challenging orthodoxies15 is a multistep process: acknowledge they 
exist, address them directly, dismantle the systems or processes 
they sustain when those systems or processes result in inequitable 
outcomes, and build systems and processes with the intention and 
objective of achieving equitable outcomes.

What might that look like?

Consider taking a baseline action, such as broadening your selection 
requirements (e.g., knowledge, skills, and abilities) and reexamine 
and articulate what it takes to be successful in certain roles. One 
opportunity Conner is exploring is the integration of technology into 
the hiring process: “I am trying to understand the role of companies 
that provide a product that leverages algorithms developed by 
assessing firm needs and distilling the skills most relevant to a given 
role. The goal is to reduce inconsistencies in the evaluation of talent 
and promote equity, which should lead to greater diversity.”

In addition, acknowledge the diversity of your recruiting pipeline and 
proactively invest in skill, curriculum, and career path development 
across a wider array of methods that provide a racially, ethnically, and 
gender-diverse talent pool. Where possible, hold major talent sources 
accountable for providing a diverse slate of candidates. And within 
your organization, establish a formal program to connect successful, 
networked lawyers with more junior colleagues from other cohorts.

COVID-19–related shifts in workplaces may provide opportunities for examining orthodoxies that previously went unaddressed, 
says Jackson. One orthodoxy: “We all speak the same language.” The assumption is that everyone derives the same understanding 
from meetings and materials. However, cultural differences and newly virtual and highly dispersed work environments can create 
understanding gaps that feel like playing a game of telephone. Investing in cultural awareness education and strengthening 
psychological safety on teams so that employees feel comfortable asking questions can increase the likelihood that team members 
are on the same page when executing and bonding. Execution and bonding are equally important, for the latter impacts the former. 
Increasing psychological safety improves both and can also increase comfort levels for reporting issues and supporting compliance 
efforts, reduce absenteeism, and decrease instances of fraud and theft.

Another example: “Everyone has the same opportunity to advance.” The assumption here is that everyone in the organization who 
wants to progress can. However, when examining your promotion data, you may learn that employees based in or near 
headquarters advance more quickly than employees based in other geographies, for example. As companies navigate the Great 
Reshuffle14 and the new future of work, are CLOs (and their companies) setting themselves up for success if their promotion 
decisions are based on a limiting belief like proximity bias? In multinational businesses, the legal function is often one of the more 
geographically dispersed departments. Rooting out unconscious biases like proximity bias is crucial for improving 
equitable outcomes.

Attributed to Valerie Jackson, chief diversity officer at Zuora, lawyer, and former practicing attorney.

https://www2.deloitte.com/content/dam/Deloitte/us/Documents/orthodoxies.pdf
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According to Ashley Smith, Risk & Financial Advisory managing director at Deloitte Transactions and Business Analytics LLP, recent 
Deloitte research indicates that legal functions need talent with skills in project management, data analytics, and legal technology. 
“Only about one-third of survey respondents felt they have the right people doing the right work, and a majority (71%) felt that 
their organization did not have the right learning and development training to support business needs.”16

One solution, says Smith, is to reevaluate the entire hiring process, closely examine roles and responsibilities, redefine the skills 
that are critical to success for the legal function, and then hire differently. Another, she goes on to say, is to build the training and 
development framework internally to better equip existing talent to navigate the evolving demands on the legal function 
successfully. “Both options provide an opportunity to examine equity outcomes and build in better processes for enabling success 
for diverse talent.”17

A bolder courageous action is to create sources of talent rather 
than recruiting from traditional ones. Invest in curriculum changes 
at universities and law schools to develop the skills and traits that 
your organization is seeking. In order to nurture the talent already 
within your organization, provide support to your sponsors to help 
them better grasp the unique challenges faced by underrepresented 
groups and the subtle ways bias impedes success in various settings. 
And further, hold those sponsors accountable for the successful 
preparation and advancement of their mentees.

Another orthodoxy example: “Taking bold action around DEI is too 
risky for our business.”

