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Investing in Ethnicity was launched 

in 2016 in response to UK employers 

openly admitting that there wasn’t 

enough focus on the ethnicity 

agenda in the workplace, and that 

they needed more knowledge and 

guidance on best practice in order to 

progress.

Government-backed reports and 

publications such as Race in the 

Workplace by Baroness McGregor-

Smith and the Race at Work Charter 

began the process of promoting 

discussion and encouraging higher 

levels of active participation in the 

ethnicity agenda. 

Investing in Ethnicity has taken 

a further step to respond to that 

need  by creating the Maturity Matrix, 

with the backing of the All-Party 

Parliamentary Group for Governance 

and Inclusive Leadership. The 

function of the Matrix is to equip and 

encourage businesses to make more 

progress in this vital area.  

Our research has shown that 

the biggest issue reported by 

organisations is the retention and 

progression to senior positions of 

BAME (Black, Asian, Minority Ethnic) 

staff, which in turn creates a lack of 

role models in leadership positions. 

Companies also cited that, compared 

to other diversity strands, it was 

difficult for leadership teams to have 

honest conversations about ethnicity, 

and therefore harder to move 

towards implementation of processes 

to promote equality in this area. 

Organisations have reported 

that using the Matrix, whether to 

start their journey by following its 

recommendations or to strengthen 

an existing strategy, has successfully 

helped leadership teams to focus 

on this agenda. Data comparison 

of the results from the Investing in 

Ethnicity Maturity Matrix of 2018 and 

2019 shows an encouraging increase 

in the number of companies that 

have achieved Level One (the first 

of the four achievement levels), with 

an increase in the implementation of 

reverse mentoring, training sessions 

and the number of ethnicity-focused 

events. 

However, data comparison also 

highlighted a decrease in the levels 

of achievement in the Employee 

Life Cycle, Culture and Inclusion and 

Board and Senior Allies sections of 

the Maturity Matrix, compared to the 

first submissions in 2018. This may, 

however, be due to the increase in 

new companies taking part in the 

process. 

The Government closed a 

consultation on Ethnicity Pay 

Reporting in 2019, which had posed 

questions about what ethnicity pay 

information should be reported by 

employers to allow for meaningful 

action. It’s widely anticipated that 

much like Gender Pay Gap Reporting, 

Ethnicity Pay Reporting will become 

mandatory as a result. 

Significantly, the proportion of 

companies now collecting ethnicity 

data, a key piece of information to 

enable reporting on recruitment, 

progression and retention, has 

increased by eight percent. 

The Maturity Matrix is backed by the All-Party 
Parliamentary Group for Governance and 

Inclusive Leadership (GAIL)
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A B O U T  S P M  G R O U P

 SPM Group has more than 15 years’ experience as a Diversity and 

Inclusion specialist and has spearheaded multiple pioneering initiatives. 

D&I-focused achievements include the annual globally-recognised British 

LGBT Awards, the Government-backed initiative Investing in Ethnicity and 

Race, and the Opportunities for Women and Active Inclusion programmes. 

Sarah Garrett MBE, founder and CEO of SPM Group, was awarded the 

Queen’s honour in 2016 for her commitment to diversity and inclusion. 

SPM Group has a proven track record of working with more that 300 

organisations in diverse sectors including FTSE 250 businesses, multi-

nationals, Government agencies, public sector companies, consultants and 

SMEs, as well as liaising with the Government, press and media.

For more detailed information on its services and events, and sponsorship or participation 

opportunities, visit spmgroup.co.uk.

A B O U T  I N V E S T I N G  I N  E T H N I C I T Y
 The initiative began with a celebration of the top BAME leaders in business 

at the House of Lords; since then, we’ve launched the Investing in Ethnicity 

conference and the CEO Pledge – which encourages CEOs, senior level 

ambassadors and allies to pledge their support to this agenda. The second 

Investing in Ethnicity conference attracted serious figures from the world of 

business, and was opened by the Governor of the Bank of England at the 

time, Mark Carney. In 2019 the Ethnicity Awards, held in the Grand Connaught 

Rooms in London, were hugely successful in celebrating public figures, 

politicians, communities and business. Investing in Ethnicity also advises 

Parliament through the Business Advisory Group, set up by the All-Party 

Parliamentary Group on Governance and Inclusive Leadership.

Investing in Ethnicity 

strives to ensure 

that all people, 

regardless of their 

ethnicity, have the 

same opportunities 

to progress and can 

achieve their true 

potential.

CEO SARAH GARRETT MBE

B E H I N D  T H E

Matrix
The Ethnicity Awards takes place in October. 

Winner of the Icon Award 2019 was Emeli 

Sande and winner of Inspirational Leader 2020 

was Chief Inspector Karen Geddes (far right)  
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       W H A T  I S  T H E

 Matrix
The Ethnicity Maturity Matrix is designed to give guidance for organisations 

to assess where they are within the ethnicity agenda in the workplace. This 

tool is intended to support them in taking practical actions to promote 

change, and to improve outcomes for the BAME workforce and aid retention 

by providing a structure to work within. By implementing the Matrix, 

organisations will be able to gain better insights - identifying areas of strength 

and areas for development.

O U R  A I M S 

 The Maturity Matrix Report will 

provide the scores from the data 

your organisation submitted to the 

Maturity Matrix 2019- 2020. Investing 

in Ethnicity Members will receive a full 

consultation, which will relay some 

of the headline findings from your 

organisation’s Maturity Matrix data 

to indicate your level in progressing 

the ethncity agenda, including areas 

where you are succeeding and areas 

where improvement is required. It 

will give recommendations on the 

next steps that should be taken by 

your organisation and how to achieve 

them.

B A C K G R O U N D

 The Maturity Matrix was devised 

through  Action Group sessions and 

follow-up consultations throughout 

2016-2017 with representatives from 

over 200 organisations. The Matrix 

is also supported by the All-Party 

Parliamentary Group for Governance 

and Inclusive Leadership (GAIL). 

Please visit gailappg.org.uk for more 

information. 

S C O R I N G

 Points have been scored according 

to the boxes checked by your 

organisation, based on your own 

data. Additional information given 

may also be scored in accordance 

to the Scoring Key (Appendix 1). 

Evidence will be randomly checked 

and validated. Extra points have been 

awarded where additional information 

has been provided. For more advice 

on scoring and criteria, please check 

the Matrix Guidance Notes document 

and Appendix 1 (page 17). 

N E X T  S T E P S

 Organisations that have signed up 

as Investing in Ethnicity Members 

can book a consultation. This is an 

opportunity for our consultants 

to discuss how to deliver the 

recommendations with consideration 

to the unique barriers that your 

organisation may be facing and give 

the opportunity for us to help discuss 

how we can better help with your 

goals and strategy. In addition, we 

hold topical Action Groups, future 

leaders and ERG workshops and 

Senior Executive Breakfasts, with 

limited places for members, so please 

reserve space early. The Matrix is a 

live document, which is supported by 

Government - we are always looking 

to improve so don’t hesitate to give 

us your feedback. 

To find out more about becoming a member or 

the extensive range of workshops, networking 

events and round tables available, please visit:

www.investinginethnicity.com

Winner Outstanding Employer 2019: 

Royal Bank of Scotland

TOP 10 IN 2019
 The Top-10-scoring organisations 

that completed the Matrix in 2019 

were recognised at the Ethnicity 

Awards ceremony and in the 

Guardian; Royal Bank of Scotland 

was Outstanding Employer.  

