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Equity, inclusion & diversity (EI&D) is often
regarded as a set of preachy “eat your greens”
issues that organizations are socially pressured
into adopting. This attitude towards EI&D is
outmoded and out of touch with the complex
socioeconomic conditions which organizations
operate in today. In fact, it is becoming apparent
that the discipline of fostering EI&D makes
organizations more responsive, more resilient,
better informed and better able to recruit and
retain employees.
There are strong operational and moral
imperatives for diversity. A diverse workforce
can bring a broad range of experiences
and views to bear on the complex business
challenges of this time. Organizations are also
a moral perspective, and indeed expect it as a
normal condition of life.
However, simply having a broad diversity of
employees, while necessary, is not in itself
also become more inclusive. Gender and
nationality, two key elements of diversity, can
how employees feel an organization treats
them in relation to their diversity. This makes
Organizations are keen to have clear
operationally and implement policy. To this
end, the International Institute for Management
Development (IMD), sponsored by Philip Morris
International (PMI), undertook with full editorial
academic literature, consultants’ approaches,
and corporate case histories to review current
best practice to measure inclusion. Part 2
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movements and socioeconomic factors that have
facilitate inclusion, introducing the Inclusion Net
Promoter Score (iNPS).
This Early 2022 Summary is designed to
and conclusions.
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Inclusive
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Summary
The business case for EI&D is well researched
and well documented. We therefore started
work that leading academics, consultants and
corporations have carried out to foster it. It
became clear, as outlined below, that several
factors have made it impossible to establish
broadly agreed benchmarking metrics to track
diversity and inclusion across industries.
For diversity, legal constraints in many countries
make it impossible to gather data on important
dimensions such as race and sexuality.
Consequently, organizations cannot reliably map
and track their own diversity, nor compare it with
that of other organizations.
Inclusion is even more of a conundrum. Differing
measured. Some models of inclusion highlight
personal needs for feelings of “belongingness”,
“uniqueness” and “authenticity”. Others focus
on organizational needs for participation and
fairness. Even where different organizations
focus on the same elements of inclusion, there is
no common approach to the nature and number
of questions included in their surveys.
Apart from gender and nationality, whichever
other elements of diversity are measured, the
process of measurement inevitably involves
individuals completing self-report questionnaires.
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inclusion for all employees. On each question,
it is not possible to determine to what extent
by how they think they “should” respond. Then,
for surveys as a whole, there is the challenge of
balancing practicality and thoroughness. Longer
depth, but with the risk that respondents get tired
of answering; shorter surveys are more practical
but risk missing important information.
The timing, frequency and locality of surveys also
vary too widely to permit standardized metrics
survey including questions on inclusion, and
sends out short surveys every day to a random
selection of employees. BP stopped using
employee surveys (and with them its inclusion
index) in favor of more immediate and short
forms of surveys and data from other ITgenerated sources.

Nevertheless, from the research, we were able
to generate a broad model to be explored and
elaborated in Part 2. The crucial element of this
model is “psychological safety”, denoting an
inclusive environment in which all employees
feel able to express their unique perspective
without fear of negative consequences. This is
fostered by “inclusive leadership”, a key driver
for creating inclusive work environments that
balance employee needs to feel part of the whole
(“belongingness”) while remaining authentically
themselves (“uniqueness”). Inclusive leadership
society. It balances each individual employee’s
need to feel part of the whole (“belongingness”)
with their need to feel that their individuality is
recognized and appreciated (“uniqueness”).
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Inclusive
Future Part 2
Topline
Summary
As Part 1 found, the imperatives for equity,
inclusion & diversity (EI&D) have been broadly
recognized, researched, and enacted for well
over a decade. However, three recent social
factors have made key elements of EI&D more
has made individual cases of sexual harassment
and sexism visible, spurring people to examine
ways in which gender is part of general power
imbalances. The 2020, the murder of George
made the Black Lives Matter (BLM) movement
and racial inequity more salient not only in the
United States, but around the world. And since
early 2020, the COVID-19 pandemic has revealed
and exacerbated the chronic Socioeconomic
Inequalities that present threats to democracy,
order, and economic growth.
This summary of Part 2 of the Inclusive Future
Socioeconomic Inequalities before looking at how
EI&D dynamics have been disrupted by COVID-19
and accelerated by fast-developing technology
and generational change. It then proposes
ways in which organizations including PMI can
recognize these shifts and work constructively
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MeToo

by Black activist Tarana Burke to encourage
conversations about sexual violence. Tellingly,
it wasn’t until MeToo was used by white actress
Alyssa Milano in 2017 that it rapidly gained
momentum and resonated around the world.
The MeToo movement has sparked extensive
revelations of sexual harassment and sexual
violence that women have endured in the
workplace. It has popularized the notion of
toxic masculinity to denote a prevalent type of
destructive male culture that harms men too.
Hidden behavior that had previously been tolerated
as unwelcome but “normal” has therefore been

The MeToo movement has raised awareness
that sexual abuse and inequity cut across more
than a simple sectional divide between male and
female. This has led to a growing understanding of
of various individual attributes such as gender,
race, class, sexual orientation, and physical
ability that may lead to a person suffering inequity
we found that women and people with a lower
socioeconomic background remain at a higher
risk of sexual harassment and abuse compared
to others.

behavior, but also many other everyday sexist
behaviors that inhibit, marginalize, or exclude
women from being heard and taken seriously. For
example, it is now recognized that men interrupt
heavily impacting women’s ability to be seen as
leaders. When women of all backgrounds are not
heard, important intelligence goes to waste.
The MeToo movement has driven a substantial
shift in mindsets, prompting many men to
become advocates and allies of women. However,
opponents, and indeed many ordinary members of
the public, are concerned that MeToo risks going
“too far”. Some contend that it strains relationships
between men and women. A common trope is that
MeToo would lead to a “policing of sex”, revealing
the mistaken perception that the movement is not
about consensual sex, but about abuse of power
at work. Some fear that it potentially exposes
too many men to false accusations of sexual
abuse, although the irony here is that this makes
survivors of sexual abuse more hesitant to report
denunciations are false.
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BLM
Like MeToo, the origins of Black Lives Matter (BLM)
go back several years. The movement was started
to highlight cases of police violence, and to show
how Black lives are shaped by a history of slavery
and colonialism. However, it wasn’t until the
murder of George Floyd in 2020 that the movement
gained traction in the United States and beyond,
prompting conversations about racial topics not

in many countries. It has compelled corporate
executives to look hard at these issues and ask
what they can do to change things. A survey of the
HR Policy Association found that the movement led
expanding unconscious bias training.
The source of BLM, the United States, has its
own unique history of racism. However, BLM
has resonated in many other countries that have
their own local constellations of racism and
xenophobia. It has emboldened advocates and
social movements to highlight local racial issues
that may previously have been ignored, dismissed,
or denied.
As with MeToo, questions of intersectionality
and visibility are raised by Black Lives Matter.
It is striking that BLM achieved global spread
because of the highly visible murder of a Black
man, while much of the groundwork for the
movement was done with little visibility by Black
women (two of whom identify as queer). The
vocal support of many companies for BLM has
prompted questions about the visibility and lives
of underprivileged groups working in the lower
ranks of such companies.
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Like MeToo, BLM has shone a revealing light
on established structures of power and relative
privilege. As with MeToo, it has sparked waves
of debates, advocacy, and solidarity, but also
resistance and contestation. Critics counter
BLM with statements such as “All Lives Matter”
white employees being “the real victims
of discrimination”.
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Socioeconomic Inequality
The traction gained by MeToo and BLM have shown
that gender and race are two factors of inequality
Both are elements of “the ways in which access
to resources and opportunities are differentially
distributed across a particular population”.
Other factors include social class, educational
attainment, and income distribution. This is what
may be termed “socioeconomic inequality”. They
are less visible and less readily dramatized in
media coverage.
Elements of socioeconomic inequality have
arguably been a recurring theme of politics for
a long time. Growing inequalities of wealth have
academic Thomas Piketty in his 2014 book Capital
in the Twenty-First Century and his 2020 book
Capital and Ideology.
Socioeconomic inequality is a challenge for
organizations because they themselves are part
of the problem. In many cases, their inclusiveness
does not stretch to socioeconomic diversity.
Whether deliberately or inadvertently, they
perpetuate socioeconomic inequality through their
hiring practices, promotion tracks, role allocations,
compensation schemes, and organizational
structures. Fortunately, organizations that are
committed to EI&D can be part of the solution.
They can become aware of socioeconomic diversity
and ensure that socioeconomic background is
included in their systems to identify talent.
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COVID-19 – The Disruptor
General lack of awareness about, or attention to,
these inequalities was tellingly illustrated by the
claim in the early days of the COVID-19 pandemic
few weeks it became apparent that in fact we
“are in the same storm but not in the same boat”.
COVID-19 has had the effect of making inequalities
glaringly apparent to all and actually making them
worse for many.
In terms of health impacts, sickness and death
from COVID-19 has disproportionately hit
disadvantaged populations such as people of color
in the United States and the United Kingdom.
In the workplace, women, Black people, young,
less educated and precarious workers were hit
losses. Among workers fortunate enough to be
able to work from home in relative comfort and
the tasks of work and providing care for children
and the elderly. Consequently, working through
the pandemic, more women than men have felt
stressed, exhausted, and excluded. This effect is
even more marked among LGBTQ+ women and
women with disabilities.
At the time of writing (early 2022) the pandemic is
still not over, so it is not possible to predict its longterm effects with any certainty. What we can say
for sure is that COVID-19 has accelerated the pace
of technological change, giving many organizations
and employees prolonged experience of working
remotely. Hybrid working, mixing on-site and
remote working, is likely to become part of
the “new normal”. This will also mean more
blended meetings that involve both in-person and
remote employees.
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Among the pluses, hybrid and blended working
can potentially enable employees to custom design
their working days to optimize meeting their
work goals while accommodating other priorities
the challenges, on the other hand, is creating
and maintaining an environment in which all
employees feel included and heard, whether they
are present in person or online. While the formal
aspects meetings may be run inclusively, remote
participants risk not being included in informal
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Millennials, Generation Z & Technology
The rising generational cohorts of Millennials and
attributes to the workplace. They embody some
of the big shifts in awareness and mindsets that
organizations must adapt to as they work at
fostering diversity and inclusion.
social media technology. Both cohorts seek
achievements and constant development while
in particular supports movements such as MeToo
and BLM and is apt to voice their support online
with so-called ‘hashtag activism’. Together, these
cohorts are accelerating the development of
inclusive cultures that value diversity and fairness,
work-life balance, and purpose.
employees need to feel that they are being heard
by their employers. Otherwise, they tend to voice
their concerns and air their grievances publicly
through social media. This can prove problematic
for organizations, especially in a digitally
accelerated environment where organizations are
likely to be scrutinized, fact-checked and called
to account.
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Inclusive
Topline
Summary
Measuring inclusion and inclusive leadership
is not an end in itself. An open and pluralistic
organizational culture, i.e., an inclusive working
environment, increases an organization’s
resilience and prepares it to proactively navigate
the sort of disruptive periods we have experienced
since 2020. When the data is collected and
analyzed properly, the results offer unique insights
to transform an organization and foster inclusion
and inclusive leadership throughout. As Parts 1
and 2 found, a comprehensive approach is needed
psychological safety and also takes belongingness,
participation, and authenticity into account.
For organizations that are interested in evolving
of standardized questions to measure results
over time; qualitative and quantitative methods
and tools to gain varied types of insights; and
recommendations about inclusion nudges to spur
behavioral change. In an interesting example of

a positive feedback loop, research indicates that
sharing the results of inclusion metrics with a
broad internal audience spurs behavioral change.
To allow comprehensive measurement of progress
over time, it is advisable to compile an inclusion
index as part of an Employee Engagement survey,
comprising 6-10 standard questions covering the
key components of inclusion, including:
•

Psychological safety

•

Uniqueness

•

Fairness

•

Participation

•

Belonging

•

Authenticity

Many organizations already have questions that
measure some of these components in established
employee engagement surveys. They can continue
with their established questions and complement
them with new inclusion-focused questions to
encompass the six inclusion components listed
above, thereby getting a fuller and more accurate
picture. The phrasing of such questions can serve
a dual purpose: to gather information about past
as: “I am committed to improve my leadership
skills in terms of active, humble listening” can
nudge the respondent to do more of the behavior.
This type of survey measurement is thorough, but
takes time and is costly. To complement it, a new
pulse tool is currently being tested: the Inclusion
Net Promotor Score (iNPS). It asks respondents
to rate: “How likely are you to recommend our
organization to a friend or colleague from an
underrepresented group as an inclusive place to
work?” (By “underrepresented group” we mean
women, people from ethnic or racial minorities,
with different sexual orientation or different
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abilities.) This single-scale evaluation can be
enriched with an open-ended free-text question:
“What is the one thing (name of organization)
could do to improve this?”
The iNPS is an easily implantable way (both in
terms of time and cost) to obtain quantitative
information. Its usefulness hinges on being
able to apply intersectional analysis to the
results. It should be clear which demographics
recommend – and which don’t. Intersectional data
can be gathered by encouraging respondents to
voluntarily and anonymously self-identify in terms
of belonging to underrepresented groups.
Quantitative surveys such as the iNPS yield
numbers that measure responses to a preset list of questions and statements. To obtain
richer, more detailed information, it’s advisable
to complement quantitative surveys with
qualitative methods. Provided a psychologically
safe environment is fostered, valuable insights
can be found in open-ended conversations with
employees, whether in more formal settings such
as focus groups and appraisal sessions, or less
formal settings such as lunch-and-learn sessions.
Another source to obtain information is the use
used by HR. We anticipate that AI analysis of
communications will be further developed to
gather data relevant to EI&D purposes. As with
both quantitative and qualitative methods, it
is essential to guard against bias. This can be
achieved by having multidisciplinary teams design
the gathering system, interpret the results, and
apply the learnings with intersectional input.

21

Inclusive Future Early 2022 Summary

Key Points
& Guidelines

22

Inclusive Future Early 2022 Summary

23

Inclusive Future Early 2022 Summary

Key Points
& Guidelines
An organization is inevitably surrounded by
diversity in the societies where it operates. This
is a fact, not an option. Some forms of diversity
are more visible than others, but they are no less
important for that. The organization needs to
be aware that many different forms of diversity
combine in intersectionality.
An organization needs diversity to develop the
diversity, an organization tends to default to ‘group
think’, where people simply agree with each other.
Diversity helps an organization learn to operate
better, whereas a homogenous (non-diverse)
workforce, with less diversity, is a risk factor for all
forms of harassment.
Rapid changes in operating environments have
become faster and more complex since 2020. It is
therefore essential for an organization to develop
in the organization. Inclusive leaders don’t think
or act as if they have all the answers. Rather, they
listen with humility so that diverse employees feel
safe to speak up and contribute without fear of
negative consequences.
Creating more equitable, inclusive, and diverse
work cultures requires willingness to engage in
and racism. It involves using emotionally freighted
terms such as patriarchy, toxic masculinity,
intersectionality, psychological safety, and privilege
politically loaded. It takes leaders with the skills to
foster psychological safety where emotive issues
can be discussed honestly and inclusively. It takes
inclusive leadership to prevent such conversations
from becoming “us versus them”.
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To encourage everyone to foster inclusiveness,
an organization must clearly articulate its values,
strategy, and position on EI&D. This provides
essential reference points to help leaders at
every level become visible advocates and models
of inclusion. Equally, this articulation helps the
organization to manage the EI&D missteps that are
bound to arise.
There is no universal gold standard to measure
even diversity, let alone inclusion, because there
are too many variables and constraints. In the
absence of an ISO-type set of universal standards,
an organization must both have a wide-angle view
of inequality as a whole and zoomed-in views of
unique intersectional experiences.
Beyond all the complexities of measuring and
tracking EI&D, organizations should be guided by
four clear principles:
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1

Foster psychological safety above all,
so that all employees can contribute
their experience authentically without
fear of negative consequences.

2

With psychological safety as the
linchpin, attend to the six key
components of inclusion:
• Personal components (belongingness, authenticity and uniqueness)
• Organizational components (participation and fairness)
•

minded people echoing each other

Develop inclusive leadership, with
humble listening and willingness
to become allies and advocates of
underrepresented employees.

