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INTRODUCTION

                                                                                            and Talentree with the support of the European
Social Fund and the Flemish Government to help organisations in creating a diverse and inclusive work
environment. The content of this toolkit is based on learnings we gathered during a project focused on
guiding newcomers and companies to fasten the job search and induction process on the work floor.
The toolkit consists of 4 tools and is structured as follows:

These 4 tools can be used together or as stand alone tools depending on the specific context of an
organisation. Organisations that are just starting with their diversity and inclusion efforts and that are
looking to build the business case will benefit from starting with tool 1. Organisations that are further
along in their diversity and inclusion journey can jump toward the tool(s) that are most relevant for them.
Based on these 4 tools also a training has been developed consisting of 4 modules and accompanying
exercise leaflets, through which organisations can deliver an internal training on the 4 building blocks
provided in this toolkit. The modules are designed in such a way companies can use them autonomously
to set up their own diversity initiatives and workshops. 
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Tool 1: Multicultural Diversity on The Agenda 
By providing facts and figures about multicultural diversity and explaining how it leads to
competitive advantage, this first tool helps organisations to build a business case in order
to put diversity and inclusion on the agenda.        

Tool 2: Building a Diverse organisation: Getting The Foundations Right
This second tool focuses on the critical success factors to build a diverse organisation, the
steps towards creating an inclusive company and ways to bring unconscious bias to the
forefront.    

Tool 3: Recruiting for Diversity
This third tool helps companies to recruit more diverse talent. It focuses on how to set up
an inclusive recruitment process and how to tackle bias in recruitment. 

Tool 4: Managing Diversity in The Workplace
This fourth tool helps organisations to prepare and manage teams which are becoming
more diverse. Next to this, it helps to understand how organisations can provide a great
kick-off for the new (diverse) hires.

This toolkit is designed by Vlerick Business School

Although this toolkit is based on the insights with regard to multicultural diversity, many of the
insights and exercises can be translated to diversity in general.

https://www.vlerick.com/
www.talentree.be
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
https://www.vlerick.com/en/research-and-faculty/research-in-action/centre-for-excellence-in-strategic-talent-management/research/esf-nimap
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MAIN OBJECTIVE TOOL 2

You can also download the

powerpoint and leaflets

made for this tool to roll out

a training in your own team

or company.

This tool is the second tool in a series
of 4 tools designed to help you create
an inclusive and diverse work
environment and to reap its benefits in
the best possible way. This tool focuses
on how to get the foundations right to
build a diverse organisation.
 
You’ll learn:
 

What the critical success factors are
to build a diverse organisation
 
How to develop an inclusive company
culture
 
How to tackle unconscious bias
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1. CRITICAL SUCCESS FACTORS
OF BUILDING A DIVERSE
ORGANISATION

Building a diverse organisation does not happen overnight. It takes a comprehensive effort and
continued investment over years to attract, hire, develop and retain a diverse workforce. To
reap the benefits of diversity, employers must be prepared for, and deal with, some obstacles.
Diversity does not produce better results automatically, through a sort of multicultural magic*.
It does so only if it is managed well. There are some critical success factors that need to be
taken into account:
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25%

20,5%

20,5%

20,5%

Source:*Schumpeter. (2016). Diversity fatigue. The Economist. Consulted from https://www.economist.com/business/2016/02/11/diversity-fatigue?
fsrc=scn/fb/te/pe/ed/diversityfatigue&fbclid=IwAR3wKeuXWJAxa__9LwZjzkCAOB_V9iiF81mbES419qOm8s8wcNQ_BVrWrtU; **Glassdoor. (2017). RECRUIT TALENT IN TODAY’S MARKET Guide to Diversity and Inclusion in the Workplace.
Consulted from https://b2b-assets.glassdoor.com/guide-to-diversity-and-inclusion-in-the-workplace.pdf

1.1.  C-LEVEL COMMITMENT
This is one of the most common mentioned success factors by companies. The CEO and other
company leaders are the most visible spokespeople for diversity. Their support is needed to
ensure diversity and inclusion efforts receive the appropriate attention, funding and monitoring.
Leaders also set the example for employees by exhibiting inclusive behaviours, managing their
own bias, and supporting employees’ best work**. Far more change is possible if people at the
top are tangibly committed to diversity and inclusion.