The underlying assumption is that it is riskier to take a stand and act 
than it is to stay silent. However, dismantling this thinking requires 
recognizing that legal risk is manageable and needs to be balanced 
against all other risks. “It can become an impediment to think too 
much about legal risk and ignore all the other risks associated with 
this topic; there are legal risks in everything we do,” Campbell says. 
“Choosing not to act is a choice, and there are risks associated with 
inaction, which may be worse.”

DEI presents an opportunity for the CLO, as a member of the senior 
leadership team, to enable the organization to acknowledge its 
current state and drive for improvement because the CLO is well-
positioned to understand and communicate risk.

For example, Campbell cites the risk of falling behind in the ability 
to recruit, hire, and retain the best talent. “If we are passive, there is 
the risk that we will lose out in the talent market because the people 
we’re competing for will look at us and say, ‘This organization is out 
of step, and I don’t want to be associated with it.’ And diverse talent 
will look at us and say, ‘That’s not a place I want to go.’ And we’ll lose 
people internally who will start to think that the firm is not taking the 
steps they feel are important.”

DEI is not just important to some; it is increasingly an important 
consideration for many. Campbell’s comments allude to the evolving 
and changing expectations of the workforce related to DEI; workers 
are more critically examining the DEI initiatives of employers and 
making employment decisions based on those initiatives.18 DEI 
is also a topic of increasing importance to boards, investors, and 
consumers and is increasingly finding a place in ESG initiatives and 
reporting.19

The potential action to move toward equity is to be realistic and 
transparent. “By collecting and publishing [diversity] data, we 
know our own data because we’ve taken the steps of collecting it 
ourselves,” Campbell says. “Plus, then it’s part of the overall firm’s 
efforts to address the societal inequities in which we all operate.”

Ultimately, both baseline and courageous actions can be applied to 
help dismantle the effects of societal inequities and promote more 
equitable outcomes within your organization.

https://www2.deloitte.com/content/dam/Deloitte/us/Documents/human-capital/us-alternative-workforce.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/center-for-board-effectiveness/us-deloitte-ESG-corporate-purpose-in-disrupted-world.pdf
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Define measurable goals, in five parts
Just as business leaders focus on financial and operational outcomes (rather than just inputs), CLOs must also focus on the outcomes of their 
efforts to drive equity. This means identifying tangible goals, or measurable objectives, to make your intentions real. But it’s important to 
clarify that a tangible goal is not the same as a quota.

“The distinction is important,” Campbell says. “We’re not talking about quotas or targets, but if you come up with some objectives—where 
you want to go, such as being more consistent with society’s demographics—that allows you to go back and discuss progress, it’s using 
measurement to see how you’re doing and looking to where you can improve.”

Make your objectives measurable,20 with five considerations:

Clearly communicate what your tangible goals do and do not mean. For example, let’s say your goal is building 
an equitable, diverse legal function. Defining that as a measurable goal means being specific. Jackson adds, “Create goals 
and objectives that are directly linked to your organizational values and are designed to measure what matters for your 
organization. This strengthens the notion that DEI work is connected with the company's ethos, unique profile, aspirations, 
and business success. For example: Measuring the diversity of your workforce is important, and disaggregating the data 
to see how the various groups exist at all levels and in all areas (and how they progress, or don’t) is even more important 
because it drives toward understanding the specific talent experiences of all of your employees. Additionally, having a goal 
around diversity in leadership is just as important as having a broader workforce goal. Leadership teams that are diverse 
in background, professional experience, and tenure, as well as geography and cultural fluency, help deliver better business 
results and higher profits over time.”

Goals should incorporate other measures, not just diversity. We’ve established that solely focusing on diversity misses 
the opportunity to make more significant change in the makeup of legal functions. To achieve equity, CLOs need to ensure 
their goals also include and assess inclusion, which is imperative for retention and higher engagement. For example, 
Deloitte Australia research21 shows that inclusive leaders can increase individual feelings of inclusion (respect, value, and 
belonging) by up to 70%, which can translate into a 17% increase in team performance and a 29% bump in collaboration. 
Jackson suggests a few sources of data to get a better picture of inclusion: “Consider employee engagement scores, exit 
interview themes, turnover rates, hiring and termination rates, compensation analysis, and promotion velocity across the 
same roles and geographies to develop a more robust understanding of outcomes. Perhaps most importantly, be open to 
the stories your data tells you. Formulate your hypotheses based on both quantitative and qualitative data, and invest in the 
tools that will deliver that data with integrity.”