4

Increase visibility so that all
employees get noticed and included,
especially those who may be less
visible because of intersectional traits
such as gender and race.
25
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“
”
(Gartner, 2020)

“
”
(McKinsey, 2020a: 4)
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2

“

”

(McKinsey, 2020a: 10)
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Corporate inclusion indices and their
challenges

(McKinsey, 2020a: 4)
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Inclusive Future

• How

• How

Ś

• How
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Inclusion at Philip Morris International

•
•
•

•
representation in management
bias interventions
•
fairness and transparency

behavioral change training

Employee Resource Groups

•
Smart Work
health, wellbeing and resilience
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•

informal

•
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“

”
(Gallegos, 2014: 196)

Society: inclusive policies, practices, values, ideologies

Leaders and leadership: inclusive practices, competencies & mindsets
Groups and teams: inclusive practices & norms, collective experience of inclusion
Individuals: inclusive interpersonal behavior, mindsets
Experience of inclusion: individual

Figure 1: Systems of inclusion: a multi-level analytical framework (Ferdman, 2020: 9)
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Micro level

Macro level

Organization: inclusive values, policies, practices, climates

Inclusive Future Part I Report

21

Inclusive Future Part I Report

•
•

•
•
•

•
•
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“

•
•
•

”

•

(Edmondson, 2020)

•
•
•
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Inclusion and diversity

Professionals’ median belongingness scores
White men
White women
Black men
Latinx women
Latinx men
Asian men
Black women
Asian women
6.2

6.4

6.6

6.8

7

7.2

7.4

Figure 2: Median Belongingness Scores by Demographic Group (Source: Coqual, 2020: 4)
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7.6

7.8
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A basic model of inclusion and inclusive
leadership

Drivers
•
•
•
etc.

Leadership
Inclusiveness Policies and
Practices
Work design

Components
Personal
•
•
•

Belongingness
Uniqueness
Authenticity

•

Psychological Safety

Organizational
•
•

Participation
Fairness

•

Diversity

Figure 3: A basic model of antecedents, components and outcomes of inclusion
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Outcomes
• Performance
• Job Satisfaction
• Commitment
• Engagement
• Helping Behavior
• Creativity
• Innovation
• Employee Turnover
• Wellbeing
• Vitality
etc.
• Company Performance
etc.

Inclusive Future Part I Report

Box 1:
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36
48
56
62
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Glossary
Measure:
Metrics:
Score:
Item:
Index:
Scale:

NB: as in this report the original wording for each
measure is used, some examples provided may
contradict these distinctions
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Inclusion

Uniqueness:
Focus on
Difference

Mor Barak
Inclusion
Exclusion Scale

Factor in MB
Diversity Climate

Edmondson
Measure

Climate for
Inclusion

Authenticity:
Sense of
Self - Similarity

Caerulean
Belonging
Continuum
Assessment

Figure 4: Contemporary approaches to measuring inclusion – metrics in italics with reliability and validity information
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Why measure?

“

”
(Gartner, 2019b)
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Box 2:
Is there ‘one best way’ of measuring inclusion?
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Inclusion as belongingness and
uniqueness

•
•
•
•
•
•
•
•
•
•

Table 1: Measuring belongingness and uniqueness at the work group level (table based on Chung et al., 2020)
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Box 3:
Optimal distinctiveness theory
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Inclusion as belongingness and

2 authenticity

Uniqueness or authenticity:
What’s the practical use of
distinguishing?

(Jansen et al., 2014)

40

Inclusive Future Part I Report

group membership
This group…

group affection
This group…

room for authenticity
This group…

value in authenticity
This group…

Table 2: Perceived Group Inclusion Scale (PGIS) (table based on Jansen et al., 2014)

Box 4:
Self-determination theory
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Inclusion as participation

“

”
(Mor Barak, 2017: 492)

•
•
•
•
•
42
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My coworkers openly
share work-related
information with me

I am typically involved
and invited to actively
participate in work-related
activities of my work group

I am usually among
the last to know about
important changes in
the organization (R)

I am usually invited to
important meetings in my
organization

My supervisor often
asks for my opinion
before making
important decisions

My supervisor does not
share information with
me (R)

I am invited to actively
participate in review and
evaluation meetings with
my supervisor

I am often invited to
contribute my opinion
in meetings with
management higher
than my immediate
supervisor

I frequently receive
communication from
management higher
than my immediate
supervisor (i.e. memos,
emails)

I am often invited to
participate in meetings with
management higher than
my immediate supervisor

I am often asked to
contribute in planning
social activities not
directly related to my
job function

I am always informed
about informal social
activities and company
social events

I am rarely invited to join
my coworkers when they
go for lunch or drinks after
work (R)

decisions taken by my
work group regarding
our tasks

decisions that affect
my organization

Table 3: Mor Barak Inclusion-Exclusion Scale (table based on Mor Barak, 2017: 494–495)

43

Inclusive Future Part I Report

Inclusion as psychological safety

“

”
(Edmondson, 2019: 13)

If you make a mistake on this team, it is often held against you (R)
Members of this team are able to bring up problems and tough issues
People on this team sometimes reject others for being different (R)
It is safe to take a risk on this team

No one on this team would deliberately act in a way that undermines my efforts
Working with members of this team, my unique skills and talents are valued and utilized.

Table 4: Measuring Psychological Safety (Source: Edmondson, 2019: 20)
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Low
Mod
High

Organizational community of
practice performance

Psychological
safety
5

4

3

Low

High

Nationality diversity
Figure 5: Psychological safety and performance in diverse teams (nationality) - (Source: Kirkman, Cordery, Mathieu, Rosen, &
Kukenberger, 2013: 350)
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Inclusion as fairness (factor in Mor Barak et
al.’s Diversity Climate Scale)

Table 5: Organizational Fairness Factor (table based on: Mor Barak, 2017: 503)
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Climate for inclusion

1.
2.
3.

50
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•
•
•
•
•

•
•
•
•
•
•

•
•
•
•

Table 6: 15-item scale to measure Climate of Inclusion (table based on Nishii, 2013)
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2 Catalyst’s Inclusion Accelerator

•

•

•

•

•

Table 7: Catalyst Five Dimensions of Inclusion (table based on Travis, Shaffer, & Thorpe-Moscon, 2019)
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Gartner’s Inclusion Index

•

•

•

•

•

•

•

Table 8: Gartner’s Inclusion Index as currently used at Philip Morris International (data provided by PMI, see also
Romansky et al., 2021)
53

Inclusive Future Part I Report

Diversio’s Diversity and Inclusion Survey

•
•
•
•
•
•
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Carulean’s Belonging Continuum
Assesssment2

2

Data provided by Philip Morris International..

•
•

•
•

•
•
•
•
•
•
•

Table 9: 11 Factors of the Caerulean Belonging Continuum Assessment (table based on: Caerulean, 2021)
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Kantar’s Inclusion Index

•

Company sense of belonging score

•

Absence of discrimination score

•

Presence of negative behavior score

•

Table 10: Kantar Inclusion Index (table based on: Kantar, 2020)
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2 Volvo / Gartner

3

3

Data provided by Philip Morris International.

Table 11: Inclusiveness Index at Volvo
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max. 20 points

Balanced Team Indicator

Table 12: Balanced Team Indicator at Volvo

target: 18
points on both
dimensions

entity with high diversity,
but low inclusiveness

goal of improving by 2 points
per year for each dimension

entity with high inclusiveness,
but low diversity
max. 20 points
Inclusiveness Index

Figure 6: Progress on Composite D&I Index at Volvo
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McKinsey: sentiment analysis

Table 13: McKinsey’s Conceptualization of Inclusion (Hunt et al., 2020: 33-34)
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•

•
•
•
•

•

The cases discussed here were selected based on the Universum list of best employers for diversity and inclusion – the
employer branding specialist conducted a survey among Generation Z engineering students to compile this ranking (Insider,
2019). Starting with the top companies, the diversity and inclusion reports were analyzed, looking for companies that disclose
the items they use. The cases also show a theoretical coherence with the aims of Inclusive Future, as BP and Shell also
embed their EI&D initiatives in their long-term business transformation, whereas Microsoft expands its measuring based on
technology and Nike aims at benchmarking its inclusion index.
4

66

Inclusive Future Part I Report

67

Inclusive Future Part I Report

Microsoft

•
•
•
•
•
•
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Authenticity
Psychological safety
Participation
Belonging
Inclusive leadership +
diversity

Table 14: Microsoft’s Inclusion Index (Source: Microsoft, 2020: 19) – Focus in italics added

“

”
(Microsoft, 2020: 19)
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Box 5:

“

”
(Microsoft, 2020: 15)
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2 BP
transparency
•

“

•
•
accountability
•
•
talent
•
•
•
•

”
(BP, 2020: 32)

(BP, 2020: 32)
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Inclusive Leadership:
Diversity
Inclusive leadership:
Listening
Participation: Decisionmaking
Inclusive leadership:
Humbleness
Belonging

Participation: Voice

Inclusive leadership:
Action

Table 15: Inclusion Score at BP (Source: BP, 2020: 32) - Focus in italics added
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(BP, 2020: 32)

“
”
(BP, 2020: 32)
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Royal Dutch Shell

Belonging
Psychological safety
Uniqueness

Safety & anti-discrimination
Fairness

Table 16: Inclusion Index as measured by Shell (Source: Shell, n.d.: 10) - Focus in italics added
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Nike

•
•
•
•
•

Table 17: Nike Engagement Index (Source: Nike, 2020: 69)

Uniqueness
Belonging
Authenticity
Fairness
Inclusive leadership + diversity
Inclusive leadership: organization
Table 18: Nike Inclusion Index (Source: Nike, 2020: 69) - Focus in italics added
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Inclusive
Leadership = Fostering Participation +
Diversity

80
84
90
94
98
102
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(Hunt, Prince, Dixon-Fyle, & Dolan, 2020)

1. Diverse, inclusive leadership

2. Meritocracy and initiatives to increase fairness
in performance evaluations
3. Sponsorship

4. Substantive access to senior leaders

“

”
(McKinsey, 2020a: 9)
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•
•
•
•
•

(McKinsey, 2020a: 9)

•

•

•

(Nike, 2020: 68)
(Randel et al., 2018: 191)
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Balancing
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Box 6:
Shared mental models: homogeneity vs. uniqueness?
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“
”
(Prime & Salib, 2015: 2)

“

”
(Edmondson, 2019: 14–15)
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•

•
•

•
•
•
•

•
•
•

•

•
•
•

Table 19 Differences between traditional entity-based and inclusive relational-based leadership (Source: Booysen, 2014: 305)
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•

•

•

•

•

•

•

•

Figure 7: Reframing the role of the boss (Source: Edmondson, 2019: 164)

“

”
(Booysen, 2014: 306)
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Box 7:
Inclusive Leadership as collective process – conceptual background
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“
”
(Korn Ferry, 2021b)
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“

”
(Korn Ferry, 2021b)

I

•
•
•
•
•
•
•
•
•
•
•
•
•
•

Table 20: Manifestations of Inclusive Leadership (table inspired by Gallegos, 2014 and Wasserman et al., 2008)
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•
•
•
•

“

•
•

”
(Korn Ferry, 2021a)
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•
•
•

•
•
Technical
skills

Business
skills

•
•

Digital
skills

Leadership
skills

People
skills

Figure 8: CGMA Competency Framework (CGMA, 2019: 2)
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Case insight: Inclusive Leadership at Johnson
& Johnson

101

Inclusive Future Part I Report

102

Inclusive Future Part I Report

103

Empowering People

Forward Looking

Consumer* First
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1.
2.
3.
4.
5.

1.
2.
3.
4.
5.

1.
2.
3.
4.
5.

Figure 9: PMI Leadership Ideal
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(Gallegos, 2014: 181)

Box 8:
Measuring Inclusive Leadership

•
•
•
•
•
•
•
•
•
α
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of inclusion in this report proves contemporary
assertions right that by now there is “no standardized,
universal metric” (Hunt et al., 2020: 33). This makes
benchmarking today almost impossible, as the
company cases also revealed that each organization
uses its own set of questions related to different
aspects of inclusion.
On the other hand, some validated scales used
in published academic studies exist. But as they
comprise a comparatively large number of questions,
they appear to be impractical to implement in regular
employee surveys.
The question of how to get actionable results that
have an impact on equity can therefore be discussed
in terms of implementating metrics and their content.
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Implementation: Employee surveys and/or
real-time pulses
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2 Content: Components of inclusion
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Content: The role of diversity

“

”
(Edmondson & Roloff, 2009: 203)
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conscious
inclusion as an everyday organizational practice
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Ś
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Inclusion as belongingness and uniqueness

<
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<
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<
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Perceived Group Inclusion Scale (PGIS)

Inclusion as participation

<
<

χ2
>

χ2

>
<

>

>
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Inclusion as psychological safety

1.
2.

3.
4.

1.
2.
3.

1.

Mor Barak et al’s Diversity Climate Scale

2.
3.

<

Climate for Inclusion

‐
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χ2

Diversio’s Diversity and Inclusion Survey

Gartner’s Inclusion Index

Caerulean’s Belonging Continuum Assessment

2

<
123

InclusiveFuture
Inclusive
Future Part I Report

124

Inclusive Future Part II Report

Inclusive Future Part II Report

Inclusive
Future
The Changing Framework
for Inclusion and Inclusive
Leadership
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Executive
Summary
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Executive
Summary
The aim of this second report of the Inclusive Future
project is to look at the political and socioeconomic
environment of organizations and analyze how key
leadership – as can be seen in the overview graph at
the end of this summary. A detailed version of it can
It takes a look at social movements and
•

the #MeToo movement

•

the Black Lives Matter movement

•
as well as
•

with two accelerators

•

Millennials in management positions and
Generation Z entering the workforce

•

technological change

obtained from Google Trends: It shows how the last
two years have been impacted by the Black Lives
of change and aims to grasp their complexity while
allowing to derive actions for inclusion and inclusive
leadership.
Analyzing the two social movements #MeToo and
Black Lives Matter reveals how they bring visibility to
individual cases to point toward broader structural

4

for underrepresented and marginalized groups.
a focus on fairness and equity to address the
as the two movements also sparked a debate on
uniqueness into account in measuring inclusion
while keeping in mind that even the unique
intersectional experiences are embedded in broader
structures.
linchpin between the individual and organizational
level: The heated debates around #MeToo’s call
to challenge patriarchy and toxic masculinity and
Black Lives Matter’s call to overcome systemic
racism and white privilege urge the fostering of a
psychologically safe environment where everyone
feels safe to speak up on these issues. These social
movements in combination with socioeconomic
not just those with talent or high potential. In
combination with the analysis of socioeconomic
background as an additional dimension of diversity
going forward.