This is a topic which requires visible senior executive support, to both initiate diversity
programmes and sustain them with sponsorship.
 
 - HR manager, Financial services company
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1.2.  STAKEHOLDER MANAGEMENT
The success of any initiative within an organisation depends not only on C-level buy-in. You need
the support from different groups of stakeholders. This also applies to the implementation of a
diversity management strategy within organisations. As such, it is important to identify
particular groups of stakeholders and chose an appropriate way to engage them. In general,
companies mention 6 groups of organisational stakeholders that have an important impact on
their diversity strategy:
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1) Board/C-level
2) Line management

3) HR/recruitment
4) Corporate citizenship 

5) Employees
6) Unions

To convince your stakeholders to begin and sustain the journey towards a more diverse and
inclusive organisation, you should make them understand and believe in the business benefits
of it. This can be realized by presenting them a diversity business case, in which you
conscientiously write down how diversity will benefit the company. A business cases includes
both the positive things that will be achieved (pleasure enhancement) and the negative things
that will be avoided (pain avoidance).

https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
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Winning the
war for talent

Strengthening
customer
orientation

Improving
decision
making and
innovation

Increasing
employee
satisfaction

Enhancing the
company’s
image/CSR

Limited access
to talent

Irrelevance

Turnover

Negative
brand

Negative
reactions

The grid below helps you to build your business case. Think about how the different
stakeholders can be convinced to invest in diversity by emphasizing different organisational
outcomes that will be positively (benefits) affected when you invest in diversity, or negatively
affected when you do not invest in diversity (risks).  Think about concrete actions to convince
your stakeholders and write them down in the grid. When you completed the grid, make a top 3
of priorities to start with. All details on the benefits and risks can be found in Tool 1:
"Multicultural diversity on the agenda".

HOW TO START BUILDING A BUSINESS CASE
Your

turn



TOOL  2 :  GETT ING  THE  FOUNDAT IONS  R IGHT
TOOL  2 :  GETT ING  THE  FOUNDAT IONS  R IGHT 7

Successful diversity & inclusion initiatives are
anchored in the business strategy - they are not
limited to just being ‘training’, ‘HR’ or ‘CSR’
initiatives*. This means that an organisation must be
able to articulate a clear and compelling business
case for diversity & inclusion. This can be either
simple or complex. A simple business case might be
rooted in desired behavioural change such as
improving employee satisfaction due to changing
workforce demographics. At a more complex level, it
may start with a customer-driven business strategy,
based upon rapid growth, globalization, or the pursuit
of emerging markets where needs may include new
products, marketing platform and tools, sales and
customer service competence, and/or different
employee demographics that mirror customers. In
any case, organisations must be able to answer the
following question: “Why does the business need
your diversity plan?”

1.3. ALIGNMENT
WITH BUSINESS
STRATEGY

1.4. INCLUSIVE
CULTURE

Diversity and inclusion go hand in hand**.
Whereas diversity is about the demographic
constellation of the group, inclusion goes beyond
only counting heads. Inclusion refers to the
degree to which individuals have the feeling that
they can actively contribute to the organisation.
A culture cannot be diverse and successful if
employees outside of a dominant group do not
feel included. The common phenomenon in which
employees omit, hide or lie about certain essential
personal characteristics, preferences or activities
occurs when employees don’t feel that they (or an
aspect of themselves) belong***. Being inclusive
is not about simply helping newcomers to fit in or
helping the majority of employees to adapt to
newcomers. It’s about creating a culture where
contributions from all employees are respected
and constructive conflict is encouraged.

Source:*Llopis, G. (2017). 5 Reasons Diversity And Inclusion Fails. Forbes. Consulted from https://www.forbes.com/sites/workday/2019/01/25/workday-podcast-building-the-worlds-largest-collaborative-data-
community/#1690c7f38cec;**Ferdman, B. M., & Deane, B. R. (2014). Diversity at Work: The Practice of Inclusion. New York: John Wiley & Sons;***Yoshino, K., & Smith, C. (2013). Uncovering talent A new model of inclusion. Consulted from
https://www.lcldnet.org/media/uploads/resource/Uncovering_Talent_Deloitte.pdf

Diversity and inclusion aren't the objective.
They are the means to achieving strategic
goals and competitive advantage.