Make goals a business priority by attaching accountability metrics for leaders. This could look something like 
the implementation of a certification system for hiring and promotion. One example of a certification system in the legal 
field “measures whether [an organization has] affirmatively considered at least 30% women, attorneys of color, LGBTQ+, 
and lawyers with disabilities for leadership and governance roles [such as] equity partner promotions, formal client pitch 
opportunities, and senior lateral positions.”24 CLOs could use such a certification system to hold legal function leaders 
accountable for equitable outcomes on internal opportunities and may also ask that the external legal service providers 
they hire use a similar certification process. Another option for prioritizing accountability metrics could be to link equitable 
outcomes in hiring, promotions, and sourcing to the performance evaluations of legal department leaders.25

1

2

3

https://www2.deloitte.com/us/en/insights/deloitte-review/issue-22/diversity-and-inclusion-at-work-eight-powerful-truths.html
https://www2.deloitte.com/us/en/insights/deloitte-review/issue-22/diversity-and-inclusion-at-work-eight-powerful-truths.html#endnote-sup-24
https://www2.deloitte.com/us/en/pages/finance/articles/cfos-raise-their-expectations-for-growth-across-key-metrics.html
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4

5

Include recognition and reward. Acknowledgment of high achievers can provide a carrot for leaders to deliver results, but 
consider tying compensation to equity outcomes as a financial carrot. By linking a percentage of executive pay to their DEI 
goals, you’re telling leaders that these DEI issues are part of their job.

Be transparent in your progress. As diversity becomes more of a prerequisite for future generations,26 it’s imperative 
to show both your employees and potential candidates that you’re taking action to create equitable outcomes and making 
changes if your progress doesn’t align with your goals. It is important to note, however, that if goals are numeric, they could 
be perceived as quotas and efforts to achieve the numbers must be acknowledged, even when the full numeric goal isn’t 
attained; in other words, it is important to focus on progress toward equitable outcomes, not simply numbers.

FIGURE 4

How leaders rate their inclusiveness versus how employees see them
The worst leaders have a rosy view of themselves, while the best underrate their skills.
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Source: Harvard Business Review23

A study22 published by Harvard Business Review shows that leaders are often not good judges of their own inclusiveness. When the 
study compared leaders’ self-ratings with ratings of them by bosses, peers, and subordinates, they found that self-ratings of 
inclusiveness are often misaligned with ratings by others on inclusiveness.
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Place equity at the center 
of things
Every CLO has the opportunity to embrace an equity-obsessed 
mindset. What that requires is thinking beyond a checklist of actions 
to take and finish, and placing equity at the center of every decision 
within your spheres of influence.

It will be an adjustment for some. Thinking of equity as a desired 
outcome takes constant, sustained commitment from leaders and 
team members, especially when it is uncomfortable or unpopular. 

Change is hard. However, your efforts can pay dividends. When 
you address issues with the most marginalized groups within your 
workforce, it often benefits other groups, and all members of the 
team may benefit. And if leaders can be proactive about equity, 
making it inherent within all of the organization's actions, from policy 
development through implementation to measurement, can go a 
long way to building new systems that may result 
inequitable outcomes.

Additional resources:

2021 Diversity, Equity, and Inclusion (DEI) Transparency Report Executive Summary

The equity imperative

Support your Black workforce, now

The myths that undermine racial equality at work

Fostering an inclusive culture at work

https://www2.deloitte.com/content/dam/Deloitte/us/Documents/about-deloitte/dei-transparency-report-executive-summary.pdf
https://www2.deloitte.com/content/dam/Deloitte/us/Documents/about-deloitte/us-the-equity-imperative.pdf
https://www2.deloitte.com/us/en/pages/human-capital/articles/support-your-black-employees.html
https://www2.deloitte.com/us/en/pages/about-deloitte/articles/the-myths-that-undermine-racial-equity-at-work.html
https://www2.deloitte.com/us/en/pages/about-deloitte/articles/building-an-inclusive-culture-at-work.html
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