Inclusive Future Part II Report

For inclusive leadership the impact of the social
movements and socioeconomic inequalities shows
that listening with humility is at center stage.
Crediting input from underrepresented groups and
acting as their visible ally and vocal advocate is
core in supporting the changes required to enhance
employees at all levels should actively educate
themselves on the issues raised by the social
movements and contribute to creating an inclusive
culture.
The calls for justice voiced by social movements
imply that fairness and equity are fostered and that
inclusive leadership is seen as a collective process:
able to take a lead in creating an inclusive culture.

equally important in hybrid meetings to ensure that
contributions are credited and that the most optimum
output is reached. Recent phenomena like the Great
a radical shift in the relation to work and a renewed
These trends are accelerated by two additional
changes in the workforce: Technological
transformation as well as Millennials taking on
management roles and Generation Z entering the
labor market. Both generations actively support

to contribute. As organizations are increasingly

put more emphasis on organizational purpose
and on making a difference in society than their
predecessors.

inclusive leadership at the organizational level means
taking a stand in potentially heated debates and back
this up with broad and sustainable policies within the
organization.

inclusion in order to create inclusive cultures and to
foster inclusive leadership will be elaborated on.

that brought existing inequalities to the fore – and
exacerbated them. Data shows the pandemic’s
unequal impact on those who lost their jobs as well
as for those who remained in work. Organizations
where underrepresented groups are concerned.
that remote and hybrid forms of work unfold their
inclusive leadership – as a collective process – is

5
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Uniqueness

Humble, educated
listeners

Psychological
safety

Inclusive leadership
as collective process

Fairness &
equity

Take a stand and
back it up

Technological transformation as accelerator
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Inclusive Future

Individual

Inclusive leadership

Team

COVID-19 as unforeseeable disruptor

Inclusion

Organization

Socioeconomic inequalities

Black Lives Matter

#MeToo

Millennials and Gen Z as accelerators
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Introduction
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Key politico-socioeconomic
drivers: First quantitative
overview
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inclusive leadership
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Unforeseen disruptor:
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Introduction
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Introduction

fairness as organizational components as well as
ground position in providing an environment that
allows individuals to speak up freely without fear
of retribution. As individuals from all walks of
summarizes this.
In Part I we discussed inclusion in depth and for
each of its different components we obtained a
benchmark of good practices to measure inclusion.
number of detailed questions prevents them from
limit the amount of time and effort employees need
used for several years that mix and match various
or even benchmarking across organizations
virtually impossible. While the common approach
to measuring inclusion is to embed inclusion
also alternative modes of measuring based
discussed.

inclusive leadership encompasses a broad array
of inclusive behaviors that foster an environment
where people from all walks of life feel they belong
self and where their genuine input is valued and
acted upon.
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Components
of inclusion as
developed in Part I

Personal

Organizational

Belongingness

Participation

Authenticity

Fairness
Psychological safety

Diversity
Uniqueness
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Have the socioeconomic events of the last years

Google Trends is used to identify their importance on
a macro level.
of key drivers of change is analyzed in detail. It
social movements that have had a global impact on
The discussion of socioeconomic inequalities gained
into account in this report as a third global social
phenomenon. After looking at social movements and
in particular how it accelerated the digitalization of
accelerators that are already impacting and will
have a continued impact on inclusion and inclusive
leadership: Millennials and Generation Z in the
workforce as well as technological change.
look at how these phenomena impact inclusion at
explores what this means for measuring inclusion
and inclusive leadership going forward.

groups were used in this report to let individuals
from the various groups speak for themselves.
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support for Black Lives
Matter and the #MeToo
movement are becoming
part of the reality in
by the growing pressure
from investors targeting
and governance
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socioeconomic
drivers:
First quantitative
overview
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drivers: First quantitative
overview
turned upside down. This chapter analyzes the global

of Breonna Taylor. She was killed by the police in
restrictions protests were delayed to later that year

measured in the future and what inclusive leadership
and inclusive cultures will look like.
obtained from Google Trends for the purpose of this

key social movements that grasped the attention of
that gained high visibility through the pandemic
take into account the impact of the global pandemic
itself.
economic inequality and the #MeToo movement
have had comparable numbers of searches over the

While the social movement #MeToo generated
comparatively little search volume globally over the
generated such a high search interest that it
surmounts the others. The tremendous peak of Black
associated with the murder of George Floyd on
it coincides with the protests against the murder

18

tremendously globally – which can also be seen in
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Global Google
searches compared
Economic
inequalities
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Relative importance of search topic

Economic inequalities
searched more
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the analysis of the regional distribution highlights
but not in all: Economic inequality is top in many
and Nicaragua – as can be seen in the graph below.
The remaining part of this report is devoted to
analyzing how these trends impact inclusion and
managers and organizations must keep in mind to
prepare for an improved inclusive future.

Beyond COVID: BLM, #MeToo &
economic inequality
Black Lives Matter
#1 search topic in
many countries
around the globe
#MeToo top in
predominantly in
Asia
Economic
inequality top in
many Asian and
African countries
as well as in Brazil

Global Google searches compared
Black Lives Matter
Economic inequality
#MeToo movement

Powered by Bing
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Impact on
inclusion
and inclusive
leadership
a detailed look at the key features of these drivers
to assess their impact on inclusion and inclusive
leadership.
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#MeToo
Black Lives Matter
Socioeconomic inequalities

24
42
54

First conclusion: Social
movements and socioeconomic
inequalities

64
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#MeToo
Occum eos rata sitectum arum corum ex est arum qui qui tem sincium nobis vendis
uteni ut fugitiorae velitatatur apis im sequid maximus cidiossi ne nossecto doluptatur ra
denis numquia dundebitas sim eatem sum quam re dollaut moluptatque ommoluptatet
eaque et repuda doloritas rate qui remqui cus.

For organizations and their EI&D journey to enhance
inclusion and inclusive leadership #MeToo implies:
#MeToo makes individual cases of sexual
harassment and sexism visible and points toward
#MeToo highlights intersectionality: Race and
socioeconomic background
3.

24

and the role of men and masculinity
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#MeToo
Black activist Tarana Burke used the hashtag on
myspace to encourage victims of sexual violence to

The movement gained worldwide momentum in
accusations against Hollywood producer Harvey

Central to the movement is how sexual harassment
and violence is embedded in gendered power
implies that organizations should act on the issues
raised by this movement.

26

sexual harassment
and sexism embedded
in gendered power
relations at work
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“I don’t want to keep
talking about individuals.
You are all going to keep
making boogiemen when
we should be talking
about systems. A person
like Harvey Weinstein
doesn’t just exist in
Tarana Burke
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variations of the hashtag being used around the
world:

28

#MeToo

#YoTambién

#SendeAnlat
(Turkey)

#sdds
(Kazakhstan)

#WithYou

#WeToo

#QuellaVoltaChe
(Italy)

#AnaKaman
(Egypt)

#RiceBunny
(China)

#sas
(China)

#asdas
(S.Korea)

#asce
(Macedonia)

#BalanceTonPorc
(France)

#Cuéntalo
(Spain)

#TimesUp

#TimeisNow

#HearMeToo

#MeQueer

#NiUnaMenos

#MeTooUN

#AidToo

#PremieroAssedio
(Brazil)

#BabaeAko

#BabaeAk
(Philippines)

#Sexual
Harassment

Inclusive Future Part II Report

#MeToo makes individual cases of sexual
harassment and sexism visible and points
toward systemic power imbalances
An analysis of #MeToo tweets at the very height of the
majority of tweets
•

narrated stories of sexual harassment

•

asserted existing patriarchal norms

•
Publicly speaking about it led to a denormalization of
the #MeToo movement has increased visibility of a
phenomenon usually hidden in patriarchal societies
confronted.

Objections

Plug

Criticism

6%

2%

8%
Narration

9

37%

%

Solidarity

16%
Assertions

22%
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A study comparing the prevalence of sexual
harassment and violence in the US in 2016 and
2018 – before and after the peak of the movement in
October 2017 – concluded that:
•

The most severe forms of sexual harassment

•

Reports of unwanted sexual attention fell from

sexist remarks rose

•
sexist remarks or the display of sexist material in

•

esteem of women increased and their reported
– and had a weaker relation to reported sexual

•

women saw a heightened scrutiny on the topic
and that they felt more empowered and less
ashamed to speak about sexual harassment

A study among men and women in the US showed
that women were more likely to believe that sexual
harassment in the workplace would decrease in
respondents said they would be more careful about
may offer organizations opportunities to help
eradicate sexual harassment in the workplace with
proactive initiatives.

30

severe forms of
harassment
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Review sexual
harassment policies

With sexual harassment being at the core of

fair grievance processes are in place. While many

a homogenous workforce is a risk factor for sexual
composition of the workforce is an important
aspect to prevent harassment.

Discussing patriarchy is
a necessary evil

That women are underrepresented and that men
dominate leadership positions in organizations is

this issue to the center stage once more. As a
accountable for addressing the systemic hurdles to
equal access to leadership roles for all genders.
This implies that discussing patriarchy and
to accelerate inclusion and inclusive leadership.
Issues to revisit may include the unequal

impacting women’s ability to be seen as leaders.

Psychological safety
to speak up – inclusive
leadership to listen

32

Creating a psychologically safe environment is key
for people to speak up about sexual harassment
should focus on leaders’ capabilities to listen.
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Promoting talent
and going beyond it:
Inclusive culture

Organizations can act on the power imbalances
between women and men by reviewing their talent
external hiring policies. While many organizations

require a thorough review of these steps to identify
key decisive moments to improve the selection and
promotion of talents.

progressing toward further equity in organizations.
broadening of inclusion efforts beyond talent. This
implies seeing leadership as a collective process
and fostering inclusive cultures.

Systemic power
imbalances: Focus on
measuring fairness
and equity

sexual harassment embedded in systemic power
imbalances calls for a focus on fairness and equity.

33

Inclusive Future Part II Report

#MeToo highlights intersectionality: Race
and socioeconomic background

momentum after the white actress Alyssa Milano
gender and race matters to obtain visibility.

intersectionality of gender and socioeconomic
background. Harassment is not an assembly of

employees as well as those making a minimum
wage – those most vulnerable – have the greatest
organizations to expand their inclusion efforts to all
sites.

prevalent for members of the LGBTQ+ community

dynamic that affects all situations – and where
women and people with a lower socioeconomic
background remain at a higher risk compared to
others.

34

harassment arises
from systemic power
imbalances
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Bring visibility to women
from all backgrounds

Women from underrepresented backgrounds still

fueled the debate on intersectional inequalities.
The new emphasis encourages organizations to
review their access to leadership positions for
women including those from underrepresented
of the dynamics of such a process within the
organization.
socioeconomic background points toward
broadening inclusion beyond a focus on talent
– to all areas and sites of the organization. For
measuring inclusion this means distributing
surveys also to employees that do not have access

Intersectionality:
Focus on measuring
uniqueness

of #MeToo point toward focusing on uniqueness
being aware that even the unique intersectional
experiences are embedded in structural

35
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3

backlash and the role of men
and masculinity

The #MeToo movement brought visibility to sexual
harassment and sexism and in its wake both

showing emotional support and expressing a need

While feminist critics maintain that #MeToo did not

#MeToo: Going
too far and not

systemic forms of patriarchal oppression to make an
rhetorical strategies of denial of systemic violence
“destroying the lives of the accused and straining
personal and professional relationships between
The above leads to the inevitable role of men and
masculinity in the #MeToo movement. Some men
actively support the #MeToo movement and are
the use of #HowIWillChange – a hashtag initially
and making commitments to dismantle rape culture
But also in this debate resistance to social change

men would be falsely accused was initiated – a
campaign that was not successful in derailing
of critics is also that #MeToo would lead to a “policing

36

and not addressing
patriarchy and toxic
masculinity
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Fact Check: Wrong
accusations

A recent analysis of false reporting rates in police
shows that – depending on the methodology used
of wrong accusations being a common move by
women to ‘hunt’ men and ruin their careers. This
gap leads the authors to the conclusion that:

“Overestimation of the prevalence of false
accusations perpetuates a culture where
survivors of sexual violence are not believed
when they come forward to report their
experiences. Survivors who believe that
their report will be met with skepticism
reduce the likelihood that perpetrators of

37
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women in the US
believe that men are
punishing women for
speaking up

Data from the US on the impact of #MeToo on the

that the attitude of men towards gender and diversity
will be affected negatively. This issue also surfaced
in the interviews with the Employee Resource Groups
seen below:

“
but you’re lucky because you
promoted are higher than
we want the opportunities to be
the same.”
Interview with PMI ERGs

of women believe that men are punishing women for

“
commonalities with some of
[the other ERGs]. I happened to
mention toxic masculinity and
kind of unexpected. And by that
I meant what I have discovered
on a personal level as you start
Philip Morris […] if you disclose
something that people perceive

call it that.”
Interview with PMI ERGs

toxic masculinity
and alpha male
culture
38

following quote shows.

Inclusive Future Part II Report

“So it was a very masculine
homegrown culture. And then
as the company’s vision has

“
also not create a divide? That’s
what scares me the most. It

we recognized that we didn’t
have the skills within the
company to... to get us where
we wanted to go. […] I think if
we were still like a pure play

and it’s not about blaming
the men. It’s about: Can we

even harder than it currently is.
And it’s kind of hard today.”

[…] I think that’s what creates a
better future.”

Interview with PMI ERGs

In line with this are statements that being a woman is
With a representative of the Women’s Inspirational

taken to debate core issues raised by the #MeToo

and by working together on a
more equal footing and giving
the opportunities to both

Interview with PMI ERGs

open debate beyond
blaming men

include men in such heated discussions. As these
address these issues in a sustainable way.
A dichotomous pattern became visible at an event
organized by WIN when negative anonymous
comments were made asking whether WIN is biased
against men.
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Dichotomized debates
demand a clear position

Organizations are part and parcel of the contested
debates brought to the fore by #MeToo: Within

positions to be heard.
discussions are best accompanied by clear
leaders in regard to the organization’s strategic
support these statements and anchor them in an
inclusive culture are needed.

Men as allies and
advocates – also in
the debate on toxic
masculinity

#MeToo also showed that many men take an active
position as allies and advocates for gender equality –
and that many men are suffering from and are willing

of men not being able to live up to rigid standards of

model different behaviors and highlight successes
through storytelling.
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Fostering
psychological safety
to create space for
critical debates

The heated debates that can arise around #MeToo
and gendered power relations call for fostering
inclusion as psychological safety in order to
establish a culture where everyone feels safe to
speak up. Feeling safe to speak up also implies
that some debates and conversations require
clear guidance and coaching from key role models
to offer a congruent language and approach to

Creating an inclusive
culture might call
for excluding the
exclusionary

Creating an inclusive culture where everybody feels
safe to speak up without fear of retribution may
actually call for steps to exclude those that create
a psychologically unsafe environment. In other

goal.
the CEO was openly heard to reply to people who
inquired if their career as men was now limited
due to an emphasized focus on increasing the

the right place for you to work’. While the statement
may lead to excluding those who are not aligned
clear position of the organization’s expectations of
leaders.
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Black Lives
Matter
For organizations and their EI&D journey to enhance
inclusion and inclusive leadership BLM implies:
BLM brings visibility to systemic racism and racial
injustice – across the globe
socioeconomic background
3. BLM fuels local debates on racism – globally
privilege to resistance
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Black Lives Matter
the deaths of George Floyd and Breonna Taylor. As
violence and acts of police murder that remained
unpunished.
The movement addressed how Black lives are
shaped by a history of slavery and colonialism
evolved over the years into a broader movement

far the most searched term among the social issues

place predominantly in North America crossed
continents and impacted racial topics across the
globe – and opened a new window of opportunity to
as the quote on the next page and the subsequent
chapters show.

this case systemic racism.

MAY 25, 2020
George Floyd dies
in police custody
in Minneapolis

10 million

7 JULY 2016
Five police officers killed in
attack following protests in
Dallas. The protests in the
city were against recent
police shootings of Philano
Castile and Alton Sterling
in other states

9

8

7

6

5

13 JULY 2013
George Zimmerman
acquitted in the Florida
shooting death of
Trayvon Martin

May 23

June 7

5 MAY 2020
Video is posted of the
killing of Ahmaud
Arbery in Georgia

22 SEPTEMBER 2017
President Trump calls on
NFL owners to fire players
who protest during the
national anthem

24 NOVEMBER 2014
Ferguson, Mo., police
officer not indicted in
shooting death of
Michael Brown

3

10 M
8
6
4
2

16 JUNE 2017
Minnesota police
officer who shot and
killed Castile acquitted

17 JULY 2014
Eric Garner dies in
police custody in
Staten Island, N.Y.

4

MAY 28, 2020
8.8 million uses of
#BlackLivesMatter as
national and global
protests spread

18 MARCH 2018
Stephon Clark is shot
and killed by
Sacramento, Calif.,
police officers

2

1
Jan 1
2013

Jan 1
2014

Jan 1
2015

Jan 1
2016

Jan 1
2017

Public Twitter posts #BlackLivesMatter 1 January 2013 - 7 June 2020 (Anderson et al., 2021)
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Jan 1
2018

Jan 1
2019

Jan 1
2020
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Black Lives Matter

“
because we just started
this conversation [on

Expansion of
inclusiveness activities

Increased C-suite
involvement

[André Calantzopoulos]
started thinking about it and
everything happened with
Black Lives Matter and he
got really affected by that as

Starting/expanding
unconscious bias training

Evaluation of disaggregated
workforce demographic
data

just the moment in time
that we had the right people
speaking up and not afraid
to speak up.”

Hiring from educational
institutions with strong
minority talent

Interview with PMI ERGs
Further approaches:

strengthening incentive metrics on diversity
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BLM brings visibility to systemic racism
and racial injustice – across the globe
The very name of Black Lives Matter points towards
the unmarked norm. #BlackLivesMatter tweets
show that in addition to references to George

“As the nation recognizes
the anniversary of George
executives who vowed
to change the course on

Justice was addressed using the movement’s
terms Justice and Normalize Equality. Visibility was
#saytheirnames and #sayhisname.
#icantbreathe

how to take bolder actions
to create more diverse and
inclusive companies.”

#nojusticenopeace

#sayhername

#justice

#saytheirnames

BLM had and still has a huge impact not only on
education and corporations:

“
forced to reexamine their exhibits

#normalizeequality

#sayhisname

issued statements about their
commitment to tackle racial
scrutinized for decolonization.
Everywhere symbolic gestures

46
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with a focus on North America and Europe.
Global Black Lives
Matter protests
25 May 2020 – 18
November 2020
(Black Lives Matter
Map, 2020)

issued statements after the
murder of George Floyd

reference the phrase
“systemic racism”

were posted on
their websites

acknowledge pervasive
racism

on social media

did not refer to structures

of statements included
CEO’s responsibility for
racial justice

claim to be or to become an
antiracist organization

named victims of police
violence

donated to racial justice
organizations

stated Black Lives Matter

have joined
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Visibility: Give voice in
meetings – and listen

Black Lives Matter as a social movement leads to
inquiring about the visibility of Black employees as
well as their position in emerging talent and leadership

leaders and to emphasize listening with humility in
inclusive leadership.