BBC, BP, Deloitte, Freshfields, HSBC, 

JLL, KPMG, Lloyds Banking Group, 

Ministry of Defence, RBS

http://gailappg.org.uk
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 Data comparison of the results from the Investing in Ethnicity Maturity Matrix from 2018 to 2019 shows an increase 

in the number of companies that have achieved Level 1 (of four) within their ethnicity agenda. 

 Significantly, the number of companies now collecting ethnicity data, a key factor in reporting on BAME 

recruitment, progression and retention, has increased from 32% to 40%. 

 With organisations that submitted to the Maturity Matrix in 2019, we saw a decrease in achievement for the 

Employee Life Cycle, Culture and Inclusion and Board and Senior Allies sections compared to the first submissions 

in 2018. However, for the companies that submitted for the second time, we saw an increase in their overall scores. 

This may be due to the increase in new companies taking part in the process this year.

SECTIONS 2018 2019

1. Board and Allies 52.46% 48.29%

2. Policy and Data 40.81% 43.53%

3. Culture and Inclusion 59.27% 54.22%

4. Employee Life Cycle 52.42% 43.96%

1. BOARD & 
ALLIES

 Whilst the majority of the 

companies that completed the 

Matrix (93%) had a senior champion 

or sponsor in place who championed 

the organisation’s BAME network, 

only 44% of the sponsors influenced 

the wider business. However, this 

figure is up by 4% on last year’s 

results. 

93% OF 
COMPANIES 

HAVE A SENIOR 
CHAMPION

 82% of companies said they 

didn’t have any structure in place 

where boards or senior teams 

were accountable for the ethnicity 

or Diversity agenda within their 

organisation’s KPIs. 

 67% of organisations said that 

their executive team didn’t reference 

steps to improve the ethnicity 

agenda within their annual report. 

A V E R A G E  C O M P L E T I O N

S U M M A R Y

  P A S T  Y E A R . . .

What we know
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2. POLICY & DATA

 This year 40% of employers are collecting 

ethnicity data, an increase of 8%. 

 33% said they were utilising their ethnicity data, 

but only 26% said this was aligned to pay grade. 

 55% of organisations had carried out an Employee 

Survey which included ethnicity and discrimination; 

this is an increase of 8% on 2018.

 41% said that they ensured their supply chain 

included supplier credentials within diversity and 

inclusion considerations.

4. EMPLOYEE LIFE CYCLE

 Two-thirds of the respondents said that their organisations didn’t 

specifically ensure BAME staff were represented on talent programmes 

or didn’t have a dedicated programme to support BAME talent.

 Over 6 out of 10 of the respondents didn’t monitor stages of 

the recruitment process to ensure BAME candidates were well 

represented.

 63% said they had revised the wording on job advertising to 

be inclusive, whilst nearly half said they ensured all recruitment 

advertising featured inclusive imagery.

 Less than one in five organisations have allocated a sponsor to 

champion BAME talent within their organisations.

3. CULTURE & INCLUSION

 The majority (92%) of organisations offer inclusion 

training within the workplace, however 81% do not have 

some form of inclusion training that is offered to all 

members of staff. 

 There has also been an increase, to one in three, of 

organisations that ensured ethnicity was included within 

inclusion training or that had a stand-alone programme 

or session. 

 90% of organisations have an active Network Group 

or Employee Resource Group.

6 IN 10 
ORGANISATIONS 

DO NOT 
MONITOR 

STAGES OF THE 
RECRUITMENT 

PROCESS
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Question 1: 

Is the Maturity Matrix right for our 

organisation?

The Maturity Matrix has been 

designed based on feedback from 

organisations across all sectors, which 

showed that different companies 

were at different points of maturity in 

their ethnicity journey. Organisations 

also highlighted a need for a time-

efficient tool to help them measure 

their success. This tool is designed to 

support those involved in decision-

making, planning and strategy on 

the ethnicity agenda. The Matrix 

is designed to aid your journey no 

matter what stage you are at in the 

process. 

We envisage the Matrix should take 

no longer than one hour to complete, 

as long as you have access to the 

information needed. This will allow 

time-resources to be used to embed 

key changes, instead of being spent 

on lengthy bench-marking.

Question 2: 

What do I need to do?

The Matrix is for organisations to 

undertake a self-assessment, review 

the actions and requirements for each 

of the five areas and work through 

the levels of maturity.

Your organisation should aim for the 

level that is achievable and ensures 

the best next steps on your journey. 

An audit and prior knowledge of 

steps already taken within this 

agenda would be beneficial before 

planning next steps when using the 

Matrix. It is useful to have knowledge 

of any existing diversity and inclusion 

strategy within your organisation, 

as many of the recommendations 

may have already been executed 

or can align to existing initiatives or 

processes. Points are also awarded 

for a percentage of a goal completed 

or planned.

Question 3: 

Who should be involved in this 

process?

The Matrix is a tool to help your 

organisation start conversations. It 

is recommended that the Matrix is 

more effective if worked through 

and completed by a committee 

of selected representatives of the 

organisation who are engaged in this 

agenda, including the involvement of 

a senior champion, members of the 

network, BAME staff and HR. If you 

have a Diversity and Inclusion lead, 

it’s important they are engaged in this 

process.

Question 4: 

Do I need to work through and 

complete each level before moving 

on to the next?

Within each level, organisations must 

achieve 90 percent of the points to 

be able to move on to the next level; 

however, points are awarded for 

completing part of an action, which 

should be listed in the box provided. 

For information on how additional 

points are awarded, please see 

Appendix 1: Additional Points. 

Please submit information in every 

area of the Matrix, even if you have 

not fully completed a level, as even 

part-completion of advanced level 

actions may help your overall score 

and ranking. 

    H O W  T O  C O M P L E T E  T H E  M A T R I X

Frequently asked
  F I V E  A R E A S :

•	 Board	&	Allies	[A]

•	 Data	&	Policy	[B]

•	 Culture	&	Inclusion	[C]

•	 ERGs	or	Networks	[D]

•	 Employee	Life	Cycle	[E]
  R E C O M M E N D E D

We	recommend	a	minimum	of	

four	core	representatives	to	give	

different	viewpoints	to	ensure	that	

development	levels	are	assessed	

robustly,	and	actions	are	taken	and	

embedded	effectively.	We	also	

advise	using	an	external	facilitator	

with	expert	knowledge	of	diversity	

and	inclusion,	as	they	will	be	

able	to	help	assist	the	process	of	

the	discussion,	assessment	and	

challenge	the	outcomes.

The Maturity Matrix can only be 

submitted using the online form 

at www.investinginethnicity.com/

matrix. 

http://www.investinginethnicity.com/matrix
http://www.investinginethnicity.com/matrix
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Question 5: 

Will the Matrix stay the same 

each year?

The Matrix is a live document 

that is supported by the All-Party 

Parliamentary Group for Governance 

and Inclusive Leadership and will 

evolve based on feedback. Please 

submit any feedback or any further 

recommendations to matrix@

investinginethnicity.com.

Question 5: 

During what period should my 

organisation have completed each 

action?

All activities must be undertaken 

within an 18-month period (January 

2019 - June 2020), unless otherwise 

stated.

Question 6: 

What happens after submitting the 

Matrix on 30 June?

All information is kept strictly 

confidential, and in line with data 

protection laws.

After submitting the Matrix, your 

organisation will be point-scored 

and given a basic summary which 

will include: The level of your 

accreditation, your ranking broken 

down into the four areas (Board 

& Senior Allies, Policy & Data, 

Culture & Inclusion, Employee Life 

Cycle) and recommended areas for 

improvement.