Inclusion is a “mindset” more than anything, and
believing in its value is the first step.
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There needs to be a certain level of diversity within
the organisation, and especially in the executive
functions, to be able to reap the benefits of diversity.
This is clearly shown by research on gender diversity,
which indicates that it takes more than a critical
mass of women at mid-level to eliminate women’s
token status in the work world*. The key to changing
the way women are perceived in any company is a
critical mass of women at the senior levels. Not only
do men view women differently when there is a
critical mass of female senior executives in an
organisation, women also view themselves
differently. For example, women in firms with few
senior women are less serious about their work, less
satisfied with their firms, less self-confident, and less
interested in promotion compared with women in
firms with significant numbers of women in senior
positions. This may account for the disturbing rate of
turnover among talented women many organisations
are facing today. Which, of course, presents us with
a vicious circle. If the only way to get more women to
the top of corporations is to have more women at the
top of organisations, we are left a riddle, not a
breakthrough. Translating this to multicultural
diversity, it means that an organisation will need  a
certain number of employees with another cultural
background (a critical mass) - in order to make a
difference.

1.5. CRITICAL MASS

Source:*Nichols, N. A. (1993). Whatever Happened to Rosie the Riveter? Harvard Business Review, 71 (4).

Once you have reached that critical mass, you
see that people start developing a different
mindset and that they become more open to
other cultures. That is a positive story.
 
-Director, Government Agency

You need to have a good distribution of
diversity within the whole company, in all
departments. This leads to a snowball effect:
it starts to have an impact on everything.
 
-CHRO, Biotechnology Company

Some say that the critical point is situated
around 15%. For me 15 percent doesn’t seem
enough. You can only fully benefit from
diversity when you have an inclusive culture.
There shouldn’t be a dominant culture. Once
you have succeeded in this, everything will
accelerate.
 
-HR Manager, Management consulting
company
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1.6. A WELL-MANAGED PROCESS

On an organisational level, building a more
diverse and inclusive organisation requires a
change management process. This also involves
an investment, both with direct and indirect costs
like use of supplies, consultants and outside
professionals, and the significant time involved by
company employees providing and receiving
training and participating in other aspects of
analysing and implementing diversity
management.

On a team level, research has shown that
cultural diverse teams that are well managed
perform better than homogeneous teams.
Though, poorly managed diverse teams do not
perform with the same effectiveness (see
Figure 1). The increased performance of well-
managed heterogeneous teams is due to the
synergy that comes from their diversity*. Their
ineffectiveness when poorly managed comes
from their problems in overcoming the
complexity of their teams. When
 heterogeneous teams can overcome the
difficulties of managing their diversity, they are
able to capture the benefits of their synergy
and be more effective than is the case with
homogeneous teams.

Figure 1. Adapted by QED Consulting from "Unravelling the Diversity-Performance Link in Multicultural Team", by Stahi, Maznevski, Volgt and
Jonsen, INSEAD working paper 2007."

Source:*Tarique, I., Briscoe, D., & Schuler, R. (2015). International Human Resource Management Policies and Practices for Multinational Enterprises.
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Communication Barriers: When you build a workforce with
employees from different cultural and linguistic backgrounds, you
increase the number of communication barriers. Give extra attention
to communication flows and mutual understanding. 
 
Cultural Resistance: When companies become more diverse, it
changes the relationships and nature of the workplace. These
changes might cause stress among employees and contribute to a
negative atmosphere, if not well-planned and managed. Training
employees about diversity is important if it will impact their work
roles and processes.
 
Discrimination Issues: Discrimination is the unfair treatment of
someone because of distinguishing traits. Naturally, if you have a
diverse workforce there is more opportunity for discrimination since
diversity is based on distinguishing traits among workers. So be
aware. 
 
Overcoming Negativity: Companies do a better job of increasing
diversity when they forgo the control tactics and frame their efforts
more positively. It’s more effective for instance to engage managers
in solving the problem, increase their on-the-job contact with
newcomers, and promote social accountability—the desire to look
fair-minded.
 
Building Trust: The biggest challenge to create an inclusive culture
has to do with trust. Employees need to trust each other if they are to
produce their best work. It goes easier to establish trust with those
you have a lot in common with. Managers of diverse teams need to
invest in establishing bonds of trust within their teams.