Visibility: Access to
leadership positions

themselves on how well they identify and develop Black
fostered and how the visibility of Black employees is

Take a stand – and
back it up

With BLM exposing the blatant disregard toward
compelled to take a stand. Stepping up as a visible
ally and vocal advocate is as helpful to demonstrate
inclusion as it is necessary to develop inclusive

must have sound internal policies for these enhanced
authenticity of those who speak up.
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Inclusive leadership:
Educate yourself
Psychological safety:
Discussing systemic
racism and white privilege
is a necessary evil
Systemic racism: Focus
on measuring fairness
and equity

underrepresented groups to educate members of a
and get acquainted with areas that they are not familiar
with. Educating yourself starts with listening with
humility .

addressing systemic racism and white privilege within a
corporate context is an unavoidable yet necessary evil to
challenge both visible and invisible hurdles in an effort
psychologically safe environment is a key component for
open and constructive discussions.

core components to measure inclusion and inclusive
leadership.
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LGBTQ+ and socioeconomic background
Central to BLM from its very beginning was contesting
the invisibility of Black women as victims of police
violence:

of employing Black people at the lower ranks but
showed no concern for their issues prior to BLM. With
deprivileged demographic groups found predominantly

Black feminist Professor Kimberley Crenshaw – the
socioeconomic background into account.

that oftentimes went unnoticed but is in line with the

The intersection of race and socioeconomic background
became apparent in the critique of company statements
that were issued in solidarity with the BLM movement.

Visibility of
Black women

Just as Black women were initially rendered invisible
ask themselves whether Black women are similarly
rendered invisible in their midst – as research has

encouraged to enhance their inclusion.

Intersectionality and
inclusive culture

and various intersections should be taken into
consideration. While proper data on ethnicity or
addressed through changes in behavior and fostering
an inclusive culture.

Intersectionality:
Focus on measuring
uniqueness
50

The debate sparked by BLM around the intersection
socioeconomic background calls for uniqueness to
being aware that even seemingly unique intersectional
experiences are embedded in structural inequalities.
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fuels local debates on
3 BLM
racism – globally
Originated in the US to give visibility to the oppression
xenophobia.

violence against Black and Brown bodies and against

“We may see it not so much as
A look around the world – without aiming to be
exhaustive – shows that BLM in Asia can be seen
in light of the economic rise of the region and new
new situation for race and ethnicity in the region.

solidarity with the BLM movement – to be criticized next
for their hypocrisy as they earn money as testimonials

in the population. But I think

the race differentiation to be
you almost have to localize or
regionalize your action plan and
”
Interview with PMI ERGs
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In Europe the BLM discourse is interacting with

Europe: BLM
interacts with
migration and
refugee discourses

The need for local implementations can also be seen in
the different terminologies used in different geographies
and regions.

Global movement
demanding local
answers

52

Even though BLM brought different forms of racism
avoid simply referring to the North American discourse

personalize the solutions to racism and xenophobia as
much as possible.
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acknowledging white privilege to resistance
Black Lives Matter sparked a wave of solidarity of allies
and advocates and provoked debates around white

white privilege in
perspective
When white employees express that they are the “real

accuses BLM of implying that only Black lives would

issue of white privilege is raised.

“everyone on the same page as to what the reality is
advocating for making these acts part of hate crime
and people with a minority background in leadership
positions as well as giving this transparency and
visibility and why it matters to organizations.
These numbers put the conversation back into
perspective.

Black Lives Matter

Fostering allyship
and advocacy
Fostering psychological
safety to create space
for critical debates

fostering and rewarding visible allyship and vocal
advocacy helps to nurture inclusion and inclusive
leadership.

Cultivating a culture of psychological safety should
establish a safe arena to discuss contested issues.
In addressing topics like systemic racism and white

relate to the key features of inclusive leadership
discussed in Part I.
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Socioeconomic
inequalities
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Socioeconomic
inequalities: Highlighted
and exacerbated by
ways in which access to resources and opportunities
are differentially distributed across a particular
studies have shown how wealth and income are
distributed ever more unequally across the globe

Top decile share of total income

60%
55%
50%
45%
40%
35%
30%
25%
20%
1980

1985
India

1990

1995

United States

2000
Russia

2005

2010
China

Share of Top 10 Percent Highest Earners of Total National Income (Piketty, 2020: 21)
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2015
Europe
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Cumulative income growth per adult, 1980-2018

While the unequal distribution of wealth and income

The top 1% have
captured 27% of
growth.

240%
220%
200%

The bottom 50% have
captured 12% of growth.

180%
160%
140%
120%
100%

Decline of lower and
middle classes in
wealthy countries

Growth in
emerging
countries

80%
60%
40%

Prosperity of
top 1% in all
countries

20%
0%
10

20

30

40

50

60

70

80

90

99

99.9

99.99

Percentile of the global per adult income distribution
Global Distribution of Growth (Piketty, 2020: 25)
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reduce extreme poverty are revoked again.

For organizations and their journey toward inclusion
and inclusive leadership this means that
•

Organizations are inadvertent drivers of
the potential to act on them.

•

Inclusion and diversity strategies have so far –
with a few exceptions – ignored socioeconomic
inequalities and social class as a dimension of
diversity.

COVID-19 Extreme
Poverty Reduction
Losses

Extreme poverty under COVID-19

(World Bank, 2020)

10.0
9.4

9.5

9.2

Percent

9.0
9.1

9.4
8.9

8.5
8.4
8.0

7.9

7.5

7.5

7.0
2015

2016

2017

COVID-19-downside
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2018

2019

COVID-19-baseline

2020
Pre-COVID-19

2021
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Inequalities and organizations
It is widely stated that organizations may inadvertently
at the same time they are part of the solution. For

major practices that reproduce inequalities:

Hiring practices

•

•

Evaluation based on
cultural similarity
Recruitment tools and
instruments
Informal networks

Promotion

•
•
•

Informal networks
Mentoring
Socialization

Role allocation

•
•

Organizational demands
Task assignment

Compensation

•
•

Remuneration structure
Exploitative and
discriminatory practices

Organizational structuring

•
•

Organization cultures
Hierarchies and
bureaucracies

•

59

Inclusive Future Part II Report

Socioeconomic
background as new
diversity dimension

the role of socioeconomic background in inclusion
and diversity becomes apparent. Ingram and

less likely to become managers – a disadvantage
that is comparable to the one of women and Black
Americans.
This calls for organizations to include socioeconomic
expanding universities graduates are sourced from
and their subsequent access to leadership positions
as well as allowing for different behaviors and
language styles.
levels of an organization.
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First conclusion:
Social
movements
and
socioeconomic
inequalities
62
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First conclusion:
Social movements
and socioeconomic
inequalities
shows similarities in how they impact inclusion and
the next page. Both social movements take individual
cases to problematize underlying systemic issues
– and socioeconomic inequalities also point to a
systemic problem.
phenomena urge organizations to focus on the
uniqueness of intersectional experiences at the
individual level – while being aware that this
organizations are advised to focus on fairness and
Psychological safety is positioned again as the
linchpin to allow for open discussions.
For inclusive leadership this means on the individual
level focusing on humble listening and urging
individuals to educate themselves. At the team
for inclusive leadership as a collective process to
establish an inclusive culture. At the organizational
organizations themselves become visible allies.
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•

•
•

•

Visibility to sexual
harassment
and sexism
Power inequalities at the
workplace
Intersectionality

•
•

Patriarchy
Toxic masculinity

•

•

Visibility
Intersectional
experiences
Adding socioeconomic
background to diversity

listeners
•
•
•
•

Listening with humility
Active advocates
Crediting input from
underrepresented
colleagues
Educate themselves

Black Lives Matter

Psychological safety

Il as collective process

•
•
•
•

•

•
•

•
•

Visibility to police violence
Demands for racial justice
Intersectionality
Global phenomenon
calling for local actions

•

•

•
•

Systemic racism
White privilege

Socioeconomic
inequalities
•

•

Creating an environment
where it is safe to speak
up
Discuss toxic masculinity,
systemic racism,
white privilege

So far mostly absent from
EI&D focus
Organizations as drivers
and those that can act
on it
Reproduction of
socioeconomic
inequalities

Fairness & equity
•
•
•

Addressing calls for
justice
Addressing systemic
power inequalities
Inclusion for all - not only
those with talent and high
potential

Create inclusive culture
Everyone can take
leadership on inclusion
Everyone is safe to call out
micro-inequalities
Everyone contributes to
an inclusive culture

Individual

Uniqueness

Team

#MeToo

Inclusive leadership

Take a stand and back it
up
•

In potentially
dichotomized debates

•
organizations are
increasingly scrutinized,
fact-checked and held
accountable

Organization

Inclusion

Social movements and
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Unforeseen
disruptor:
COVID-19 impacts organizations and their journey
toward inclusion and inclusive leadership in the
following ways:

workplace
3.

66

Hybrid work as the new normal
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Unforeseen disruptor:
unequal health
socioeconomic inequalities. People of color in the

Asian people was two times higher compared to
The disruption of the global economy put a spotlight
on and exacerbated already existing inequalities
inequalities that can also be found in organizations

technological transformation.
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COVID-19 disrupted the labor
market unequally

•
as ethnic minorities and migrants will face higher

Organization as per end of October (ILO, 2021) show that
the global recovery of the labor market has stalled in
2021:
•

of the global workforce thinking about leaving their
numbers in the US are actually quitting their job. While
some analysts suggest that this is just a recalibration of

•

There is also a large international inequality: While
countries job losses remain salient

A recent US survey by Mercer shows that three in ten

Women, Black people, young, less-educated and
precarious workers hit hardest:
•
those employees and sectors affected hardest by the

•
–
–

percentage points
which puts pressure on organizations to attract and
times those of higher educated people

future.

•
–
–
•

it is likely that we are witnessing a radical shift in the
relationship to work induced by the disruptions caused

•

•

Data from the US shows that Black people recover

unequal impact on the
Great Resignation
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Check internal
workforce distribution
Develop a perspective
and purpose

70

review their internal workforce to analyze whether they
lost more talent from underrepresented groups – and
what role they could play in countering the negative
effects of the pandemic for all demographic groups.

how to realign their purpose – as this is prioritized by
younger generations entering the labor market and
following pages.

Inclusive Future Part II Report

COVID-19 impacted underrepresented groups
in the workplace
the economic turmoil as well as those who were able
to remain in their roles. Factories closed down and
were most impacted by this as they still carry the
majority of social responsibilities such as care work for
social agenda.

“
when schools were shut and
working moms were on Microsoft
Teams the whole day with young
impossible situation.”
Interview with PMI ERGs
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become visible: LGBTQ+ women and women with
disabilities reported an even higher negative impact on

How different groups of women are feeling during COVID-19
Better experience

Worse experience

% of employees who have felt...
Comparison of LGBTQ+ women and women
with disabilities to men and women overall
All
men

All
women

LGBTQ+
women

Women w/
disabilities

46%

53%

58%

61%

31%

37%

43%

28%

32%

10%

Comparison of women by
race and ethnicity
White
women

Asian
women

Latinas

Black
women

Stressed

55%

47%

49%

47%

46%

Exhausted

37%

37%

34%

40%

37%

40%

Burned out

33%

30%

27%

33%

11%

12%

22%

Excluded

11%

10%

10%

17%

20%

22%

25%

36%

In the dark

22%

18%

19%

23%

7%

9%

16%

15%

Can’t talk about impact of
current events

7%

7%

8%

22%

9%

13%

20%

24%

Discomfort sharing
challenges

13%

12%

14%

16%

Intersectional effects of pandemic (McKinsey & Lean In, 2020: 32)
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Organizations can act on the higher impact of negative

and mental health
for underrepresented
groups

by identifying tailored measures such as taking into

73

Inclusive Future Part II Report

accelerated the pace of
3 COVID-19
digitalization: Hybrid work as the new normal
working life through four shocks that will have a lasting
impact:
•

Tremendous job losses will lead to further
automatization

•

People and organizations have learned to work

•
•

remote work
further cuts

may be under pressure to cut costs. With remote
intelligence and robotics will gain importance

also accelerated shifts in consumer behavior

speed of digital transformation.
some localities and allowing remote work for some

the next page illustrates.
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“
and workers have invested
digital transformation in just
a few months.”
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relationships and collaborative
work like brainstorming around
a whiteboard. When working
design their days to include other
or hobbies. They should take a nap
if they need one and step outside
between meetings. Brain studies
between remote meetings help
people think more clearly and
Microsoft Research
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So hybrid forms would allow time for exchange

An additional challenge arises in hybrid meetings if
some participants are present on site and others are

arrangements make employers more attractive. This
orientation toward autonomy and those with a low

In a longitudinal empirical study in the UK during the

online participants to join the informal part is also a
possibility to increase inclusion.
This challenge was also addressed in the interviews

burnout indicators remained the same – on average.

“
just not inclusive”

engaged and reported higher degrees of burnout. With

Interview with PMI ERGs

and hybrid forms of work affect different personality
Despite increased accessibility of hybrid meetings

a challenge for inclusive work environments. Meister
reduce barriers for people to speak and to have their
in similarly sized windows and virtually raising your
hand and chats allow for various forms of participation.
by everyone present so that these possibilities are
realized and individuals who normally do not speak
showing openness and vulnerability helps to create a
psychologically safe virtual environment.

“
working hours becoming another
managers can set norms around
the times of day responses
are expected.”

76

to proactively foster inclusion to deliver inclusive hybrid and
online meetings.
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Hybrid work and
inclusion: Opportunities
and threats
Inclusive leadership as
a collective process in
a psychologically safe
environment
Hybrid work: Tailored
accommodations

to remote forms of work – and these are here to stay.
This increases the opportunity to enhance the inclusion
hybrid forms gaining foothold there is a threat of
key interactions still take place on site between those
privileged to be there.

– as a collective process – is equally important in
hybrid meetings to ensure that everyone’s voice is
credited and that the most optimum output is reached.
Creating and sustaining a psychologically safe
environment ensures that everyone can speak up – also
to give voice to those who remain silent.
As care responsibilities are still distributed unevenly

groups as well as for different work styles to leverage
productivity.

Hybrid work: Ensure
accessibility
Measuring the
inclusivity of hybrid
work settings

including those with impairments.
As hybrid work settings pose new challenges to
whether hybrid work settings are inclusive.
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Accelerators:
Occum eos rata sitectum arum corum ex est arum qui qui tem sincium nobis vendis
uteni ut fugitiorae velitatatur apis im sequid maximus cidiossi ne nossecto doluptatur ra
denis numquia dundebitas sim eatem sum quam re dollaut moluptatque ommoluptatet
eaque et repuda doloritas rate qui remqui cus.

Generation Z and
technological
transformation
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Accelerators:
Z and technological
transformation
Two accelerators further impact inclusion and
inclusive leadership: Millennials and Generation
Z in the workforce as well as the technological
transformation.

Baby boomers are described as “loyal and
driven by promotions and positions.

Even though broad characterizations of generations
generational differences makes it possible to project
how the trends characterized so far will further
shape the near future.

Generation Z

•
•

Born after 1996
Age in 2022: 25
and younger

Millennial

•
•

Born 1981 - 1996
Age in 2022: 26 to 41

•
•

Born 1965 to 1980
Age in 2022: 42 to 57

•
•

Born 1946 to 1964
Age in 2022: 58 to 76

Baby Boomer
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As Millennials grow into management positions

as striving to express themselves at work and are

Millennials and their successors – Generation Z – have

not only frequent but constant feedback and have a high
With Generation Z a generation enters organizations

Together with Millennials they push for climate change
In addition to the acceleration of digital change induced

Millennials stepping
into management and
Gen Zs entering the
workforce accelerate
inclusive cultures that
value diversity and
balance and purpose
Among the ubiquitous impact of technological change
allow employees to voice their grievance publicly and

impact on inclusion and inclusive leadership is clear and
transformation has an accelerating impact on the
changes we witness in relation to inclusion and inclusive warrants further exploring by organizations.
leadership. It allowed the emergence and global spread
Matter are prominent examples discussed in this report.
Internet activism allows marginalized groups to voice
and call for advocates to step up.
allows employees that are not listened to internally
to voice their concerns publicly – which gives rise to
employees report that they criticized or supported their
employer regarding an issue that affects society – with
nearly half of Millenials acting as employee activists

technological
change facilitates
employee activism
organizations

by female Apple employees to gather cases of sexual

well as publicly held accountable for their actions – or
for their inactivity.
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Conclusion:
New avenues
for defining
and measuring
inclusion and
to inclusive
leadership
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Conclusion: New
measuring inclusion and
to inclusive leadership
technological transformation as accelerators on the
of inclusion and inclusive leadership for organizations
stakeholders and partners alike. While the underlying
social structures – like sexism and racism – have been
them and the widespread debate are new phenomena.