You can also join our membership 

programme, which gives additional 

benefits, a one-to-one consultation 

and a full report. For more 

information about the membership, 

please email us at matrix@

investinginethnicity.com.

Question 7: 

How will my organisation be 

recognised for its commitment?

For those who have attained one 

of the four levels, organisations will 

receive a badge for that respective 

level. Badges can be used on 

company communication and 

promotional collateral.

There will be an eight-page 

supplement in the Guardian in 

November 2020, among coverage 

from our other press partners. 

The Investing in Ethnicity Awards 

will also recognise employers who 

have invested in this agenda and will 

include an award for one Outstanding 

Employer that has shown exceptional 

commitment and innovation in this 

agenda. You will have the opportunity 

to nominate individuals from your 

organisation and your network group 

for other Awards categories.

Question 8: 

Do I need to provide evidence for 

each of the actions?

We reserve the right to request 

evidence to validate that the 

information you have given is 

correct. However, it is not required 

at submission. We may also ask 

your organisation to give further 

information on a particular area to 

highlight good practice and use within 

our case studies (with permission).

Question 9: 

What if I need additional help?

The Matrix is free to submit, and 

we can answer any questions you 

may have, by emailing: matrix@

investinginethnicity.com. or calling our 

dedicated helpline 020 3874 1651.

Many of the organisations involved 

have also joined our low-cost 

membership to help further embed 

the recommendations and receive 

additional support.

Please register your intention to 

submit the Matrix. On completion 

you will be redirected to the online 

submission form.

The Maturity Matrix can only be 

submitted using the online form 

at www.investinginethnicity.com/

matrix. 

questions
  L E V E L S  O F 

M A T U R I T Y

The	Maturity	Matrix	has	four	levels:	

Level	1:	Investing	in	Ethnicity	

Employer

Level	2:	Star	Employer	

Level	3:	Advanced	Employer	

Level	4:	Exemplary	Employer	

mailto:matrix%40investinginethnicity.com?subject=
mailto:matrix%40investinginethnicity.com?subject=
mailto:matrix%40investinginethnicity.com?subject=
mailto:matrix%40investinginethnicity.com?subject=
mailto:matrix%40investinginethnicity.com?subject=
mailto:matrix%40investinginethnicity.com?subject=
http://www.investinginethnicity.com/matrix
http://www.investinginethnicity.com/matrix
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Please complete the submission and provide the relevant additional or supporting information as indicated. 

You can partially complete the form and return to it at a later date, if required. Within four weeks of submitting 

your form, you will receive a full breakdown of where your points have been awarded and where you rank as an 

organisation within the five areas: Board & Senior Allies [A], Policy & Data [B], Culture & Inclusion [C], ERGs or 

networks [D], Employee Life Cycle [E].

We recommend a minimum of four core representatives to give different viewpoints to ensure that development levels 

are assessed robustly, and actions are taken and embedded effectively. We also advise using an external facilitator if 

you have limited knowledge of diversity and inclusion, as they will be able to help assist the process of the discussion, 

assessment and challenge the outcomes.

If an action has been fully completed, please tick the box to receive the full points indicated on the scoring sheet.

If not, please tick the appropriate box and give information on what work has been done in this area, as you could still 

receive partial points towards your score.

Please note, all activities must be undertaken within an 18-month period, unless otherwise stated.

S C O R I N G  A N D  F I L L I N G  O U T  T H E  S U B M I S S I O N :

    H O W  T O  C O M P L E T E  T H E  M A T R I X

Guidance notes

1. Read the guidance

2. Fill in the 
online form

3. Receive your company report back
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THE MATURITY 
MATRIX LEVELS

LEVEL 1
INVESTING IN 

ETHNICITY
EMPLOYER

LEVEL 2
INVESTING IN 

ETHNICITY
STAR EMPLOYER

LEVEL 3
INVESTING IN 

ETHNICITY
ADVANCED EMPLOY-

ER

LEVEL 4
INVESTING IN 

ETHNICITY
EXEMPLARY EM-

PLOYER

DESCRIPTION

This level highlights or-

ganisations that are at the 

beginning of the journey. 

Completion of the key 

actions at this level show 

that the organisation has  

gathered knowledge, in-

vested in BAME-led stake-

holders and should be able 

to start conversations in 

order to identify the best 

route for progression to 

further stages in year two.

This level highlights 

organisations that have 

started to formalise and 

implement their ethnic-

ity agenda within the 

workplace. The completed 

matrix activities should 

have started to take effect 

in areas such as recruit-

ment, strategy and data 

collection. In addition, 

at this level the ethnicity 

agenda should be visible 

within the organisation.

This level highlights 

organisations that have a 

clear and formal structure 

to their ethnicity agenda, 

implemented through-

out the organisation and 

supported at board or 

executive level. Collection 

of data and trends should 

be in place to enable the 

monitoring and reporting 

of ethnicity statistics in 

the workplace.

This level highlights 

organisations that are 

not only focused on the 

ethnicity agenda, but are 

implementing it with suc-

cess across the business. 

Processes are in place 

and built into the core 

company structure and 

culture of the organisa-

tion. Regular monitoring 

and improvement of the 

implementation process 

around ethnicity should 

take place organically.

C
A

T
E

G
O

R
Y

 P
O

IN
T

S
 [

9
0

%
]

BOARD AND
SENIOR  

ALLIES [A]
25 [22.5] 25 [22.5] 25 [22.5] 25 [22.5]

POLICY AND DATA [B] 20 [18] 15 [13.5] 15 [13.5] 30 [27]

CULTURE AND  
INCLUSION [C] 20 [18] 15 [13.5] 20 [18] 30 [27]

EMPLOYEE NETWORK 
[D] 10 [9] 20 [18] 20 [18] 20 [18]

EMPLOYEE LIFE
CYCLE [E] 30 [27] 30 [27] 25 [22.5] 30 [27]

TOTAL LEVEL POINTS 
[POINTS TO PROGRESS] 105 [94.5] 105 [94.5] 105 [94.5] 135 [121.5]

TOTAL POINTS 450

S C O R I N G ,  L E V E L S  O F  M A T U R I T Y  A N D  C A T E G O R I E S

SUBMISSION STAGES DATES METHOD OF 
SUBMISSION

Final sub-
mission 
stage

To be recognised as an Investing in Ethnicity Employer and re-
ceive a report, the online form will need to be completed and 
submitted by 30 June 2020. 
This will then be assessed by Investing In Ethnicity, and organ-
isations will be given a basic feedback report and awarded the 
appropriate level. For a fuller report and consultation, please 
enquire about becoming an Investing in Ethnicity member.

30 June 2020 The online form can be 
completed and saved in 

stages.

The form and guidance 
resource are accessible 
at www.investingineth-

nicity.com/matrix. Employer 
recogni-
tion

A baseline report will give organisations direction on the areas 
to focus on within the four different areas. Employers will be 
notified whether they have made the Top 10 Employers, and 
celebrated in October at our awards ceremony and in the 
press, including a special supplement in The Guardian.

October 2020

K E Y  D A T E S

http://www.investinginethnicity.com/matrix
http://www.investinginethnicity.com/matrix
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X LEVEL 1: Investing in Ethnicity Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Champion A11 Identify	an	
executive	
sponsor	to	
champion	
ethnicity	
throughout	
the	organi-
sation.	The	
sponsor	will	
be	accounta-
ble	for	aspira-
tional	targets	
and	driving	
the	ethnicity	
agenda	from	
the	top.