When your organisation and teams are (becoming) more diverse it is important to manage following
complexities*:

Managing complexities in diverse teams

The path towards an inclusive culture might be complex and unpredictable. Therefore, organisations
cannot be too simplistic in their prescriptions for improving performance through diversity. The ideal
mix and set of measures may be unknowable in advance and may evolve as the context changes.
Organisations must therefore be patient and try a variety of interventions, alone and in combination,
across locations, functions, and time**.

Source:*Wroblewski, M.T. (2019). Negative Effects of Diversity in the Workplace. Consulted from https://smallbusiness.chron.com/negative-effects-diversity-workplace-18443.html;** Tsusaka, M., Reeves, M., Hurder, S., & Harnoss, J. (2017).
Diversity at Work. BCG Henderson Institute. Consulted from https://bcghendersoninstitute.com/diversity-at-work-df670c1254fe
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2. TOWARDS AN INCLUSIVE
COMPANY CULTURE

Many organisations launch diversity programmes without truly understanding inclusion, a self-
defeating approach that leads to poor outcomes. Diversity in the absence of inclusion rarely
adds value to an organisation. Numbers are important, but successful companies go beyond
statistics and engage people from diverse backgrounds and perspectives through participatory
decision-making. In order to create an inclusive company culture, organisations should take the
following 4 key elements into account:
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1

2

3

4

Having a high impact inclusion
and diversity strategy

Developing an intercultural
mindset

Investing in inclusive
leadership

Creating awareness of bias

https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/
https://www.facebook.com/groups/talentreenetwork/


2.1. A HIGH IMPACT INCLUSION AND DIVERSITY
STRATEGY

To integrate a diverse workforce and to manage it effectively, there are a couple of things an organisation
should do. In their study on diversity in the workplace, involving more than 1000 companies across 12
countries, McKinsey found 4 imperatives for a high-impact inclusion and diversity strategy*:
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1. Commit and cascade: While an example must be set at senior levels, it is crucial to cascade
down to all company ranks and ensure that everyone, especially middle management, has enough
resources to buy in to diversity principles.
 
2. Link inclusion and diversity to growth strategy: The inclusion and diversity goals should be
explicitly linked to specific business growth priorities, which can only be realized when there is a
good understanding of which aspects of diversity act as performance catalysts for specific
business metrics.
 
3. Craft an initiative portfolio of inclusion and diversity priorities: The initiatives should be
prioritized in alignment with the overall growth strategy. Furthermore, this should go along with
creating a genuinely inclusive organisational culture. This way, by combining the “hard” and “soft-
wiring”, a coherent story is created, which is required to reap the intended benefits. Therefore, it is
important to monitor the perceptions and experiences about diversity and inclusion, together with
business impact metrics.
 
4. Tailor for impact: Inclusion and diversity initiatives should be adapted to the different business
areas or geographic regions in order to maximize local buy-in and impact.

Just like any cultural change, implementing a real strategy for inclusion and diversity necessarily
involves considerable effort by companies. Though, research shows it's worth the effort in terms of the
potential company benefits.
 

Source:*Hunt, V., Layton, D., & Prince, S. (2015). Diversity Matters. Consulted from https://assets.mckinsey.com/~/media/857F440109AA4D13A54D9C496D86ED58.ashx

Figure 2. The 4  imperatives for a high-impact inclusion and diversity strategy . Adapted by Hunt, V.,
Prince, S., Dixon-Fyle, S., & Yee, L. (2018). Delivering through Diversity. Consulted from

https://www.mckinsey.com/~/media/mckinsey/business%20functions/organisation/our%20insights/deli
vering%20through%20diversity/delivering-through-diversity_full-report.ashx



2.2. FROM MONOCULTURAL TO INTERCULTURAL
MINDSET

Researchers have distinguished 4 phases towards an inclusive culture
within organisations. The 4 phases characterize the evolution from a
monocultural mindset towards an intercultural mindset and indicate a
sequentially greater ability to recognize and have a more complete
understanding of cultural difference. Organisations in the ‘resistance’ or
‘conformity’ phase have a (rather) monocultural mindset, in that one’s own
culture is seen as the only culture and to some extent, the ‘better culture’.
Organisations in the inclusive and proactivity phase are considered as
having a (more) multicultural mindset, in that one’s own culture is
considered as equal amongst other cultures.
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Using the questionnaire on the next page, you can find out whether
your organisation is currently in the resistance, conformity,
inclusion or proactivity phase. You can fill this out together with
your colleagues/teams to  think about what one can do to become
more inclusive. When you have completed the questionnaire,
count the score for each colour separately. When you have the
highest score for the purple area, your organisation is probably in
the resistance phase. When you have the highest score for the
orange area, you are probably in the conformity phase. The blue
area reflects the inclusion phase, whereas the green area reflects
the proactivity phase.