“In every crisis there is a
message. Crises are nature’s
way of forcing change — breaking
loose negative habits so that
something new and better can
take their place.”
Susan L. Taylor

Even though #MeToo and Black Lives Matter have their
to individual cases to focus on underlying systemic
improve measuring taking the social movements and
socioeconomic inequalities seriously means focusing
on the uniqueness of intersectional experiences – while
being aware that these experiences are structured by
broader inequalities.
has shown that organizations do well to focus on
to account for the heightened calls for justice – issues
also brought forward in the interviews with PMI ERGs:

84

“I think [in an inclusive
organization] there would be
clear transparency on who
actually does the work and who
should be rewarded for that. I’m
not sure that’s always clear.”
Interview with PMI ERGs
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“[The company] could identify
intersectionally oppressed
minorities […] Like they could
have a system where they
highlight talent […] like identify
them as people to support.”
Interview with PMI ERGs

“Maybe most of the company don’t
feel like they have a lot of growth
regardless of [their background].

psychological safety is positioned once more as a
linchpin to allow for open discussions.

“I think we’ve had some critical
because that’s where the
dialogue can start.”
Interview with PMI ERGs

visibility to structural inequalities that previously often
remained silent in everyday discourses – those times
are over.

also don’t feel like they’re getting
recognized for their work. So
if we had like an encouraging
place to be more recognized
and champion and if we stopped
then maybe people would feel
more recognized and positive.”
Interview with PMI ERGs
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For inclusive leadership this means at the individual level
focusing on humble listening and urging individuals to
lack of the ability to listen was a common theme reported
to increase inclusive leadership skills – skills that some

“
‘Maybe let’s ask this Thai colleague.
let’s call them majority leaders at
very culturally sensitive. And I see
do you think?’ […] And I see how the
whole environment just generally

“And I see that the new leadership
is listening. They’re encouraging
maybe younger members of teams
to present to them. They give
constructive feedback as opposed
you know...”
Interview with PMI ERGs

up means that organizations become themselves visible
advocates. In light of countermovements and discussions
unknown and unpleasant discussions – and ask themselves
if it is feasible to exclude those who are exclusionary in
order to foster an inclusive culture and develop inclusive
leadership where everyone feels safe.

“
tolerate the intolerant.”

there’s a role both for the majority
just one way. The minority needs to “
comfort zone. But one would only
I’m not gonna be humiliated.”
Interview with PMI ERGs
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and then being heard.”
Interview with PMI ERGs
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Millennials and Gen Z as accelerators

#MeToo
•
•
•

Visibility to sexual harassment
and sexism
Power inequalities at the workplace
Intersectionality

•
•

Patriarchy
Toxic masculinity

COVID-19 as unforeseeable disruptor

• Impacts demographic groups unequally at work and on the labor market

Black Lives Matter
•
•
•
•
•
•

• Accelerates digitalization
(inclusive hybrid work)

Visibility to police violence
Demands for racial justice
Intersectionality
Global phenomenon calling for local
actions
Systemic racism
White privilege

• Great Resignation and new focus on
work-life balance and purpose

Socioeconomic inequalities
•
•

So far mostly absent from EI&D focus
Organizations as drivers and those that
can act on it

•

Reproduction of socioeconomic
inequalities

Social movements and socioeconomic

Technological Transformation as accelerator
activism
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Millennials and Gen Z as accelerators

Inclusion

Inclusive leadership

•

Listening with humility
Active advocates
Crediting input from underrepresented
colleagues
Educate themselves

Psychological safety

Il as collective process

•

•
•

•

Creating an environment where it is safe
to speak up
Discuss toxic masculinity, systemic
racism, white privilege

•
•

Create inclusive culture
Everyone can take leadership on
inclusion
Everyone is safe to call out micro-inequities
Everyone contributes to an inclusive
culture

Fairness & equity

Take a stand and back it up

•
•
•

•
•

Addressing calls for justice
Addressing systemic power inequalities
Inclusion for all - not only those with
talent or high potential

In potentially dichotomized debates
increasingly scrutinized, fact-checked
and held accountable

Inclusive Future

•
•
•

Team

Visibility
Intersectional experiences
Adding socioeconomic background to
diversity

Organization

•
•
•

Individual

Uniqueness

Participation*

Belongingness*

Technological Transformation as accelerator
activism

* These components will be discussed again in Part III.
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“I really think we are going to
organizations ought to be vigilant. Among them is
phenomenon affecting everyone around the world –
while being highly related to global socioeconomic
of natural disasters has increased over the past
which calls on organizations to prepare for this in

just the business transformation
but the cultural transformation
that goes with it.”
Interview with PMI ERGs

destroyed. The heightened awareness of the harmful
further limit the possibilities to bring employees

impact on inclusion and inclusive leadership across
debates that currently shape inclusion and inclusive
leadership and impact how it is conceptualized and

“We must expand the way we
think about productivity to focus
and collaboration and the
innovation they bring to drive
business success.”

future unforeseeable challenges.
movements for justice and the threat of rising
socioeconomic inequalities accelerated by the
at the need for substantial changes. An inclusive
future seeks to question socioeconomic inequalities

leadership can take a central role in contributing to a
socioeconomic inequalities.

“I do [think that PMI has changed
over the last years] and I don’t
think it’s only cosmetic. I think
we’ve realized that we need
to be much more inclusive
in our approach to many
different things.”
Interview with PMI ERGs

recent social movements leads to questioning
whether inclusion and diversity should only focus
on those with talent and high potential or whether
inclusion may be conceptualized in broader terms
of participation and organizational structures.
collective process is a way to show awareness for
these calls for justice.
90

Inclusive Future Part II Report

91

Inclusive Future Part II Report

References
Occum eos rata sitectum arum corum ex est arum qui qui tem sincium nobis vendis
uteni ut fugitiorae velitatatur apis im sequid maximus cidiossi ne nossecto doluptatur ra
denis numquia dundebitas sim eatem sum quam re dollaut moluptatque ommoluptatet
eaque et repuda doloritas rate qui remqui cus.

92

Inclusive Future Part II Report

93

Inclusive Future Part II Report

References
Inequality in the Impact of the Coronavirus Shock: Evidence
from Real Time Surveys. Cambridge Working Papers in

The era of #MeToo and what managers should do about it.

About Sexual Harassment Now Informs Us of the Future.
inequality of income and economic growth. IMF working
Fund.
violence: A feminist discourse analysis of YouTube vlogs after

Societal Economic Inequality: A Review and Way Forward.

Crisis and Inequality: Why Management Research Needs a

#BlackLivesMatter surges on Twitter after George Floyd’s
death.

blacklivesmatter.com.

in the Social Media Age.
arrived Chinese migrants in Singapore. Journal of Ethnic and
Studies.

Occupational Identity in Management Studies. Academy of

networking of misogyny in the age of #MeToo. Feminist Media

94

Inclusive Future Part II Report

Transition to Enforced Remote Work. Social Psychological

Far’? Contesting the Boundaries of Sexual Violence in
Corporation.

Cham: Palgrave Macmillan.

Ethnic Minority Groups.

a Threat to the Liberal International Order. International

Pandemic on Women’s Burden of Unpaid Work in India.
Cham: Palgrave Macmillan.

Lives Matter: new mood music or more fundamental change? forthcoming.

changing face of companies.
Race and Sex: A Black Feminist Critique of Antidiscrimination
New York: Oxford University Press.

languages.
Communication Partner’s Gender on Language. Journal of

Masculine anxiety and interrupting sexism at work. Catalyst.
Think Gender Equality is Advancing in their Workplace?

Business.

95

Inclusive Future Part II Report

Cham: Springer International Publishing.
comment le comité Adama a réussi une obilisation surprise

The Social Class Disadvantage for Attaining Management
Perceptions of a Positive Workplace Environment. Employee

Macmillan.

MIT Press.

Feb.
Has Sexual Harassment at Work Decreased Since #MeToo?

coronavirus crisis: which workers are most exposed?

of hybrid work.

change using Google Trends: From the perspective of big data
utilizations and applications. Technological Forecasting and

Are We Ready?
Europe – EJWS special open forum: Introduction. European
Journal of Women’s Studies: preprint.
Women at work: Changes in sexual harassment between

96

Inclusive Future Part II Report

New Theories for a Complex Phenomenon. Academy of

and gender: The invisibility of Black women. Journal of

and ideology: Spiraling out from India. British Journal of

Invisibility of Race in the #MeToo Movement. Yale Law Journal search engines.

Through Authentic Relationships: Choosing Justice Over

Black Lives Matter in television dramas. Critical Studies in

still: moving beyond acknowledging the problem toward
effective solutions in graduate training and education.

Movement.
High Esteem Across Global Publics.

Factors for Harassment and Responsive Strategies.

Issue.
Cambridge Mass.: Belknap Press of Harvard
University Press.

Harvard University Press.

of Purpose.

new and how does race matter? Ethnic and Racial Studies:

97

Inclusive Future Part II Report

Historic Threats to Poverty Reduction.
blended working arrangements enhance organizational
attractiveness and organizational citizenship behaviour
intentions? An individual difference perspective. European

98

Inclusive Future Part II Report

99

Inclusive Future Part II Report

Appendix:
Methodological
background
Google Trends

Occum eos rata sitectum arum corum ex est arum qui qui tem sincium nobis vendis
uteni ut fugitiorae velitatatur apis im sequid maximus cidiossi ne nossecto doluptatur ra
denis numquia dundebitas sim eatem sum quam re dollaut moluptatque ommoluptatet
eaque et repuda doloritas rate qui remqui cus.

100

Inclusive Future Part II Report

101

Inclusive Future Part II Report

Appendix: Methodological
background Google Trends
Google Trends allows to acquire data on the relative

Topic area

region or globally. With Google being the most used
data allows to see what people search for in order to
assess the global importance of a topic over time and in

Coronavirus pandemic
Politics
3. Kobe Bryant

provide the actual amount of search volume but compiles
Communication tool
or several search terms over time.

Sports

Google Trends as a data source has been used over the

Sports
Coronavirus pandemic
Coronavirus pandemic

Trends data to the University of Michigan Consumer
concluded that Google Trends data has a higher predictive
power regarding consumer consumption.

Politics
Online communication tool

To choose among the various items connected to the
that uses Google and that the number of searches is not

relation to each other – and if search terms are analyzed

of the most widely used search engine globally to assess
selection of search items to be analyzed is central to

searches globally into a topic.
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items were calculated to see if the chosen item correlates

choose the most relevant item:
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Black Lives Matter

Racism: (search

Black Lives Matter:

Black Lives Matter:

Racism:

Black Lives Matter:

Black Lives Matter:

search volume.
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#MeToo

Me Too
movement:

me too:

Me Too
movement:

me too:

#metoo:

Sexism:

Sexism:

that the two terms were searched for alternatively. As
correlations with the other terms and in line with the

104

Sexism:
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Economic inequality

Inequality:

Economic inequality: Social inequality:

Economic inequality:

Social inequality:

but also moderately with social inequality.
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Executive
Summary
Based on the core components of inclusion and
Future presents the results of Part III focusing on
measuring inclusion and inclusive leadership for
accelerated impact.
Key to measuring inclusion and inclusive leadership
is that, on the one hand, the results are analyzed
with the necessary intersections and that, on the
other, the tools and methods implemented facilitate
a cultural change within organizations.
Accordingly, this report presents a mix of methods
and tools to achieve this, from quantitative to
qualitative, including standard questions, adaptable
nudges, and appropriate ways to analyze the results.
Implementing standardized measures allows the
tracking of progress over time, while open and
adaptable approaches allow for grasping new and
emerging issues that might slip past standardized
measures but are key to get a clear sense of
employees’ experiences of inclusion – as well as
barriers to it.
As a new tool, developed in this project, we introduce
an Inclusion Net Promoter Score (iNPS). Even though
Net Promoter Scores have their strengths and
weaknesses, they are used in many corporations
across the globe. The iNPS is a one-item barometer
to assess whether employees would recommend an
organization as an inclusive employer to members
of underrepresented groups. In collaboration with
IMD, as we write this paper, PMI is using it to run a
test survey, the results of this will be discussed in a
subsequent paper.

4

proposed timeline that positions the various tools
into a coherent picture. Key to all these methods
is that the information gathered is acted upon. The
insights need to be translated to improve inclusive
systems and processes in order to create inclusive
pluralistic organizations in which individuals from
all walks of life feel that they belong and where they
can bring in their unique perspectives and authentic
self, where they are safe to speak up without fear
of retribution, where they can participate, and are
treated fairly.

Inclusive Future Part III Report

5

Inclusive Future Part III Report

Introduction

6

Inclusive Future Part III Report

7

Inclusive Future Part III Report

Introduction
“What gets measured gets done”:1 measuring
inclusion and inclusive leadership is not an end in
itself; when collected and analyzed properly, the
results offer unique insights into transforming an
organization and fostering inclusion and inclusive
leadership throughout. Hence, key to measuring
inclusion and inclusive leadership is that, on the one
hand, the results are analyzed with the necessary
intersections and that, on the other, the tools and
methods implemented facilitate a cultural change

• belongingness, authenticity, and uniqueness as
personal aspects
• participation and fairness as organizational
components
• psychological safety, taking a middle ground
position in providing an environment that allows
individuals to speak up freely without fear of
retribution
• as individuals from all walks of life should feel

Future research project provides fresh insights on
such tools and methods.

inclusion

These insights are based on the extensive research
core components of inclusion:

Personal

Organizational

Belongingness

Authenticity

Uniqueness

Components of Inclusion
8

Participation

Psychological safety

Diversity

Fairness
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Part I established inclusive leadership as a key
driver to create environments where employees
from all walks of life can thrive. Inclusive leadership
comprises both individual behavior that enacts
and role-models inclusivity as well as strategic
leadership to set an inclusive organizational
framework. The basic definition developed in
Inclusive Future sees inclusive leadership as a
form of leadership that fosters participation with an
explicit focus on diversity to include people from all
walks of life. This implies that inclusive leadership
means to balance belongingness and uniqueness.
To assess if and how the socioeconomic trends
of the last two years influenced inclusion, Part
II looked at the impact of recent global social
movements, such as Black Lives Matter (BLM)
and #MeToo as well as socioeconomic inequalities
as highlighted and exacerbated through
Covid-19, coupled with two trends: Millennials
in management positions and Gen Z entering
the labor market, as well as the acceleration of
technological transformation. The call for visibility
of underrepresented groups (BLM, #MeToo) indicate
that organizations, going forward, need to focus on
uniqueness to account for the unique intersectional
experiences of employees, e.g. of Black women, an
intersection of race and gender. At the same time,
social justice calls demonstrate that fairness and
equity need to be measured and addressed as well.
The increased emphasis on the latter component is
new and warrants noting. To foster a climate where

everyone can speak up, psychological safety is
needed to provide a fertile environment in which to
address complicated and sensitive subjects, such as
patriarchy and toxic masculinity raised by #MeToo
and Black Lives Matter’s calls to overcome systemic
racism and white privilege.
These macro trends and disruptions also have an
impact on inclusive leadership. On the individual
level, social movements and socioeconomic
inequalities call for focusing on listening with
humility and crediting input from underrepresented
groups. Acting as their visible ally and vocal
advocate, employees at all levels should educate
themselves on the issues raised. At the team level,
inclusive leadership should be understood as a
collective process where everyone is able to speak
up to establish an inclusive culture. As organizations
are increasingly scrutinized, fact-checked, and
held accountable, inclusive leadership at the
organizational level means to take a stand – also in
potentially heated debates – and back this up with
broad and sustainable systems and processes to
help organizations becoming themselves visible
allies.
In conclusion, a comprehensive approach is needed
that adapts a current view on inclusive leadership
and addresses inclusion in terms of uniqueness,
fairness/equity, and psychological safety, and also
takes belongingness, participation, and authenticity
into account, as the graph below demonstrates.