Executive sponsors or senior 
champions do not need to be 
from a minority ethnic back-
ground. It is not essential that 
the senior champion is knowl-
edgeable on this agenda, 
but it is imperative that they 
have a passion to learn more, 
and to advance and amplify 
messaging around ethnicity 
within their organisation. 
Ideally, they should also be 
in a position to be able to 
positively influence the exec-
utive team and/or the board, 
ideally as a member of one 
of these teams. The executive 
sponsor can also influence 
their organisation to set up 
key objectives and implement 
further strategy and measures 
through engagement with the 
employee network.

5

Budget A12 Establish	a	
ring-fenced	
budget	to	
bring	in	ex-
pertise	to	aid	
advancement	
where	neces-
sary.	Ideally,	
this	should	be	
set	annually,	
with	a	budget	
strategy	in	
place.	

A ring-fenced budget should 
be allocated in order to bring 
in external expertise or con-
sultants (where necessary), 
for internal and external 
events, and for career acceler-
ation, mentoring and inclusion 
training. If your organisation’s 
network group (or Employee 
Resource Group) is estab-
lished, it is important to have 
its members involved in 
budget planning and allo-
cation.

10

Strategy A13 Have	an	
ethnicity	
Inclusion	
strategy	plan	
that	spans	
at	least	one	
year	(three	
years	is	rec-
ommended),	
with	aspira-
tional	targets	
that	can	be	
reported	on	
annually.

Delivery against an ethnicity 
inclusion strategic plan should 
be monitored quarterly and 
should include an annual 
report to provide an overview 
of progression and outcomes.

10

TOTAL MAXIMUM SCORE FOR LEVEL 1 25

LEVEL 2: Investing in Ethnicity Star Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

 Engage-
ment

A21 Your	execu-
tive	sponsor	
must	have	
spoken	on	
the	ethnicity	
agenda	at	
a	company	
event	at	
least	once	in	
the	past	12	
months.

The executive sponsor should 
have spoken about the or-
ganisation’s commitment to 
ethnicity through a business 
event with senior leadership 
or at an internal awareness 
event, and independently of 
the network group. This could 
be achieved through articulat-
ing and sharing their point of 
view on the agenda, company 
commitment and plans, and 
how ethnicity and race are an 
important part of the broader 
inclusion agenda and strategy 
within the organisation. 

5

Employee 
Network

A22 Regularly	
meet	with	
the	chairs/
leaders	of	the	
multicultural	
network

The meetings should discuss 
annual strategy, a calendar of 
events and how the executive 
sponsor can provide further 
support. 

5

Internal 
Comms

A23 Demonstrate	
commitment	
to	the	ethnic-
ity	agenda	
through	fre-
quent	internal	
communica-
tions.

Internal communications 
could include the executive 
sponsor giving an interview, 
speaking about the ethnicity 
agenda at an internal event, 
or using another method to 
promote the agenda through-
out the organisation. This 
could be promoted through 
the organisation’s intranet, or 
in an email bulletin. Frequent 
communications can be an 
opportunity to articulate 
strategy around this agenda, 
and demonstrate the link to 
business strategy and com-
mercial priorities. This could 
involve, for example, the use 
of HR data to help increase 
disclosure rates on ethnicity. 
We recommend that a com-
munication plan spanning 12 
months is in place and that 
communications are released 
at least every quarter.

5

Engage-
ment

A24 Give	senior	
teams	the	
opportunity	
to	hear	lived	
experienc-
es:	Initiate	
listening	
focus	groups,	
reverse	and	
reciprocal	
mentoring	
programme	
or	similar	
(please	give	
details)	
(PART	1)

Giving senior teams the 
opportunity to listen to lived 
experiences from diverse 
ethnic populations can help 
awareness and also aid 
engagement. Useful ways of 
implementing this could be 
through reverse or reciprocal 
mentoring, focus group-style 
listening sessions or anony-
mous chat rooms. This could 
be achieved through utilis-
ing the network group and 
senior teams, developing a 
programme of regular meet-
ings or a single high-impact 
session. 

10

TOTAL MAXIMUM SCORE FOR LEVEL 2 25
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Education & 
Training

A31 Ensure	that	
executive	
and	senior	
teams	have	
had	ethnici-
ty	inclusion	
training,	ei-
ther	through	
a	stand-alone	
programme,	
integrated	
into	existing	
programmes	
or	uncon-
scious	bias	
training.	

This type of training can 
be integrated into existing 
programmes or styled as a 
dedicated inclusive leadership 
programme. Dedicated pro-
grammes have been shown 
to provide more sustainable 
results than stand-alone 
unconscious bias training. 
Compulsory e-learning or 
webinars can also be an ef-
fective way to introduce large 
senior teams to this agenda; 
however, it should be noted 
that decision makers in the 
recruitment development pro-
cess should also participate in 
deeper dive programmes with 
external expertise. Modular 
inclusive leadership pro-
grammes could also include a 
segment with a focus on the 
specific barriers around ethnic 
inclusion within your organi-
sation. Ensure that some form 
of ethnicity inclusion training 
is openly available to all senior 
and executive teams. It is rec-
ommended that this includes 
use of language and how to 
start honest conversations to 
improve engagement. Please 
let us know if you would like 
further information on train-
ing programmes. 

10

Annual 
Reporting

A32 The	exec-
utive	team	
should	ref-
erence	what	
steps	they	
are	taking	
to	improve	
BAME	rep-
resentation	
and	progres-
sion	within	
their	annual	
report.

The executive team should 
develop and articulate the 
business and moral case for 
ethnic diversity, and commu-
nicate this to the rest of the 
organisation as part of the 
business strategy. The report 
should mention data, where 
relevant, and include the areas 
where improvement is needed 
and what measures are being 
put in place. This could be 
as part of the organisation’s 
wider inclusion objectives, but 
these must specifically ad-
dress measures to strengthen 
the ethnicity agenda. 

5

Accounta-
bility

A33 Include	di-
versity	and	
inclusion	as	
a	key	perfor-
mance	indica-
tor	(KPI):	All	
senior	leaders	
should	have	
clear	diversity	
and	inclusion	
objectives	
included	in	
their	annual	
appraisal.

It is recommended that KPIs 
should be measurable ob-
jectives which align to wider 
inclusion goals and should be 
assessed annually. KPIs can 
be tied to the data (if avail-
able) for each department 
to ensure that all employees 
are given the same access to 
career progression and pro-
grammes, and that candidates 
for positions are fairly chosen 
from a diverse talent pool. 

10

TOTAL MAXIMUM SCORE FOR LEVEL 3 25

LEVEL 4: Investing in Ethnicity Exemplary Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Engage-
ment

A41 Give	senior	
teams	the	
opportunity	
to	hear	lived	
experienc-
es:	initiate	
listening	
focus	groups,	
reverse	and	
reciprocal	
ethnicity	
mentoring	
programmes	
or	similar	
(please	give	
details)	with	
at	least	20	
percent	of	
your	exec-
utive	team.	
(PART	2)

Giving senior teams the 
opportunity to listen to lived 
experiences from diverse eth-
nic populations helps aware-
ness and has also been shown 
to aid engagement. A useful 
way of implementing this is 
through reverse or reciprocal 
mentoring, focus group-style 
listening sessions or anony-
mous chat rooms. This can 
be done through utilising the 
network group and senior 
teams and developing a pro-
gramme of regular meetings 
or via a single high-impact 
session. 

10

Accounta-
bility

A42 Ensure	that	
the	execu-
tive	team’s	
annual	ob-
jectives	and	
KPIs	include	
the	ethnicity	
targets,	with	
specific	focus	
on	BAME	rep-
resentation	
and	progres-
sion.