EXERCISE: How inclusive is your organisation?



Cultural diverse managers are seen as a threat
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Our organisation undertakes nothing to increase cultural
diversity

Our organisation is following the legal minimum

Cultural diversity is primarily considered as a barrier

We are an example for other companies with regard to
cultural diversity

We are actively searching for ways to increase cultural  diversity

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Disagree 
(2)

Disagree 
(2)

Disagree 
(2)

Disagree 
(2)

Disagree 
(2)

Disagree 
(2)

Neutral 
(3)

Neutral 
(3)

Agree 
(4)

Strongly agree 
(5)

Agree 
(4)

Strongly agree 
(5)

Neutral 
(3)

Neutral 
(3)

Agree 
(4)

Strongly agree 
(5)

Strongly agree 
(5)

Agree 
(4)

Neutral 
(3)

Neutral 
(3)

Agree 
(4)

Strongly agree 
(5)

Strongly agree 
(5)

Agree 
(4)

Your

turn



Management sees diversity as an asset
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The structure of the organisation is adapted to the needs of
people from different cultures

Cultural diverse managers are seen as a threat

Cultural diverse managers are seen as a threat

Cultural diverse managers are seen as a threat

Cultural diverse managers are seen as a threat

Strongly
disagree 

(1)

Strongly
disagree 

(1)

Disagree 
(2)

Disagree 
(2)

Neutral 
(3)

Neutral 
(3)

Agree 
(4)

Strongly agree 
(5)

Agree 
(4)

Strongly agree 
(5)

Table 1. Questionnaire adapted from Dass & Parker (1999)

Organisations in a resistance phase might react in a bad way to imposed
diversity initiatives because they do not see the advantage of it. That is why it is
so important to first create awareness in such organisations before taking
action. 
 
Many organisations today can be situated in the conformity phase: they follow
societal developments without doing more than what is legally obliged. 
 
Organisations chasing a workforce that represents the ecological framework and
who truly believe in the benefits of diversity, can be situated in the inclusion
phase. 
 
Organisations in the proactive phase go even beyond this: they intervene in the
organisational structure in order to accommodate diversity the best as possible.
Such organisations believe that a diverse workforce is crucial for long-term
growth.

resistance

conform
ity

inclusion

proactivity



2.3. INCLUSIVE LEADERSHIP

The 6 C's of inclusive leadership
 
Leaders have an important role to play in creating
an inclusive organisation. Research by Deloitte*
reveals that employees feel included when they
are treated fairly, when their uniqueness is
appreciated and they have a sense of belonging,
and when they have a voice in decision making.
To achieve these aims, highly inclusive leaders
demonstrate 6 signature traits—in terms of what
they think about and what they do—that are
reinforcing and interrelated (see Table 2):
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Source:*Bourke, J., & Dillon, B. (2016). The six signature traits of inclusive leadership Thriving in a diverse new world. Deloitte Insights. Consulted from https://www2.deloitte.com/insights/us/en/topics/talent/six-signature-traits-of-inclusive-
leadership.html

1. Commitment to diversity at the individual
and organisational levels
2. Courage to speak up and challenge the
status quo
3. Cognizance of our bias and blind spots at
both personal and organisational levels
4. Curiosity and desire to be open to
differences and ambiguity
5. Cross-cultural fluency and ability to
communicate and adapt to cross-cultural
interactions
6. Collaboration with and empower others
who are diverse from us

These 6 traits further break down into 15
behavioural elements, describing what leaders
are thinking about and actually doing when
displaying those 6 traits (see Table 2).
 Collectively, they represent a powerful capability
highly adapted to diversity. Embodiment of these
traits enables leaders to operate more effectively
within diverse markets, better connect with
diverse customers, access a more diverse
spectrum of ideas, and enable diverse individuals
in the workforce to reach their full potential.