9
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Millennials and Gen Z as accelerators

#MeToo
•
•
•

Visibility to sexual harassment
and sexism
Power inequalities at the workplace
Intersectionality

•
•

Patriarchy
Toxic masculinity

Black Lives Matter
•
•
•
•
•
•

Visibility to police violence
Demands for racial justice
Intersectionality
Global phenomenon calling for local
actions
Systemic racism
White privilege

COVID-19 as unforeseeable disruptor

• Impacts demographic groups unequally at work and on the labor market

• Accelerates digitalization
(inclusive hybrid work)

• Great Resignation and new focus on
work-life balance and purpose

Socioeconomic inequalities
•
•

So far mostly absent from EI&D focus
Organizations as drivers and those that
can act on it

•

Reproduction of socioeconomic
inequalities

Social movements and socioeconomic

Technological Transformation as accelerator
activism
The changing framework for inclusion and inclusive leadership – comprehensive view
10
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Millennials and Gen Z as accelerators

•
•
•

•
•
•

Visibility
Intersectional experiences
Adding socioeconomic background to
diversity

•

Listening with humility
Active advocates
Crediting input from underrepresented
colleagues
Educate themselves

Psychological safety

Il as collective process

•

•
•

•

Creating an environment where it is safe
to speak up
Discuss toxic masculinity, systemic
racism, white privilege

•
•

Create inclusive culture
Everyone can take leadership on
inclusion
Everyone is safe to call out micro-inequities
Everyone contributes to an inclusive
culture

Fairness & equity

Take a stand and back it up

•
•
•

•
•

Addressing calls for justice
Addressing systemic power inequalities
Inclusion for all - not only those with
talent or high potential

In potentially dichotomized debates
increasingly scrutinized, fact-checked
and held accountable

Inclusive Future

Humble, educated listeners

Team

Uniqueness

Individual

Inclusive leadership

Organization

Inclusion

Participation
Authenticity
Belongingness

Technological Transformation as accelerator
activism
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the question how to measure inclusion and inclusive
leadership in order to achieve a cultural change by
removing exclusionary practices, embracing the
complexities of toxic masculinity and white privilege,
ableism, and socioeconomic inequalities toward an
open and pluralistic* organizational culture where
everyone can thrive regardless of their background.
Such an open and pluralistic organizational culture
increases an organization’s resilience and prepares
it to proactively navigate similarly disruptive periods
as we have experienced since 2020 – and which we
will most likely face again in the future.
Hence, the research in Inclusive Future has shown
that organizations need to maintain a constant
“pulse” on both society and the mindset of all their
employees to create an inclusive environment,
foster inclusive leadership as well as to protect their
brand. To do so, reliability on data is key. Therefore,
impactful and reliable ways to measure inclusion
and its progress are needed to continue to build an
inclusive environment for all constituents.
As Part I has shown, there is now “gold standard”
for measuring inclusion. While many organizations
have been relying on inclusion indices for decades,
academic scales provide validated scores based on a
multitude of questions. However, many corporations
shy away from applying too many surveys to avoid
survey fatigue.
of methods and tools to obtain comprehensive
insights on inclusion and inclusive leadership,
from quantitative to qualitative, including standard
questions, adaptable nudges, and appropriate ways
to analyze the results.

12

* pluralistic organizational culture
to illustrate diversity, a famous picture
is to characterize it as inviting people
to the party
inclusion is then inviting everyone to
dance
and a pluralistic culture is one where
everyone can participate in choosing
the music that is played

Implementing standardized measures allows the
tracking of progress over time, while open and
adaptable approaches allow the grasping of new and
emerging issues that might slip past standardized
measures but are key to get a clear sense of
employees’ experiences of inclusion and barriers
to it. Indeed, with inclusion being a complex issue,
it warrants granularity in its measuring to induce
culture change.

Inclusive Future Part III Report

Accordingly, the proposed “menu” contains:
• a core set of standardized questions to measure
results over time
• qualitative and quantitative methods and tools to
gain varied types of insights
• recommendations about inclusion nudges to spur
behavioral change
• tools that focus on measuring inclusive
leadership alone as well as those that are
embedded in other metrics
• an exploration of the evolution of AI approach
The quantitative methods presented span one-item
nudges, a one-item Inclusion Net Promoter Score
(iNPS), an inclusion index with 6–10 questions
as well as in-depth EI&D surveys with up to 50
items. The approaches with only one question can,
accordingly, be part of short pulse surveys that do
not necessarily have to relate to EI&D; for example
the iNPS could be sent out together with surveys
on health and safety or knowledge and innovation.
While inclusion nudges can be prompted on
employees’ screens on a regular basis, an inclusion
index is generally part of an annual employee
engagement survey.
To accelerate culture change, it is best advised that
the results obtained through the above methods
are shared openly and transparently within the
organization – as research indicates transparency
is one leverage for changing behaviors; it equally
makes a clear connection between daily actions
and their impact on EI&D goals (Chilazi & Bohnet,
2020). This means that sharing the results of
inclusion metrics with a broad internal audience

spurs behavioral changes as well as increases the
credibility of EI&D efforts; it also allows employees
from underrepresented groups to have a stake in
this endeavor. The case insights presented in Part
I have shown that companies like Microsoft, BP,
and Nike publicly share their overall score of the
inclusion index. BP, in addition, also shares the
results for each one of the eight questions as well
below the average.
On the following pages this “menu” and its varied
content is explored in detail. In addition, case
insights from Barilla and ABB show additional good
practice approaches to measuring inclusion. The
cases for this part were selected to complete the
picture provided by the cases in Part I. Accordingly,
with Barilla they cover a company that uses a
bi-annual diversity and inclusion survey with 70+
questions and ABB compiles an inclusion index out
of a standardized employee engagement survey.
The appendix provides background information on
the Inclusion Net Promoter Score that, as we write
this report, is being tested by PMI in collaboration
with IMD – the results of it will be discussed in a
sperate paper. Key goal would be to validate the
it within the context of measuring inclusion and
inclusive leadership.
In addition, the appendix also covers a list of more
than 130 questions collected and reviewed in the
course of Inclusive Future.
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Core set: standardized
tools to measure
inclusion over time
The traditional inclusion index
Inclusion indices have been successfully tested
and used by leading organizations for several
decades, have evolved over time, and led to palpable
culture change in some situations. The pros and
cons of this method were addressed in detail in
Part I. The inclusion index remains a solid method
for measuring inclusion with questions covering
the organizational, team, managerial (inclusive
leadership), and individual levels. Providing that the
data is collected in an anonymous manner, analyzed
skillfully by using various intersections (e.g.,
nationality and seniority; race/ethnicity and gender
etc.), new voices may percolate to the surface
offering unique insights that can be acted upon. To
allow measuring progress over time, it is advisable
to compile an inclusion index comprising a total
of 6–10 questions covering the key components of
inclusion:
•

psychological safety

•

uniqueness

•

fairness

•

participation

•

belonging

•

authenticity

An inclusion index designed in the above format,
set of inclusion metrics. By maintaining the same
questions over several years, progress can be
measured over time. Given that many organizations
have applied employee engagement surveys
over several years and used it to drive change, a
pragmatic approach to introducing an inclusion index
employee survey and complement them with others
that are deemed helpful.

16
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Using questions related to uniqueness can give
insights whether the organizational culture is an
open and pluralistic one. For instance, the question
of the uniqueness metric of Chung, Ehrhart, Shore,
Randel, Dean, and Kedharnath (2020) query whether
unique inputs are valued by the work group:
•

I can bring aspects of myself to this work group
that others in the group don’t have in common
with me

•

People in my work group listen to me even when
my views are dissimilar

•

While at work, I am comfortable expressing
opinions that diverge from my group

•

I can share a perspective on work issues that is
different from my group members

•

When my group’s perspective becomes too
narrow, I am able to bring up a new point of view

Advantages: Recurring frequency offers insight
over time; provides insights into different inclusion
aspects; often embedded partially in employee
surveys (requires little adjustment); shows
correlation to employee engagement; results offer
tangible and actionable data; when analyzed properly
they can highlight voices of underrepresented
groups that are usually not heard.
Disadvantages: Can be costly depending on provider
and other elements; reliability and validity of data
is questionable (see Part I); cannot be compared to
other organizations unless the same questions are
applied; is subject to appropriate analysis, as a high
overall score may also mean that majority group
employees feel included whereas underrepresented
groups may not.

Inclusive Future Part III Report

iNPS Inclusion Net Promoter Score
An Inclusion Net Promoter Score (iNPS) is developed
in this project. It is based on the existing know-how
from the Consumer Net Promoter Score and the
Employee Net Promoter Score, approaches that are
widely used in organizations across the globe – with
particular strengths and weaknesses (for detailed
background see the appendix). In contrast to an
inclusion index that consists of several dedicated
questions, the iNPS is a one-item barometer score
to assess whether employees would recommend an
organization as an inclusive employer to members
of underrepresented groups. The iNPS enables
taking a pulse across large organizations using one
single question. It can be embedded in any employee
survey – given that it is only one item it could also
be used in short pulse surveys that cover other
employee insights. In collaboration with IMD, as we
write this article, PMI is running a test survey using
the following question:

“How likely are you to recommend our
organization to a friend or colleague
from an underrepresented group as an
inclusive place to work?”
(By “underrepresented group” we
mean women, people from ethnic or
racial minorities, with different sexual
orientations or different abilities)
In contrast to traditional inclusion indices that ask
employees for their individual perception, using
the established Net Promoter Score methodology
switches the focus: Employees are asked to project
their individual experience to answer whether they
would recommend an organization as an inclusive
employer. The score calculates the proportion of
employees promoting the organization as inclusive
(“promoters”), those who take a passive position
(neither recommending nor discouraging from
joining) and those who would not recommend the
organization as an inclusive employer to members

of underrepresented groups (“detractors”). Here
too, intersectional analyses (e.g. nationality and
seniority; race/ethnicity and gender etc.) are key to
demonstrate which demographic groups within an
organization promote their organization as inclusive
and which not. Ideally, the majority of employees
– especially those from underrepresented groups
– would promote their organization as an inclusive
one. As with the inclusion index, the data needs to
be retrieved anonymously. To add to the complexity,
it is worth noting that promoters for one cause can
very well be distractors for another and that the
predictability of the results might be inconsistent.
Adding an open follow-up question gives employees
the opportunity to share insights on why they chose
Promotor Score uses the question “What is the one
thing PMI could do to improve this?” as a follow-up.
In the case of the above referred to test, the same
question will be applied to the iNPS. Analyzing the
results of an open sub-question gives organizations
the opportunity to get a pulse of key issues that
need to be improved – also those not covered in
standardized surveys.
This new and promising approach to measure
inclusion remains to be tested and more information
on the test survey will be shared in a subsequent
article. In the meantime, we are able to highlight the
following:
Advantages: Quick to implement, offers a pulse
insight, can be done several times a year; goes
beyond individual perception and offers a new aspect
(recommendation as inclusive employer); easy to
adjust; information can be acted upon.
Disadvantages: in-group employees (with
presumably less exclusion experience) are asked
to judge an out-group’s experience; reliability to be
tested, promotors for one cause might be detractors
for others; offers only one insight at a time; at the
moment results cannot be compared to industry or
other organizations;
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In-depth and dedicated
D&I quantitative surveys
Aside from running a yearly or bi-yearly inclusion
index and regular iNPSs, another opportunity
to obtain insights is available: The in-depth and
dedicated D&I survey. This survey, usually composed
of 20–50 questions, is fully dedicated to inclusion and
its components. It uses the perspective of validated
scales (see graph on the next page as well as Part I
and intersectional analysis to provide insightful and
actionable results.

Inclusion

Belongingness
& Uniqueness/
Authenticity
Uniqueness:
Focus on
Difference

Participation

Mor Barak
Inclusion
Exclusion Scale

Fairness

Factor in MB
Diversity Climate

Diverse Composition of the Workforce

Psychological
Safety

Composite
Measures

Edmondson
Measure

Climate for
Inclusion

Authenticity:
Sense of
Self - Similarity

Acknowledging that organizations wish to avoid
“over-surveying” their employees, to obtain in-depth
EI&D data, detailed quantitative surveys can be
implemented with longer intervals, for instance
every two or three years. Again, maintaining the
same questions will allow for data comparison over
time. In-depth EI&D surveys can also be used to get
as to identify key challenges and develop tailored
policies, and improve systems and processes. For
instance, in regions/functions with below-average
scores on the inclusion index, in-depth surveys could
20

be used to delve into the reasons why employees feel
less included.
Advantages: In-depth insight building on existing
inclusion index questions; offers even more
actionable data.
Disadvantages: Costly to run in addition to other
surveys; needs positioning with other employees’
surveys; needs to be carefully selected and
results cannot be compared to industry or other
organizations; is subject to appropriate analysis.
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Focus on inclusive
leadership
The basis for developing inclusive leaders is that
inclusive leadership skills are a top-level component
of an organization’s competency framework
various levels of the organization. As explored
in detail in Part I, these frameworks depict key
leadership skills and behaviors that are developed
in leadership training and assessed and measured
regularly. Investing to implement inclusion in these
frameworks means investing in the inclusive skills
and behavior of future leaders.
Inclusive leadership is, on the one hand, part of
many inclusion indices as the case studies in this
report and in Part I show. Questions typically start
with “my manager” to ask employees on their
perception of managers’ contribution to an inclusive
culture. For instance, in the case of BP, one of the
questions is: “My manager cultivates an inclusive
environment and diverse workforce by valuing and
leveraging employees’ differences and perspectives.”
On the other hand, many organizations have
surveys that ask employees on their perception of
leadership skills. These questions are often taken
inclusive leadership is most often part and parcel of
such a metric. As the case of Barilla below shows,
commitment indices to measure inclusive leadership
directly. In addition, in the academic literature one
conceptualization of inclusive leadership in terms
of openness, availability, and accessibility (Carmeli,
Reiter-Palmon, & Ziv, 2010: 260), see appendix.
Against the backdrop of Part II that investigated the
impact of recent global social movements, such
as Black Lives Matter (BLM) and #MeToo as well
as socioeconomic inequalities as highlighted and
exacerbated through Covid-19, it is key that diversity
is addressed in measuring inclusive leadership.
Hence, questions to measure inclusive leadership
should actively address, for instance whether input
from underrepresented groups is actively sought,
credited, and acted upon.
24
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To measure inclusive leadership as a collective
movement and socioeconomic inequalities as well
as newer generations in the workforce – questions
that address psychological safety can be used
as everyone in the organization should feel safe
questions to address this could be, for instance: “It
is safe for everyone to call out micro-inequities without
fear of retribution.”
Best practice calls for building inclusive leadership
behaviors into talent competency frameworks,
including assessing leaders with this framework
during talent assessments and promotions and,
next, designing a leadership development strategy
that encompasses the inclusive leadership behaviors
in a recognizable and tangible manner. For example,
360s are a recurring means to obtain insights into a
leader’s inclusive behaviors, providing the questions
address this topic. Complementing the latter with
stories depicting wins as well as losses may indeed
“bring to life” the concept of inclusive leadership to
the larger internal audience.
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intersectional
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intersectional analyses
To analyze data, it is imperative to use several
intersections as already discussed above. To allow
for comprehensive intersectional analyses, upfront
segmentation is required. Gender, nationality,
age, seniority, region, business/function, etc. are
the most commonly requested segmentations in
surveys. At a global level, gender and nationality
segmentation is standard and there are no
restrictions in place, legal or otherwise, to obtains
this information. In addition, there are equally
important dimensions which current approaches
often do not reveal at a global level. As a result,
several organizations have started initiatives to
encourage employees to self-identify whether they
are members of underrepresented groups (see case
insight Barilla in this article; BP and Microsoft in
Part I). This means asking employees to – voluntarily
and anonymously – disclose data about, race/
member of the LGBTQ+ community, whether they
are differently abled, etc.
The rising importance of socioeconomic background
prompts, in addition, for self-disclosure also in
this area. In academic studies, a common way to
measure this is to refer to parents’ educational
background, occupational prestige, and income level
together with direct questions on the subjective
working, middle, and upper class based on the US
General Social Survey (Ingram & Oh, 2021). Another
not be applicable for employees at the operational
level. Given that this is a new approach, more work
needs to be done to adequately and respectfully
gather meaningful information about employees’
socioeconomic background.
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By providing the option “rather not disclose” for each
of these items, organizations foster psychological
safety. At the same time, they are given two sets of
information: the percentage of members of selected
underrepresented groups (as self-disclosed), and
the percentage of people who wish not to reveal this
information. Both numbers potentially provide a
window of information to act upon.
Advantages: Offers additional insight that cannot be
obtained via HR data; gives opportunity to hear more
underrepresented voices; provides ability to address
different employee segments; little cost to add selfdisclosure questions.
Disadvantages: Requires communication and
positioning to help employees understand reasons
for self-disclosure questions; requires transparency
and strong communication of the why, where,
and how data is stored; must address safety and
anonymity of answers; self-disclosure is not 100%
reliable information.
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Key for interpreting data: Intersectional analysis
As mentioned, the inclusion index and the iNPS
both survey members of the majority group as well
as members of various underrepresented groups.
Accordingly, key to presenting and using these
results is to analyze them with variable intersections
(e.g. women and seniority; nationality and seniority;
at times three variables can be applied as in race/
ethnicity and women and seniority – as long as the
results do not fall under a threshold that makes
obtained this way will often bring forward voices
of underrepresented groups that are otherwise
overrun by the majority voice, which in Fortune 500s
realistically remains the voice of white Western
men. Data and experience show that their perception
of inclusion differs from that of underrepresented
groups, hence an intersectional analysis is needed.
Companies like Volvo understood this and solved this
reality by calculating a minority vote into the very
index (see Part I).
In addition, it is worth noting that heightened
awareness of inclusion and inclusive leadership may,
latter two.
Advantages: Additional intersections in an analysis
offer insights into underrepresented groups’
experience of inclusion; this information can be
acted upon; best practices will become visible; data
can be followed up on with qualitative steps, e.g.
focus groups, 360s, leadership development.
Disadvantages: may require additional costs to
obtain further analysis; data must remain relevant;
can still be open to misinterpretation.
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Inclusion
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Inclusion
nudges
It’s worth noting that research shows that surveys
Facebook (see Part I) has shown that employees who
were asked about their commitment to improve the
organizational culture were more likely to ask for the
respective toolkits. Accordingly, inclusion nudges
can be implemented in all types of surveys to foster
behavioral changes. Questions like:
“I am committed to improve the inclusive culture at [the
company].” or
“I am committed to improve my leadership skills in
terms of active, humble listening.”
can be used as nudges to prompt employees
to actively work on improving their working
environment related to Equity, Inclusion and
Diversity.
work settings can be used to account for their
“I am committed to help creating an inclusive meeting
culture, in which colleagues joining online and those
on-site can participate equally [regardless of their
background].”
Advantages: easy and simple manner to create
leadership.
Disadvantages: behavioral impact complicated to
measure across the organization.
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Qualitative
approaches
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Qualitative
approaches
To complement quantitative methods (inclusion index
and the iNPS), further insights can be gained using
qualitative methods. These include, based on best
practices:
•
•