Use data (where possible) 
and strategy to help imple-
ment KPIs which will directly 
aid areas of the ethnicity 
agenda and align to the 
company’s overall diversity 
and inclusion goals. KPIs 
should be tailored, and varied 
according to the executive’s 
role. These can be published 
externally as well as internally 
as part of the annual report-
ing requirement. KPIs can be 
tied to the data (if available) 
for each department to 
ensure that BAME employees 
are given the same access to 
career progression and pro-
grammes, and that candidates 
for appointments are chosen 
fairly and are representative 
of ethnic diversity. 

15

TOTAL MAXIMUM SCORE FOR LEVEL 4 25
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LEVEL 1: Investing in Ethnicity Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Data B11 Ensure	that	
your	HR	sys-
tems	are	cap-
turing	data	on	
ethnicity.

Data collection is an essential 
tool for developing strategy 
and helping to achieve buy-in 
on areas where your business 
needs it the most. It is rec-
ommended that basic data 
on BAME representation at 
all levels of your workforce 
should be available to those 
involved in progressing the 
agenda. Ensure good dis-
closure rates by including 
a comms plan that clearly 
explains the purpose of data 
collection [also see A23]. 

10

Employee 
Survey

B12 Ensure	that	
your	employ-
ee	survey	
includes	the	
capture	of	
ethnicity	
data.	Encour-
age	good	dis-
closure	rates	
by	clearly	
outlining	the	
purpose	of	
the	survey.

If your organisation already 
has an employee survey, en-
sure that it includes ethnicity. 
Encourage good disclosure 
rates by clearly communicat-
ing the purpose of the survey. 

5

Policy B13 Ensure	that	
your	HR	Poli-
cies	distinctly	
highlight	
the	Equality	
Act	and	the	
seriousness	
of	any	sort	of	
discrimina-
tion,	especial-
ly	around	race	
or	ethnicity.

Organisations should have 
Equal Opportunities/Equality 
and Inclusion Policies in place 
in line with the Equality Act 
2010, which should be easily 
accessible to all employees. 
The policy should highlight 
the seriousness of discrimina-
tion, and include the proce-
dure that an employee can go 
through if they feel they are a 
victim of racial discrimination, 
bullying or harassment. It is 
recommended that once you 
have revised your policy, it is 
available to all new employees 
starting in the company and 
is accessible through inter-
nal systems, such as on the 
intranet. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 1 20

LEVEL 2: Investing in Ethnicity Star Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Policy B21 Ensure	that	
your	supply	
chain	has	
a	strategy	
towards	its	
commitment	
to	diversity	
and	inclusion	
with	suppli-
ers.

Supplier diversity guidelines 
should be documented and 
made available to all involved 
in procurement. A list of 
preferred suppliers can be 
included; made up of organ-
isations that share similar 
values (that have a strategy, 
aspirational targets and/or 
principles similar to your own 
around the BAME agenda). 
Develop guidelines for suppli-
ers as part of a diversity and 
inclusion strategy. A Supplier 
Diversity Programme may 
help prove that your supply 
chain actively seeks to align 
with businesses that exhibit 
good ethical values and good 
practice around the ethnicity 
agenda.

5

Annual 
Reporting

B22 Use	HR	data	
to	analyse	
BAME	rep-
resentation	
at	all	levels,	
include	with-
in	annual	
reports	and	
align	to	strat-
egy.	Ensure	
that	data	is	
seen	by	the	
executive	
sponsor.

The data should be ap-
proached in the same way as 
performance or sales targets. 
The information should be 
analysed to form a picture of 
BAME representation pat-
terns and the result should 
be presented at a senior level 
within your organisation. This 
data could be broken down 
to departmental/business 
unit level to track and monitor 
progress and align with KPIs. 
[Also see A32]

10

TOTAL MAXIMUM SCORE FOR LEVEL 2 15
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LEVEL 3: Investing in Ethnicity Advanced Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Data B31 Use	HR	data	
to	annual-
ly	monitor	
progression,	
retention	and	
attrition	of	
BAME	em-
ployees	at	all	
levels	of	the	
business.	En-
sure	that	data	
is	seen	by	
the	executive	
sponsor.

Use annual HR data to assess 
levels of BAME employment 
throughout all levels of sen-
iority. Correlate this with 
previous data to identify 
progress or areas that need 
improvement. Establish which 
areas of the business have 
low levels of diverse recruit-
ment, barriers to progression 
or low levels of retention for 
BAME employees. Ensure 
there is a process to capture 
exit data.

5

Policy B32 Monitor	the	
level	of	BAME	
employees	
who	have	
reported	
grievances	or	
complaints	
for	discrim-
ination,	
bullying	or	
harassment,	
and	compare	
to	the	propor-
tion	of	report-
ed	incidents	
for	the	overall	
workforce.

Ensure HR and Employee 
Relations manage data that 
monitors ethnicity within 
discrimination, harassment 
and bullying cases. A pro-
cess should be put in place 
if results show higher levels 
of discrimination for BAME 
employees. If this is occurring 
within particular areas of 
the business, this should be 
investigated and addressed 
formally. 

10

TOTAL MAXIMUM SCORE FOR LEVEL 3 15

LEVEL 4: Investing in Ethnicity Exemplary Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Data B41 Ensure	that	
data	is	cap-
turing	a	
breakdown	
of	BAME	
employees	
by	pay	band	
and/or	pay	
gap	with	a	
view	to	pub-
lishing	data	
in	the	future.	
Align	to	your	
organisation’s	
gender	pay	
gap	rules	if	
there	is	dis-
parity.

Gender pay reporting legisla-
tion requires employers with 
250 or more employees to 
publish statutory calculations 
every year showing how large 
the pay gap is between their 
male and female employees. 
Using a similar matrix, criti-
cally examine a breakdown 
of BAME employee data by 
pay band or pay gap. Some 
organisations have voluntarily 
released Ethnicity Pay Gap 
statistics; you can view these 
reports on the Investing in 
Ethnicity website.

20

Policy B42 Frequently	
monitor	Em-
ployee	Rela-
tions	informa-
tion	regarding	
disciplinary	
cases	to	en-
sure	that	the	
proportion	of	
those	cases	
involving	
BAME	em-
ployees	does	
not	exceed	
the	propor-
tion	of	BAME	
employees	to	
non-BAME	in	
your	organ-
isation.	You	
may	consider	
also	including	
Performance	
Improvement	
Plans	in	this	
analysis.

Put a process in place to 
ensure transparency of 
the disciplinary process. If 
the percentage of BAME 
employees involved in the 
disciplinary process is higher 
than the overall average for all 
employees, then investigate 
the causes. In organisations 
that are experiencing higher 
than usual numbers of BAME 
employees going through 
the disciplinary process 
or receiving Performance 
Improvement Plans, this is 
often the result of a lack of 
communication or under-
standing when resolving 
disputes, unconscious as well 
as conscious bias, and a lack 
of understanding of cultural 
differences.

10

TOTAL MAXIMUM SCORE FOR LEVEL 4 30
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Events C11 Hold	an	in-
ternal	event	
which	starts	
conversations	
on	the	eth-
nicity	agenda	
and	is	open	to	
ALL	employ-
ees

The aim of the event is to 
encourage BAME inclusion. 
Suitable events could include 
a conference, an address from 
a keynote speaker, a story-
telling session, a workshop 
on starting conversations or 
an engagement session. This 
does not need to be a stand-
alone ethnicity event, but 
could be incorporated into 
an existing event as part of a 
calendar of events.  

5

Internal 
Comms

C12 Send	one	
compa-
ny-wide	com-
munication	
that	includes	
ethnicity	
news	within	
a	12-month	
timeframe.