How to develop inclusive leadership capabilities
 
The six signature traits of an inclusive leader are
very tangible and developable. This has important
implications for how organisations select and
develop leaders. The Deloitte study identified
several actions for organisations to develop
inclusive leadership capabilities:

Highlight inclusive leadership as a core pillar
within the organisation’s diversity and
inclusion strategy
Ensure that recruitment, competence
management and leadership programmes
emphasize inclusive leadership capabilities
Embed ‘inclusive leadership behaviour’ within
 performance management:
Set clear KPIs to inclusive behaviours and
diversity and inclusion outcomes. 
Hold leaders accountable for non-inclusive
behaviours
Ambassadorship: reward and showcase those
individuals who role model the characteristics
of inclusive leadership well.

Table 2. Source: Dillon & Bourke (2016), Deloitte University Press
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2.4. BRING UNCONSCIOUS BIAS TO THE
FOREFRONT

Unconscious biases are the automatic, mental
shortcuts used to process information and make
decisions quickly*. At any given moment our brains
take in 11 millions of bits of information per second,
but can only consciously process about 40.
 Cognitive filters and heuristics allow the mind to
unconsciously prioritize, generalize, and dismiss
large volumes of input. These shortcuts can be
useful when making decisions with limited
information, focus, or time, but can sometimes lead
individuals astray and have unintended
consequences in the workplace. Unconscious bias
can prevent individuals from making objective
decisions. They can cause people to overlook great
ideas, undermine individual potential, and create a
less than ideal work experience for their colleagues.

2 . 4 . 1 .  W H A T  I S  B I A S ?

The TED talk by Yassmin Abdel-
Magied uses a surprising way to
challenge us all to look beyond our
initial perceptions.
 
 

Source:*Microsoft’s E-learning on unconscious bias. Consulted from   https://www.microsoft.com/en-us/diversity/beyond-microsoft/default.aspx

https://www.youtube.com/watch?v=vbHkh_faQu8
https://www.youtube.com/watch?v=vbHkh_faQu8


2.4.2. COMMON TYPES OF BIAS

Let’s take a look at 4 unconscious biases that are
common in the workplace. These are only a few
examples as there are many more biases that
influence our decision making. 
 
Confirmation bias: Confirmation bias refers to how
people primarily search for bits of evidence that
back up their opinions, rather than looking at the
whole picture. It leads to selective observation,
meaning you overlook other information and
instead focus on things that fit your view. You may
even reject new information that contradicts your
initial evidence. 
 
Affinity bias: Affinity bias refers to when you
unconsciously prefer people who share qualities
with you or someone you like. It occurs because
your brain sees them as familiar and relatable, and
we all want to be around people we can relate to.
 
Halo/horn effect: If someone sees one good thing
about a person, the halo effect will mean that they
think every single other thing about the person is
also good. The horns effect is the opposite of this.
 
Conformity bias: This bias is also known as
groupthink: the tendency people have to behave like
those around them rather than using their own
personal judgment. It occurs because we all seek
acceptance from others – we want to hold opinions
and views that our community accepts.
 
For a detailed overview of possible biases, see the
‘cognitive bias codex’, which has been developed
by Better Humans*.
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Source:*https://betterhumans.coach.me/cognitive-bias-cheat-sheet-55a472476b18

https://betterhumans.coach.me/cognitive-bias-cheat-sheet-55a472476b18
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Harvard professors Banaji & Greenwald developed a series of online
tests to identify hidden biases which they define as ‘blind spots’.
 
Use the Harvard Implicit Association Tests to learn more about your own
implicit biases:
Take 15 minutes to fill in the test. Then reflect on your results.
Encourage people with whom you frequently interact to do the same. 
Tips to help*:
 

Test yourself for unconscious bias

Consider taking tests that are most relevant for your business
context. For example, gender, race, disability, and sexual
orientation. While taking the test, position yourself in a quiet
environment with no distractions. Reaction time in the test
counts. 
 
After taking the test, think about the results: did they surprise
you? What areas do you want to explore and learn more about?
List 2-3 concrete actions you will take to address these biases.
  