•

designing dedicated focus group discussions
sessions (also referred to as “brown bag”
sessions)
and attendance at and interactions with ERGs

to gather additional insights.
In a psychologically safe environment coupled
with inclusive leadership, the individual perception
of inclusion can also be qualitatively assessed in
appraisal and feedback conversations, offering
an ongoing “pulse” between managers and all
employees.
Advantages: Rich insights with pulse on topics not
on the radar; only indicative information, but when
collected properly extremely insightful (especially
with quotes); touches the heart (emotion); can
provide tangible examples to tackle and improve.
Disadvantages: May be interpreted with biases by a
majority group; results may be subject to “explaining
away” (dismissing) information; is only indicative;
requires a systematic approach to be useful;
data needs to be collected regularly to provide a
meaningful larger picture.
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intelligence
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solutions
Current research and early practice show
how machine learning and algorithms may
already perpetuate unfortunate bias toward
only as biased or unbiased as the data that is used to
train it,” as Öykü Isik, Professor of Digital Strategy &
Cybersecurity at IMD, highlights. Indeed, currently
AI design teams are often not representative of
the communities they serve, and ample research
and examples of AI discriminating against the
faces of Black people, different accents, women’s
voices, and people of disadvantaged socioeconomic
backgrounds exist today (see. e.g., Daugherty,
Wilson, & Chowdhury, 2019; Goodman, 2022).
Nevertheless, despite these shortcomings, AI is
here to stay and rapid improvements over time will
make this another reliable source of data in more
and more domains.
Currently, AI solutions are widely used in HR, with
several tools available to analyze data along the
whole employee lifecycle from recruitment to exit
surveys. For recruitment, use cases range from
screening applications and shortlisting candidates to
assessing candidates based on recorded interview
data. AI can also be used to analyze the internal
and external communication of organizations: how
the language is gendered or which age groups are
attracted in job postings or the website texts, etc.
Using AI solutions to measure inclusion has the
advantage that data is analyzed that is generated
for other purposes than measuring inclusion
(e.g. HR data, chat boards, etc.). So while surveys
rely on asking employees on their individual
perception at one point in time and qualitative
methods collect various views in an open manner,
AI can dig into data points that already exist. As
showcased in Part I, sentiment analyses can be
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used to assess how employees depict their worklife based on existing texts. In addition, data on
communication between employees can be analyzed
to see inclusionary and exclusionary patterns – as
presented in the Microsoft Case Insight in Part I.
Further, comparatively simple actions, for instance
measuring the speaking time of each participant
in a meeting, can give immediate feedback and an
indication on how inclusive a setting was.
Hence, while AI solutions focusing on decisionmaking, such as shortlisting candidates, often
base their assessment on biased data, data mining
solutions that analyze huge amounts of data could be
used to identify biased patterns that easily slip past
the attention of humans in normal circumstances.
Accordingly, it is key that the data is not analyzed by
a biased system that reinforces the bias over time.

“Thus, if correctly designed
and applied through
multidisciplinary teams, AI will
detect situations of potential
bias and prejudice in decisionmaking – particularly those
detect unintentionally – and
alert operators and managers.”
(Ribeiro, 2021)
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Conclusion
The tremendous changes we witnessed since 2020
are prompting organizations to update their inclusion
and create pluralistic organizational cultures, i.e.
inclusive environments, that value difference. Based
presented a comprehensive “menu” of tools to
measure inclusion and inclusive leadership.
The menu assembles established approaches like
the inclusion index used as good practice in many
leading organizations and discusses its components
against the backdrop of current challenges. As
discussed in detail in Part I, inclusion indices consist
of single questions covering several components
of inclusion and inclusive leadership, which makes
a comparison or even benchmarking impossible.
Similarly, data on reliability and validity is scarce,
but internal evaluations can ensure that they
correlate with other engagement metrics – or
even with validated scores, as established in the
academic literature. Part of the menu presented
that can rely on these metrics. In addition, inclusion
nudges are presented as a particular tool focusing
As a new tool, Inclusive Future introduces an
Inclusion Net Promotor Score (iNPS) that shifts
the focus from asking employees about their
individual perception, as in inclusion indices, toward
asking whether employees would recommend an
employer as an inclusive organization for friends and
colleagues from underrepresented groups. This new
perspective allows to round off the picture and the
results of the test survey will give further insights
on its usage in the proposed “menu”. While we write
this report, PMI is testing this tool in cooperation
with IMD: the results will be discussed in an
additional paper.
Key to all these tools is the intersectional analysis
of their results to get an in-depth insight into
As employees from all walks of life should feel
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included, a high average score might only mean that
a homogenous majority enjoys this, while members
of underrepresented groups do not share this
perception.
In addition to the quantitative approaches, qualitative
methods should also be used – in particular to gain
insights that cannot be grasped using standardized
questions. The graph below summarizes the
proposed menu in a timeline.
We conclude that the basis of a comprehensive
approach to measuring inclusion is:
• An – updated – annual inclusion index that
should cover all six core components of inclusion
analyzed through an intersectional lens to
account for diversity. A core set of questions
allows for measuring progress over time to give a
comprehensive view of employees’ perception of
inclusion.
• The newly developed iNPS can be used to take
a pulse at shorter intervals; accompanied by an
open question the iNPS allows, moreover, to gain
insights into why employees would promote the
organization as inclusive or why they refrain from
it.
• Inclusion nudges can also be used at shorter
intervals to spur behavioral change.
• Qualitative methods complete the menu. They
allow to gain in-depth insights, which can also be
used to improve the quantitative approaches, as
the illustrative arrow depicts.
Key to all these methods is that the information
gathered is acted upon: The insights need to be
translated in improving inclusive systems and
processes in order to create inclusive pluralistic
organizations in which individuals from all walks of
life feel that they belong and where they can bring in
their unique perspectives and authentic self, where
they are safe to speak up without fear of retribution,
where they can participate and are treated fairly and
reach their full potential.
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Y1
Q1

Y2
Q2

Q3

Q4

Q1

Q3

*

Lunch &
learn

Lunch &
learn

Performance
evaluations

Performance
evaluations
iNPS open
question

iNPS open
question

iNPS open
question

iNPS open
question

iNPS

iNPS

iNPS

iNPS

Quantitative

Q4

ERG
interaction

Focus
groups

Qualitative

Q2

Inclusion
index

Inclusion
index
Inclusion
nudge

Inclusion
nudge

Impact

In-depth
inclusion
survey

Inclusive systems and processes to foster an inclusive pluralistic organizational culture

*illustrative arrows depict how the results of focus groups can be used to launch targeted inclusion nudges and adapt the inclusion index –
results later discussed with ERGs

Overview of quantitative and qualitative inclusion measures
Quantitative
Individual

Manager / Inclusive leadership

-

- Performance evaluations with manager
- Year-round conversations with manager

Inclusion index
Dedicated D&I survey
iNPS
Data mining

Belongingness

Team / Work group
Authenticity

Organization

Qualitative

Uniqueness

- Year-round conversations with manager
- 360° feedback

Participation

Psychological
safety

Diversity

Fairness

- Performance evaluations Year-round
conversations, round tables with ERGs
- Lunch and learn/brown bag
- ERG attendance and leadership
- Dedicated focus groups
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1 Barilla
Barilla launched its diversity and inclusion initiative
in 2012 when CEO Claudio Colzani joined from
Unilever, with a reputational crisis in 2013 catalyzing

“prefer not to say”, to track how many employees do
not feel comfortable sharing the information on the

cooperation with Korn Ferry. Barilla rolled out an
employee survey with 70+ questions in selected

are rolled out in all regions, because Barilla does
not operate in countries where, e.g. identifying as
part of the LGBTQ+ community is illegal.

and plant jobs. After doing this twice, it decided for

Currently Barilla has two surveys, the complete one
with 70+ diversity and inclusion questions sent out to

questions. They include:
•

gender: male/female and other options including
non-binary

•

race/ethnicity: in the US based on the census
categories, outside the US whether one belongs
to an ethnic/racial minority

•

•

out to plant workers. For the latter, those with an
email address receive an online survey (e.g. in the
US), in some plants they provide online kiosks and
individual survey codes to participate, while in others
they distribute paper questionnaires. The survey
is available in 10 languages. Results are provided
only available for sets bigger than 20.

follow-up question whether the person is out
about it at the workplace

In addition to local and regional KPIs, Barilla tracks
the following four global KPIs:

LGBGTQ+: asking whether the employee
which community, and where they are open
about it (work, home, etc)

•

care-giving: with sub questions on whom one
has to care for

•

religion: including all major religions and the
options atheist/agnostic

Leadership commitment
Gender balance
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65

2015

2017

2020

2022

Target

69

72

75

78

85

33/35

50/50

Flexible work

78

77

79

85/73

85/76

95

Inclusion index

69

71

72

76

79

85
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Leadership commitment has “top priority”, as Talita
Ramos Erickson, Chief Diversity & Inclusion Officer
at Barilla maintains. Therefore, seven questions
out of the I&D survey comprise the Leadership
Commitment KPI – the questions can be seen
below. Gender balance is tracked using a combined
measure of the percentage of women in leadership
positions as well as in the leadership pipeline.
Flexible work was identified as an enabler of I&D
and is measured using one item of the survey, with
the results being split into office and plant workers.
Last but not least, an inclusion index is compiled
from six of the survey questions. These KPIs are
monitored globally by the Diversity & Inclusion
Board and Barilla also makes them transparent to
external audiences: “We make the numbers public
to ensure external accountability,” Talita Ramos
Erickson says.

Leadership
commitment

In addition, local and regional KPIs exist and the
ERGs are also provided with specific results for their
area. For instance, the LGBTQ+ ERG “Voce” gets
the result of the question “A member of the LGBTQ
community is welcome on my team”. This question
reflects the general focus on measuring impact,
as Talita Ramos Erickson points out. In light of the
COVID-19 pandemic, additional questions on how the
company performed in this situation were added to
the survey.

•

The Global Leadership Team’s (CEO and his direct reports) goals,

•

Our team leaders (those who manage teams or projects and
accomplish results through the coordination of others) encourage
diversity & inclusion.

•

Our team leaders stimulate open communication of new ideas and
points of view.

•

Managers in Barilla are held accountable for their diversity goals and
plans.

•

Our company’s primary interest in diversity is not just to comply with
legal requirements or to avoid legal problems.

•

Barilla has an effective process in place to deal with complaints
regarding diversity and inclusion concerns.

•

Barilla will not tolerate behavior that discriminates against people of
different gender, age, ethnicity, sexual orientation/gender expression,
religion, physical abilities/disabilities, language, region/state/country
of origin, social class, or thinking style.
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Flexibility
index

•

I am allowed a reasonable level of flexibility in managing work, family,
lifestyle demands and personal issues.

Inclusion
index

•

My manager makes me feel valued and appreciated for my
contributions.

•

Barilla leverages the diverse styles and approaches of individuals to
achieve superior business results.

•

In my opinion, Barilla’s management views diversity and inclusion as a
competitive advantage in order to compete in a global market.

•

Our team leaders (those who manage teams or projects and
accomplish results through the coordination of others) encourage
diversity & inclusion.

•

Barilla will not tolerate behavior that discriminates against people of
different gender, age, ethnicity, sexual orientation/gender expression,
religion, physical abilities/disabilities, language, region/state/country
of origin, social class, or thinking style.

•

At Barilla, a focus on diversity and inclusion means that all employees
are included in opportunities to learn, develop, and contribute to
business success.

Previously, instead of using the inclusion index,
inclusion was measured by counting the initiatives
run in each market (e.g. participation in the Pride
Parade, etc.) with the target set of at least four. As
all markets moved above this goal at one point, the
six questions that were already part of the survey
were compiled to form the inclusion index.
Talita Ramos Erickson also reports success stories
on how the metrics impacted inclusion: One market
had the lowest results in 2019/20, but within two

50
50

years it became one of the best by rolling out a
“very intentional program” comprising inclusive
language, training initiatives, and putting I&D on
the performance review. In another market – where
they had a particularly low score on discriminatory
jokes and slurs – the local management focused
on this specific issue: The program included movie
screenings and discussions, and a feature on an
employee identifying as trans. The figures rose from
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2 ABB
ABB’s diversity and inclusion strategy rests on three
pillars:
•

Governance – implementing policies and
processes to create an environment of diversity,
inclusion and equal opportunities

•

Inclusive leadership & culture – mechanisms
to create individual and collective ownership of
diversity and inclusion outcomes

•

Partnerships – fostering ties within and outside
of ABB, and driving employer attractiveness

survey is rolled out globally, the key focus for ABB
is on improvement, as Heidi Robertson maintains.
Hence, each unit and market is encouraged to work
toward increasing its inclusion scores. Heat maps
show areas where a unit performs well and areas
that need improvement. For quantitative results
qualitative (comments) the required number of
intelligence ensures that no respondent can be
protect privacy.

To measure the impact of its strategy, ABB uses
the LI/Glint platform as a tool for the annual
engagement survey. Each year ABB decides on a
number of standard questions complemented by

Regarding data on the socio-demographic
background, gender, generation, and age brackets
(among other data) are provided as employee
attributes prior to the survey for Glint.

that cover a broad spectrum of perspectives related
to employee engagement and business priorities. In
2021 the response rate was 78% globally.