Existing company-wide com-
munication methods such as 
newsletters, bulletins, intranet 
articles and publications can 
be utilised to update the 
workforce on activities and 
focus on the organisation’s 
plans to intensify the impor-
tance of this agenda. 

10

Internal 
Comms

C13 Include	a	
resource	on	
your	intranet	
which	pro-
motes	correct	
use	of	lan-
guage	around	
race,	ethnic-
ity,	BAME,	etc.

A terminology guide on your 
company’s intranet will help 
staff better understand ac-
ceptable words and phrases, 
be mindful of terminology 
and improve understanding.  
Additional resources, such as 
“Understanding Race Termi-
nology - use of language” 
can also be found at investin-
ginethnicity.com

5

TOTAL MAXIMUM SCORE FOR LEVEL 1 20

LEVEL 2: Investing in Ethnicity Star Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE

MAX

SCORE

Education 
& Training

C21 Review	inclu-
sive	leader-
ship	or	sim-
ilar	training	
programmes	
to	ensure	
that	they	
challenge	
behaviour	and	
deliver	ac-
tions	around	
the	ethnicity	
agenda.	

A focus on ethnicity should 
be incorporated into existing 
internal inclusion training or 
integrated into new training 
programmes. Sessions should 
break down barriers around 
ethnicity and enable a space 
for honest conversations, 
whilst empowering senior 
leaders to be able to address 
issues around ethnicity within 
their departments. Topic areas 
could include a focus on lan-
guage and stereotypes, how 
to challenge behaviour, and 
how to address bias. For an 
external objective assessment 
of these interventions with an 
expert perspective on diver-
sity and inclusion learning, 
please contact us.

10

Internal 
Comms

C22 Profile	sto-
ries	and	case	
studies	on	
your	intranet	
that	include	
BAME	profes-
sionals	as	role	
models.

The power of real-life case 
studies can provide a show-
case for your organisation 
through the use of positive 
role modelling. Please note, 
using only BAME role models 
can be viewed as tokenistic 
and outdated; instead consid-
er presenting a diverse pop-
ulation of role models’ stories 
which include the achieve-
ments and individual experi-
ences of BAME employees as 
part of the wider initiative. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 2 15

[C] Culture & Inclusion
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Education 
& Training

C31 Fifty	percent	
of	your	or-
ganisation	
should	have	
completed	
at	least	one	
session	of	
inclusion	
training	that	
has	a	focus	
on	ethnicity.

This could be completed as 
an introductory values ses-
sion for new employees and 
should include a focus on 
ethnicity and race. Webinars 
or e-learning may be an effec-
tive option when engaging a 
large number of employees, 
or if the workforce is spread 
across multiple sites/loca-
tions. 

15

External 
Activities

C32 Promote	your	
organisation’s	
support	of	
the	ethnic-
ity	agenda,	
i.e.	through	
sponsorship,	
speaker	op-
portunities	
for	external	
events	or	by	
supporting	
an	external	
event.

Publicise any achievements 
externally. Explain the im-
portance of positioning your 
organisation as investing 
in the ethnicity agenda to 
stakeholders. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 3 20

LEVEL 4: Investing in Ethnicity Exemplary Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Education 
& Training

C41 All	employees	
should	have	
completed	
at	least	one	
session	of	
inclusion	
training	that	
has	a	focus	on	
ethnicity	and	
race	within	
the	last	24	
months.

Training can be implemented 
through e-learning modules 
or via one-off sessions to 
ensure it is accessible to all 
employees. Training should 
ideally be sustainable and 
undergo an annual review 
to ensure long-term cultural 
change within the organisa-
tional, as well as individual 
development.

20

External 
Activities

C42 Help	and	
engage	other	
organisations	
starting	on	
their	journey.	
Mentor	a	
partner	or-
ganisation	on	
this	agenda.

Collaborate with at least one 
other organisation in order to 
share ideas on improving the 
agenda. This can be a power-
ful way of brainstorming inno-
vative ideas, sharing resources 
or helping another network 
on the start of its journey.

5

External 
Activities

C43 Implement	
engagement	
with	schools	
in	areas	with	
above-aver-
age	multi-
cultural	rep-
resentation.

Work with schools or youth 
organisations in areas with 
above-average multicultural 
representation. The sessions 
could be focused on careers, 
introducing BAME role mod-
els within your organisation 
or showcasing the different 
pathways into employment 
within your industry. Identify 
and focus on schools where 
there are already corporate/
CSR community links to en-
sure alignment with corporate 
partnerships. Where there are 
no existing links with local 
multicultural schools, develop 
a proposal for the company to 
initiate engagement. You may 
need to consider what you 
can do on a voluntary and 
personal basis to reach out 
and make connections in the 
early stages of this process. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 4 30
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Network 
setup

D11 Have	an	ac-
tive	multicul-
tural	network	
group	in	place	
within	your	
organisation.

Set up a network if you don’t 
have one already and actively 
build up the membership 
within your organisation. 
Enlist stakeholders who are 
passionate about ethnicity 
(see A11). Create opportunities 
for the network to engage the 
wider organisation beyond 
BAME employees. 

5

Network 
setup

D12 Appoint	a	
network	chair	
and	complete	
terms	of	ref-
erence.

When setting up a new net-
work, it is important to have a 
core committee consisting of 
a chair or co-chairs who are 
supported by others within 
the organisation. When set-
ting up terms of reference, 
identify the purpose, objec-
tives, the role of the chair 
and the key activities of the 
network. Please note that not 
all BAME members of staff 
will want to be involved in the 
network, others may want to 
simply observe, so it is recom-
mended that a communica-
tion plan is included. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 1 10

LEVEL 2: Investing in Ethnicity Star Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE

MAX

SCORE

Events D21 Hold	at	least	
one	internal	
or	external	
network	
event	every	12	
months	with	
an	executive	
sponsor.

In the first year, the event, 
which should be open to the 
whole organisation, could be 
formatted as a panel speaker 
event, a workshop session, or 
a review session to report on 
ethnicity data. Identify com-
mitted volunteers and give 
them clear roles and deliv-
erables to help establish the 
network, working alongside 
committee members. Ideally 
there should be a senior level 
sponsor, in addition to the 
executive sponsor/champion, 
who visibly sponsors the 
network. 

5

Budget D22 Ensure	that	
the	multicul-
tural	network	
has	its	own	
operating	
budget.

The network should be able to 
propose budget allocation for 
training, bringing in external 
expertise and consultants, 
and for internal and external 
events, where necessary. 

5

Recogni-
tion

D23 Participation	
in	the	net-
work’s	com-
mittee	should	
be	recognised	
within	annual	
appraisals.

Network chairs and com-
mittee members should be 
recognised for their active 
involvement and participation 
outside of their day job within 
their performance reviews. 
Line-managers and depart-
ment managers should be 
made aware that this is stat-
utory and helps the organi-
sation’s overall diversity and 
inclusion goals. 

5

Events D24 Hold	a	col-
laborative	
intersectional	
event	with	an-
other	employ-
ee	network	
group	within	
your	organi-
sation.

This is a good way to in-
troduce your network and 
members to others within the 
organisation and helps broad-
en awareness of the network 
to other employees. This 
could be achieved by inviting 
speakers from different net-
works to discuss all areas of 
intersectionality. Examples of 
this could be a joint Lesbian, 
Gay, Bisexual and Transgender 
(LGBT) or Gender and Multi-
cultural network event. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 2 20

[D] Employee Network
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Strategy D31 Make	your	
network	
fully	inclusive,	
ensuring	a	
work	plan	to	
engage	all	
employees.