While the ESG target of women in leadership
positions is linked to senior management
compensation, the inclusion metrics are not tied to
the reward system of any group. The latter is seen
skeptical by Heidi Robertson: “What do we measure
and evaluate when linking inclusion to compensation
and who do we make accountable? Rather than
using the results of the engagement survey, my
preference is to evaluate the hard facts, for example

Out of this survey, two questions – one on inclusive
culture and one on whether managers value
different perspectives – form the basis of how D&I is
perceived by employees.
Moreover, questions on fairness, rewards, care,
and the role-modeling of inclusive behavior are
used to gain a broader picture on inclusion, as Heidi
Robertson, Group Head of Diversity and Inclusion at
ABB, reports. For each question, in addition to the
individual comments on the topic.
The results of the survey are available on a
dashboard, where managers gain insights into
their business unit and are provided with both
internal and external benchmarks that allow them
to see where they stand. However, given that the

should be part of the development plans of our
employees – and actions are taken to contribute to a
diverse and inclusive ABB.”
One of the positive outcomes of ABB’s diversity
and inclusion strategy is a steep increase in
the engagement reported by women in senior
management positions. “We are making progress
concludes.
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Appendix 1: Net
Promoter Scores and
Trust Index
Probably the most prominent one-item score used
in business is the Net Promoter Score© (NPS)
(Reichheld & Markey, 2011), designed using one
question to assess customer loyalty by asking
whether one is likely to endorse a company or brand:
“How likely are you to recommend X [company/brand] to
Y [family/friends/colleagues]?”
Based on the NPS, the Employee Net Promoter
Score (eNPS) was developed to have a similar oneitem barometer to assess whether employees would
recommend their employer to others: “How likely
are you to recommend [employer] to Y [family/friends/
colleagues]?”
Sometimes the NPS and eNPS are introduced with,
“Considering your complete experience, how likely are
you…” or “On a scale from 0–10, how likely are you…”.
The answers are calculated to distinguish employees
who are favorable (“promoters”) from “passives” and
“detractors”.
Initially promoted by Reichheld (2003) as “the
one number you need to grow”, academic studies
question this claim and are critical of its ability to
predict customer loyalty (Kristensen & Eskildsen,
calculating one customer loyalty score” (Fisher &
Kordupleski, 2019: 139). Accordingly, we position
the proposed iNPS as one possible measure to get
additional insights on inclusion.
A concept similar to the Net Promotor Score is used
by the Trust Index® barometer statement: “Taking
everything into account, I would say that this is a
great workplace.” (Smith, Kwek, & Thorpe, 2019)
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Recently, the NPS was further developed to have
a one-item barometer for diversity and inclusion.
Andreski, Cole, Watcharotone, Brumar, and Brown
(2020) developed a Diversity, Equity and Inclusion
Net Promoter Score (DEI-NPS) to measure whether
EI&D programs are having a positive impact on
cultural change. The single question they started
with was:
“On a scale of zero to ten, based on your experience
are you that your plan is making a positive impact on
culture in your area?”
followed by “Why did you choose that number?”
(Andreski et al., 2020: 3), an open question that was
later on content-coded. After the pilot the question
was changed to:
department’s diversity, equity and inclusion efforts are
making a positive impact on culture in your work unit/
department?” (Andreski et al., 2020: 3)
This DEI-NPS was tested for its correlation
with assessments of the organizational culture
(teamwork, respect, diversity) as well as with
employee engagement. The DEI-NPS showed
the teamwork, respect, and diversity items. The
promoters but only 16% of unengaged employees.
the DEI-NPS group and employee engagement
even though a single score can never deliver a full
picture, the authors conclude that their measure
is an “ inexpensive, highly visual, and simple to
understand metric for measuring perceived impact
of DEI efforts.” (Andreski et al., 2020: 6)
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Appendix 2:
List of
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Questions
by Key
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Appendix 2: List of Inclusion
Questions by Key Components
Belonging
Consultants and corporations

Question

Level

Source

People in my organization care
about me

Organization

Gartner2

I feel like I belong on my team

Team

Microsoft

I feel valued as an employee of
NIKE

Organization

Nike

I feel respected and valued by
members of my workgroup/team

Team

Volvo/Gartner

How would you rate the extent to
which you are treated with respect
and dignity?

Respect and dignity

BP

Where I work we are treated with
respect
2

Royal Dutch Shell

Romansky, Garrod, Brown, and Deo (2021).

Academic
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Question

Level

Source

I am treated as a valued member
of my work group

Team

Chung et al. 2020

I belong in my work group

Team

Chung et al. 2020

I am connected to my work group

Team

Chung et al. 2020

I believe that my work group is
where I am meant to be

Team

Chung et al. 2020

I feel that people really care about
me in my work group

Team

Chung et al. 2020
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This group gives me the feeling
that I belong

Group membership

Team

Jansen et al.

This group gives me the feeling
that I am part of this group

Group membership

Team

Jansen et al.

This group gives me the feeling

Group membership

Team

Jansen et al.

This group treats me as an insider

Group membership

Team

Jansen et al.

This group likes me

Group affection

Team

Jansen et al.

This group appreciates me

Group affection

Team

Jansen et al.

This group is pleased with me

Group affection

Team

Jansen et al.

This group cares about me

Group affection

Team

Jansen et al.

Level

Source

Organization

Gartner

My organization has a working
environment in which different
views and perspectives are valued

Organization

Royal Dutch Shell

My team has a climate in which all
perspectives are valued

Team

Nike

Barilla leverages the diverse
styles and approaches of
individuals to achieve superior
business results

Organization

Barilla

My business entity has a climate
in which diverse perspectives are
valued

Business
entity

Volvo / Gartner

Uniqueness
Consultants and corporations

Question
Employees at my organization
respect and value each other’s
opinions

Integrating differences
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Academic
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Question

Level

Source

I can bring aspects of myself to
this work group that others in the
group don’t have in common with
me

Team

Chung et al. 2020

People in my work group listen
to me even when my views are
dissimilar

Team

Chung et al. 2020

While at work, I am comfortable
expressing opinions that diverge
from my group

Team

Chung et al. 2020

I can share a perspective on work
issues that is different from my
group members

Team

Chung et al. 2020

When my group’s perspective
becomes too narrow, I am able to
bring up a new point of view

Team

Chung et al. 2020

This [unit] is characterized by a
non-threatening environment
in which people can reveal their
“true” selves

Integration of differences

Nishii 2013
(climate for
inclusion)

This [unit] values work-life
balance

Integration of differences

Nishii 2013
(climate for
inclusion)

This [unit] commits resources to
ensuring that employees are able

Integration of differences

Nishii 2013
(climate for
inclusion)

Employees of this [unit] are valued
for who they are as people, not

Integration of differences

Nishii 2013
(climate for
inclusion)

In this [unit], people often share
and learn about one another as
people

Integration of differencesn

Nishii 2013
(climate for
inclusion)

This [unit] has a culture in
which employees appreciate the
differences that people bring to
the workplace

Integration of differences

Nishii 2013
(climate for
inclusion)
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Authenticity
Consultants and corporations

Question

Level

You can bring your full self to
work and express aspects of
yourself that may be different
from peers

Source
Catalyst 2019

I can succeed in my work group
while maintaining my own
personality and style

Team

I can be myself at work

Microsoft

Nike

Academic

Question

Level

Source

This group allows me to be
authentic

Room for authenticity

Team

Jansen et al.

This group allows me to be who I
am

Room for authenticity

Team

Jansen et al.

This group allows me to express
my authentic self

Room for authenticity

Team

Jansen et al.

This group allows me to present
myself the way I am

Room for authenticity

Team

Jansen et al.

This group encourages me to be
authentic

Room for authenticity

Team

Jansen et al.

This group encourages me to be
who I am

Room for authenticity

Team

Jansen et al.

This group encourages me to
express my authentic self

Room for authenticity

Team

Jansen et al.

This group encourages me to
present myself the way I am

Room for authenticity

Team

Jansen et al.
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Participation
Consultants and corporations

Question

Level

You make meaningful contributions and

Trusted

Members of my team give fair
consideration to ideas and suggestions
offered by other team members

Collaborative decisionmaking

People in my work group openly share
work-related information with me
My manager involves me in decisions
that affect me

[also inclusive leadership]

I have regular opportunities to ask
questions, give my point of view and get
my voice heard

Voice

Source
Catalyst
2019

Team

Gartner

Team

Microsoft

Manager

BP
BP

Employees are encouraged to provide
their ideas for improving the business

BP

At Barilla, a focus on diversity and
inclusion means that all employees
are included in opportunities to learn,
develop, and contribute to business
success

Organization

Barilla

My ideas and suggestions count

Unspecified

Volvo/
Gartner

Level

Source

Decision-making

Work group

Mor Barak
2017

Decision-making

Organization

Mor Barak
2017

My supervisor often asks for my opinion
before making important decisions

Decision-making

Supervisor

Mor Barak
2017

I am often invited to contribute my
opinion in meetings with management
higher than my immediate supervisor

Decision-making

Higher
management

Mor Barak
2017

Academic

Question
my work group regarding our tasks

affect my organizations
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I am often asked to contribute in
planning social activities not directly
related to my job function

Decision-making

Social/
informal

Mor Barak
2017

My coworkers openly share workrelated information with me

Information networks

Work group

Mor Barak
2017

I am usually among the last to know
about important changes in the
organization (R)

Information networks

Organization

Mor Barak
2017

My supervisor does not share
information with me (R)

Information networks

Supervisor

Mor Barak
2017

I frequently receive communication
from management higher than my
immediate supervisor (i.e. memos,
e-mails)

Information networks

Higher
management

Mor Barak
2017

I am always informed about informal
social activities and company social
events

Information networks

Social/
informal

Mor Barak
2017

I am typically involved and invited to
actively participate in work-related
activities of my work group

Participation/involvement

Work group

Mor Barak
2017

I am usually invited to important
meetings in my organization

Participation/involvement

Organization

Mor Barak
2017

I am invited to actively participate in
review and evaluation meetings with my
supervisor

Participation/involvement

Supervisor

Mor Barak
2017

I am often invited to participate in
meetings with management higher than
my immediate supervisor

Participation/involvement

Higher
management

Mor Barak
2017

I am rarely invited to join my coworkers
when they go for lunch or drinks after
my work (R)

Participation/involvement

Social/
informal

Mor Barak
2017

In this [unit], employee input is actively
sought

Inclusion in decision-making

Specifiable

Nishii 2013
(climate for
inclusion)
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In this [unit], everyone’s ideas for how
to do things better are given serious
consideration

Inclusion in decision-making

Specifiable

Nishii 2013
(climate for
inclusion)

In this [unit], employees’ insights
are used to rethink or redefine work
practices

Inclusion in decision-making

Specifiable

Nishii 2013
(climate for
inclusion)

Top management exercises the belief
that problem-solving is improved when
input from different roles, ranks, and
functions is considered

Inclusion in decision-making

Specifiable

Nishii 2013
(climate for
inclusion)

Level

Source

Psychological safety
Consultants and corporations

Question
You feel free to hold differing views and
make mistakes without being penalized

Latitude

Catalyst
2019

You feel secure enough to address
tough issues or take risks

Risk-taking

Catalyst
2019

I feel welcome to express my true
feelings at work
I feel free to express my thoughts and
feelings with my work group

Gartner
Team

I am free to speak my mind without fear
of negative consequences

Microsoft
Royal Dutch
Shell

Academic
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Question

Level

Source

If you make a mistake on this team, it is
often held against you (R)

Team

Edmondson
2019

Members of this team are able to bring
up problems and tough issues

Team

Edmondson
2019

People on this team sometimes reject
others for being different (R)

Team

Edmondson
2019
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It is safe to take a risk on this team

Team

Edmondson
2019

It is difficult to ask other members of
this team for help (R)

Edmondson
2019

No one on this team would deliberately
act in a way that undermines my efforts

Edmondson
2019

Working with members of this team, my
unique skills and talents are valued and
utilized

Edmondson
2019

Fairness
Consultants and corporations

Question

Level

Source

Employees at my organization who help
the organization achieve its strategic
objectives are fairly rewarded and
recognized

Fair Treatment

Organization

Gartner

The decisions leaders in my
organization make concerning
employees are fair

Fairness

Manager

Royal Dutch
Shell

All employees, regardless of their
differences are treated fairly

Nike

Academic

Question

Level

I feel that I have been treated differently
here because of my race, gender, sexual
orientation, religion, or age (R)
Managers here have a track record
of hiring and promoting employees
objectively, regardless of their race,
gender, sexual orientation, religion, or
age

Source
Mor Barak
2017

Manager

Mor Barak
2017
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Managers here give feedback and
evaluate employees fairly, regardless of
their race, gender, sexual orientation,
religion, age, or social background

Manager

Mor Barak
2017

Managers here make layoff decisions
fairly, regardless of factors such as
employee’s race, gender, age, or social
background

Manager

Mor Barak
2017

Managers interpret human resource
policies (such as sick leave) fairly for all
employees

Manager

Mor Barak
2017

Managers give assignments based on
the skills and abilities of employees

Manager

Mor Barak
2017

This [unit] has a fair promotion process

Foundation of equitable
employment practices

Specifiable

Nishii 2013
(climate for
inclusion)

The performance review process is fair
in this [unit]

Foundation of equitable
employment practices

Specifiable

Nishii 2013
(climate for
inclusion)

This [unit] invests in the development of
all of its employees

Foundation of equitable
employment practices

Specifiable

Nishii 2013
(climate for
inclusion)

Employees in this [unit] receive “equal
pay for equal work”

Foundation of equitable
employment practices

Specifiable

Nishii 2013
(climate for
inclusion)

This [unit] provides safe ways for
employees to voice their grievances

Foundation of equitable
employment practices

Specifiable

Nishii 2013
(climate for
inclusion)
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Additional components (consultants and corporations)

Question

Level

Source

Communications we receive from the
organization are honest and open

Trust

Organization

Gartner

There is an environment of openness
and trust in my workgroup/team

Openness & trust

Team

Volvo/
Gartner

Managers at my organization are as
diverse as the broader workforce

Diversity

Manager

Gartner

My organization has a working
environment that is free from
harassment and discrimination

Safety & anti-discrimination

Organization

Royal Dutch
Shell

Barilla will not tolerate behavior
that discriminates against people of
different gender, age, ethnicity, sexual
orientation/gender expression, religion,
physical abilities/disabilities, language,
region/state/country of origin, social
class, or thinking style

Safety & anti-discrimination

Organization

Barilla

Level

Source

Inclusive leadership
Consultants and corporations

Question
My manager cultivates an inclusive
environment and diverse workforce
by valuing and leveraging employees’
differences and perspectives

Diversity

Manager

Microsoft

BP has created an environment where
people from diverse backgrounds can
and do succeed

Diversity

Organization

BP

Leaders in my part of the business
listen carefully to all perspectives

Listening

Manager

BP

My manager is comfortable with being
challenged by members of the team

Humbleness

Manager

BP

My manager involves me in decisions
that affect me

[also participation]

Manager

BP

When it comes to inclusion, leaders’
actions support their words

Action

Manager

BP
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My manager supports inclusion and
diversity in the workplace

68

Diversity

Manager

Nike

Nike is committed to diversity and
inclusion in the workplace

Organization

Nike

My immediate supervisor treats me
with respect and dignity

Manager

Volvo/
Gartner

My manager makes me feel valued and
appreciated for my contributions.

Barilla Inclusion Index

Manager

Barilla

In my opinion, Barilla’s management
views diversity and inclusion as a
competitive advantage in order to
compete in a global market.

Barilla Inclusion Index

Organization

Barilla

Our team leaders (those who manage
teams or projects and accomplish
results through the coordination of
others) encourage diversity & inclusion.

Barilla Inclusion Index

Manager

Barilla

The Global Leadership Team’s (CEO and
his direct reports) goals, plans, and
actions reflect a real commitment to
diversity.

Barilla Leadership
Commitment Index

Top
management

Barilla

Our team leaders (those who manage
teams or projects and accomplish
results through the coordination of
others) encourage diversity & inclusion.

Barilla Leadership
Commitment Index

Manager

Barilla

Our team leaders stimulate open
communication of new ideas and points
of view.

Barilla Leadership
Commitment Index

Manager

Barilla

Managers in Barilla are held
accountable for their diversity goals and
plans.

Barilla Leadership
Commitment Index

Manager

Barilla

Our company’s primary interest in
diversity is not just to comply with
legal requirements or to avoid legal
problems.

Barilla Leadership
Commitment Index

Organization

Barilla

Barilla has an effective process in
place to deal with complaints regarding
diversity and inclusion concerns.

Barilla Leadership
Commitment Index

Organization

Barilla

Barilla will not tolerate behavior
that discriminates against people of
different gender, age, ethnicity, sexual
orientation/gender expression, religion,
physical abilities/disabilities, language,
region/state/country of origin, social
class, or thinking style.

Barilla Leadership
Commitment Index

Organization

Barilla
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Academic

Question

Level

Source

The manager is open to hearing new
ideas

Openness

Manager

Carmeli et
al. 2010

The manager is attentive to new
opportunities to improve work
processes

Openness

Manager

Carmeli et
al. 2010

The manager is open to discuss the
desired goals and new ways to achieve
them

Openness

Manager

Carmeli et
al. 2010

The manager is available for
consultation on problems

Accessibility

Manager

Carmeli et
al. 2010

The manager is an ongoing “presence”
in this team – someone who is readily
available

Accessibility

Manager

Carmeli et
al. 2010

The manager is available for
professional questions I would like to
consult with them

Accessibility

Manager

Carmeli et
al. 2010

The manager is ready to listen to my
requests

Accessibility

Manager

Carmeli et
al. 2010

The manager encourages me to access
them on emerging issues

Accessibility

Manager

Carmeli et
al. 2010

The manager is accessible for
discussing emerging problems

Accessibility

Manager

Carmeli et
al. 2010
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