Develop an annual work 
plan detailing all activities 
to be undertaken to ensure 
the network welcomes and 
is inclusive of allies. Ensure 
any activities carried out by 
the network have a focus on 
being inclusive and engage all 
staff. The network should be 
promoted to the wider organ-
isation, and include informa-
tion about the involvement 
of allies.  

5

Internal 
Comms

D32 Set	an	annual	
comms	strat-
egy	for	com-
munications	
about	ethnici-
ty	news	every	
quarter.

This can include informa-
tion about specific training 
programmes available that 
include the race agenda, news 
around provisions being put 
in place, and stories from 
BAME employees or allies. 
Information can be promoted 
through a dedicated space on 
the intranet, or via bulletins or 
newsletters.  

5

Education 
& Training

D33 Hold	a	profes-
sional	devel-
opment	event	
for	BAME	em-
ployees	with-
in	a	12-month	
period.

Hold an event, open to the 
network, that focuses on 
professional development 
- this could be a workshop 
or training session. Sessions 
could be on subjects such as 
navigating your career, being 
a better role model or being 
an inclusive employer or ally. 
 

5

Events D34 The	network	
group	should	
collaborate	
with	other	ex-
ternal	BAME	
employee	
network	
groups.

Make contact with other or-
ganisations’ networks or part-
ner with groups that focus on 
the ethnicity agenda. This can 
be achieved by contacting an 
external group of networks 
or by directly approaching 
other network groups and 
will provide the opportunity 
to approach wider issues and 
gain further insights through 
collaboration, benefiting both 
organisations. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 3 20
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Education 
& Training

D41 Hold	one	
event	which	
offers	peer	
mentoring	
within	the	
network.

Hold an event which introduc-
es the concept of peer men-
toring and explains its practi-
cal application. The focus of 
peer mentoring could include 
career progression or navigat-
ing the organisation. To make 
this more effective, consider 
peer coaches who can deliv-
er sessions on being a peer 
mentor. This can either be 
with a view to utilising peer 
support in-house, or through 
an external organisation and 
across companies. 

5

Strategy D42 Your	network	
should	align	
its	strategy	to	
D&I	and	pro-
vide	insight	
into	company	
values	and	
policy.

The network group or Em-
ployee Resource Group 
should help to support the 
HR department when re-
viewing relevant current or 
new policies to ensure they 
don’t adversely impact BAME 
employees, and approve that 
the correct language is used 
to be fully inclusive. This 
measure will provide added 
value to the organisation by 
offering unique insights while 
developing internal policies 
and processes, which will 
undoubtedly influence other 
areas of business. The formal 
inclusion of networks and 
ERGs in the development of 
HR policies and processes 
should be part of the overall 
project plan to ensure that in-
put from diverse populations 
is a naturally integrated and 
standard step in the policy 
review process. 

10

Strategy D43 Make	a	plan	
for	regular	
meetings	with	
the	network	
committee	
and	set	an	
agenda	and	
strategy.

The meeting with the chairs 
of the BAME network should 
discuss and update the annual 
strategy and look at how the 
executive sponsor can pro-
vide further support. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 4 20
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[E] Employee Life Cycle

LEVEL 1: Investing in Ethnicity Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Recruit-
ment

E11 Ensure	the	
imagery	and	
language	
used	within	
recruitment	
campaigns	
are	reflective	
of	ethnically	
diverse	com-
munities.

Imagery should show the 
diversity of the workforce or 
intended workforce. This helps 
attract diverse candidates and 
gives a solid first impression of 
your organisation to potential 
candidates. It is important for 
candidates to be able to visual-
ise themselves in the role and 
promotes your organisation as 
investing in this agenda. 

5

Recruit-
ment

E12 Revise	word-
ing	on	job	
specifications	
to	ensure	that	
plain	Eng-
lish	is	used,	
without	bias,	
demonstrat-
ing	an	accu-
rate	reflection	
of	the	skills	
required.

Ensure the wording on your job 
advert is inclusive, but doesn’t 
seem subtly biased towards 
one particular group, and is 
written in a way that does not 
eliminate top candidates who 
may not speak English as a 
first language. Wording should 
be checked by members of 
the recruitment team who can 
view it through a different lens. 
Consider adding an inclusivity 
statement to your adverts 
which states that applications 
are welcome from people of all 
backgrounds.

5

Education 
& Training

E13 Take	steps	
to	actively	
encourage	
BAME	rep-
resentation	
on	talent	
programmes.

If your organisation has a talent 
programme, ensure that BAME 
individuals are aware of the op-
portunity to self-nominate. The 
demographic of the candidates 
selected should be representa-
tive of the proportion of BAME 
employees at that particular 
level. 

5

Education 
& Training

E14 Hold	a	se-
ries	of	focus	
groups	or	
listening	
sessions	to	
better	un-
derstand	the	
lived	expe-
riences	of	
BAME	em-
ployees.	This	
may	lead	to	
positive	and	
constructive	
feedback.

Focus groups or listening 
sessions should include small 
group exercises about the lived 
experiences and unique barriers 
within your organisation, and 
give the viewpoint from BAME 
employees of how they feel 
these should be overcome. This 
should prove to be a helpful ad-
dition to reported data. It is es-
sential to have BAME employee 
involvement, experiences and 
feedback when undertaking 
any work towards progress on 
this agenda. Information should 
be fed back to the board 
through the executive sponsor.

15

TOTAL MAXIMUM SCORE FOR LEVEL 1 30

LEVEL 2: Investing in Ethnicity Star Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Recruit-
ment

E21 Actively	pro-
mote	early	
career	job	
opportuni-
ties	to	BAME	
communities,	
i.e.	through	
job	fairs,	
demograph-
ic-specific	
advertising	
or	schools	
and	univer-
sities	with	
good	ethnic	
proportional	
representa-
tion.

Revising the sources your 
organisation uses to attract 
candidates is essential to aiding 
diverse recruitment. It can also 
be seen as a good opportunity 
to help populations consider 
a career which they may not 
otherwise have associated with 
their demographic. If there are 
limited opportunities to under-
take BAME-only recruitment in-
itiatives, then demonstrate how 
you have incorporated a strate-
gy that includes attracting and 
engaging BAME job-seekers. 
Consider alternative methods 
of recruitment, for example by 
using agencies with a success-
ful track record of ethnically 
diverse recruitment, or through 
local schools, universities and 
societies which have good 
representation. 

5

Recruit-
ment 

E22 At	least	one	
person	on	
the	recruit-
ment	panel	
must	have	
completed	
recruitment	
and	selection	
training	that	
included	
unconscious	
bias.

Ensure that at least one mem-
ber of the panel has carried 
out some form of awareness or 
unconscious bias training that 
is specifically tailored to recruit-
ment selection. Training could 
include e-learning or a formal 
training programme that spec-
ifies practical ways to eliminate 
bias and discrimination through-
out the recruitment process. The 
panel member should be able to 
share the potential areas where 
unconscious bias can play out 
in the interview process (before, 
during and after). They should 
also be able to call out bias - 
positive and/or negative - in the 
review session afterwards, with 
their points taken into account 
to ensure any subjective ap-
proaches can be eliminated. If 
possible, in the future, evaluate 
the outcome between panels 
which have had the training and 
those which have not, to moni-
tor outcomes.

5

Progres-
sion

E23 Produce	
detailed	and	
transparent	
guidelines	
on	how	your	
organisation’s	
career	ladder	
works,	in-
cluding	pay,	
promotions	
and	rewards	
and	make	it	
available	to	all	
staff.

This resource should be ob-
tainable through the intranet 
or a similar accessible form of 
communication that is availa-
ble to all employees, and can 
also be used by line-managers 
within appraisals. . 

10

Education 
& Training

E24 Identify	top	
BAME	talent	
at	middle	and	
senior	levels,	
and	place	
them	on	ca-
reer	or	talent	
programmes.

Ensure that there is a focus on 
diversity throughout the selec-
tion process for talent pro-
grammes, especially for areas 
that are under-represented. Ex-
plain to line-managers through 
to senior executives the benefits 
of strengthening the pipeline 
and improving representation 
when looking at the nomination 
process for talent programmes. 
Where necessary, use data to 
illustrate areas where retention 
of BAME employees is low, and 
build a talent pool by using ca-
reer progression through talent 
programmes. Ask line-managers 
to recommend top talent at 
middle and senior levels, ensur-
ing that they are representative 
of BAME employees. Talent 
programmes should either be 
stand-alone and dedicated to 
the career progression of BAME 
employees or aligned into exist-
ing programmes, but ensuring 
that they are inclusive of BAME 
employees. 

10

TOTAL MAXIMUM SCORE FOR LEVEL 2 30
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LEVEL 3: Investing in Ethnicity Advanced Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Recruit-
ment

E31 Actively	
ensure	a	
diverse	long	
and	short	list	
from	head	
hunters	and	
recruitment	
agencies	for	
all	senior	
recruitment	
positions.	

If you use a third party, 
particularly to recruit for 
senior positions, ensure that 
it monitors the ethnic origin 
of its candidates. Review 
whether your existing suppli-
ers and agencies have a D&I 
policy, and whether recruiters 
have undergone any inclusive 
leadership or unconscious 
bias training to demonstrate 
alignment with your com-
pany values and aspirations 
in this area [as in point B21]. 
Reject long and short lists of 
candidates that do not fulfil 
a minimum diversity require-
ment; it is recommended 
that this should reflect the 
local working age ethnic 
representation of the area you 
are recruiting for. 

5

Recruit-
ment 

E32 Ensure	di-
verse	recruit-
ment	panels	
for	senior	
roles.

Implement a process which 
ensures that those respon-
sible for recruitment to 
senior roles are from diverse 
backgrounds, and panels 
includes all genders. This can 
be achieved by ensuring that 
there is input from diverse re-
cruiters throughout all stages 
of the recruitment process. 

5

Recruit-
ment 

E33 When	recruit-
ing	potential	
managers,	
pose	inclu-
sion-related	
questions	
during	the	
interview.

Ensuring the right messaging 
throughout the recruitment 
process will help position 
your organisation as one that 
puts inclusion high on its 
agenda. A mindset of valuing 
difference and a culture of 
active inclusion is key for 
line-managers. For example, 
when interviewing, you could 
ask a scenario-based question 
regarding how they would 
deal with a race-related issue 
or discrimination in the work-
place, or ask for examples 
of what they have done to 
promote and value diversity 
in their existing teams, as well 
as what they think could be 
done to improve diversity 
and/or inclusion in the team 
and the wider organisation. 

5

Education 
& Training

E34 Ensure	the	
percentage	
of	BAME	
profession-
als	on	talent	
programmes	
is	reflective	of	
BAME	rep-
resentation	
within	your	
organisation	
or	local	work-
ing-age	pop-
ulation.

If you have a talent pro-
gramme, ensure the demo-
graphic of those selected is 
representative of the propor-
tion of BAME employees at 
that particular level. Ideally, 
the proportions should be 
aspirational if your organisa-
tion is under-represented at 
that level. 

10

TOTAL MAXIMUM SCORE FOR LEVEL 3 25

LEVEL 4: Investing in Ethnicity Exemplary Employer

SUB - 

CATEGO-

RY

CODE ACTION GUIDANCE MAX

Recruit-
ment & 
Selection

E41 Monitor	eth-
nicity	rep-
resentation	
at	all	stages	
of	the	recruit-
ment	process:	
application;	
shortlist,	
interview	and		
appointment.

Collect data at all levels of 
the recruitment process and 
compare figures for BAME 
employees and all staff regard-
ing applied, shortlisted and 
appointed candidate posts. 
Use this data to assess whether 
there are areas in the recruit-
ment process that should 
be addressed. This requires 
continued communication with 
recruitment agencies or inter-
nal recruiters to challenge their 
criteria, expand search pools 
and set stretch targets. This 
should be managed alongside 
internal line interviewers who 
should also be fully aware, 
before the interview process 
begins, of their own potential 
negative bias. 

10

Recruit-
ment 

E42 Have	provis-
sions	in	place	
within	the	
selection	
process	for	
when	BAME	
applicants	are	
not	reaching	
interview	
stage,	for	ex-
ample	assess-
ing	the	mini-
mum	criteria	
or	pushing	for	
further	appli-
cations.

If there are too few BAME ap-
plicants reaching the interview 
stage, investigate why candi-
dates are being rejected and 
revise the criteria and process-
es around recruitment. Where 
the percentage of BAME 
representation isn’t reflective of 
the local working-age popula-
tion, put processes in place to 
ensure that BAME candidates 
with minimum criteria are 
reaching interview stage or that 
recruiters actively seek further 
BAME applicants. 

5

HR & 
Talent

E43 Identify	top	
BAME	talent	
within	senior	
and	middle	
management	
and	allocate	
a	sponsor	to	
aid	career	
growth.

Your organisation should have 
a sponsorship programme in 
place with a focus on including 
BAME talent. Sponsorship 
can be a useful way to enable 
career acceleration for talent 
within the organisation. Howev-
er, it is important that sponsors 
are carefully matched for the 
process to be effective. Also 
consider aligning emerging 
talent to a senior sponsor to 
enable better career growth. 

10

HR & 
Talent

E44 Monitor	
whether	
BAME	talent	
on	career	
programmes	
are	actively	
progressing	
up	the	ladder.

Put a process in place to 
monitor the BAME talent 
programme and the progress 
of those participating, with a 
specific focus on areas and 
levels of the organisation where 
BAME staff are under-repre-
sented. 

5

TOTAL MAXIMUM SCORE FOR LEVEL 4 30
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APPENDIX 1: ADDITIONAL POINTS

SCORING KEY
CODE SCORE DESCRIPTION

A1 50% - 100%
• Outcomes have been achieved, but through alternative 

methodology. Similar outcomes have been achieved, 
appropriate to the organisation’s limitations. 

A2 Various (50%)

• Actions have been taken to provide outcomes, but not as 
part of an organisation-wide structure. 

• Results not fully complete due to restrictions eg. legal 
parameters or organisation size. 

A3 40%

• Actions are beginning to be performed. 
• Where action has been taken but is not complete, there is 

a commitment to long-term implementation. 
• Where actions require data, data has been collected, but 

not enough to be robust or analysed. 
• Initial reports are being collated from different actions. 

A4 30%

• Approval and/or funding for action has been secured. 
• Actions set to a defined action plan or time plan. 
• Methodology has been defined but not implemented. 
• Previous actions have been limited or may not have been 

kept up-to-date. 

A5 20%
• Initial consultations underway. 
• Steps planned for basic actions.

B 15%
• Robust commitment to deliver outcomes but work not yet 

begun.

C 10% • Clearly stated intention to deliver outcomes.

D 0%

• No planned actions or solid indication of actions. 
• Where actions have been taken, they are not ethnicity-

specific or do not directly involve BAME employees. 
• Where actions have been taken that are ethnicity-specific, 

they are not measureable, or have not taken place in the 
United Kingdom.