For detailed information about the IAT research and unconscious
bias, review this video by researcher Mahzarin Banaji:
https://www.youtube.com/watch?v=ABSeKU2qJoI

Your

turn

https://implicit.harvard.edu/implicit/
https://implicit.harvard.edu/implicit/


There are many areas where bias might appear within your organisation. Analyze your data and review
the following suggestions as you make plans to become a more inclusive organisation*:
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EXERCISE: How inclusive is your organisation?

2.4.3. WHERE TO SPOT BIAS

iring. Research shows that CV’s from people with an ethnic minority background are nearly
twice as likely to be left untouched compared to those of people with a Dutch name.
Removing all identification details from your candidates resumes and applications might 
 
 
 
erformance reviews. People from a different cultural background are not always evaluated
and rewarded on the same criteria. Provide manager training to counteract bias in
performance reviews, and ensure objective criteria are provided for evaluations.
 
eadership opportunities. Are men, women and minorities offered the same development
and mentoring opportunities? Look at enrollment in these programs and decide how you
can make them more accessible. Consider how to structure mentoring development 
 
 
romotions. Are men, women and minorities being promoted at the same rate? Look into
your data to find out. People who have a tendency to downplay accomplishments might be
overlooked when it is time for a promotion.  
 
ompensation.  Differences in compensation often exist among men, women and
minorities, but this can be overcome with accountability and transparency practices.
Analyzing your compensation data by diversity groups will allow you to find problem spots.
 
veryday interactions: Survey data and employee focus groups may help uncover areas
where bias operates in your organisation.

Satya Nadella, an Indian immigrant to the USA, was told early in his management career at Microsoft
that he would never make it to senior level “because of the way you talk,” referring to his accent.
Today he is CEO of Microsoft and oversees one of the most exciting cultural and strategic corporate
transformations of our time.

H
help the hiring team to evaluate people on their skills and experience instead of factors that can lead
to biased decisions.

P
L
programs that provide equal access, and counteract tendencies toward male-male favoritism.

P
C
E

Source:*Glassdoor. (2017). RECRUIT TALENT IN TODAY’S MARKET Guide to Diversity and Inclusion in the Workplace. Consulted from https://b2b-assets.glassdoor.com/guide-to-diversity-and-inclusion-in-the-workplace.pdf
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1 Commitment to uncovering bias. Leaders need to understand the importance, science
and ubiquity of unconscious bias. Senior leaders  can help to bring the conversation
about bias to the rest of the organisation.

Creating awareness by training. Making unconscious bias conscious requires self-
awareness. It asks individuals to question their assumptions about the way things
work, the way they behave, and the way they make choices. It also requires a
willingness to have uncomfortable conversations about bias perceived in everyday
interactions with colleagues. Training cannot make bias go away, but it helps people
to realize they are permanently biased.

2.4.4. STRATEGIES TO DISRUPT BIAS

2

3
4
5

Gather data and learn about your organisational biases. Data is far less prone to
unconscious bias than our own cognition (though not immune). Collect and use data
to inform decisions in order to reduce the influence of unconscious bias. Collect data
about yourself and the decisions you’re making (cfr. 2.4.3. Where to spot bias).

Use processes and criteria to support more objective decisions. A structured process
to guide decision-making can help to reduce the potential impact of unconscious bias.
For example, define criteria for positions and roles within you organisation, develop
structured and standardized interview questions that speak directly to the desired
traits for a position and pre-define requirements and goals for success.

Hold yourself and others accountable. Avoid that quick decisions are solely based on
gut feeling. Make sure first impressions are questioned and decisions are justified.
For example, take the time to write down the reasons why you are making a decision
to avoid acting on impulse.

Combating unconscious biases is hard, because their influence on our decisions in a given
moment doesn't feel wrong; it feels intuitively right.  In order to create a workplace that supports
and encourages diverse perspectives, talents, and ideas, you need to give people the platform
and tools to begin unbiasing. Consider the following strategies to manage bias*:

Source:*Glassdoor. (2017). RECRUIT TALENT IN TODAY’S MARKET Guide to Diversity and Inclusion in the Workplace. Consulted from https://b2b-assets.glassdoor.com/guide-to-diversity-and-inclusion-in-the-workplace.pdf + Google.
(s.d.). re:Work Unbiasing. Consulted from https://rework.withgoogle.com/subjects/unbiasing/
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If you want to develop your own internal training on bias, you can use the
’NiMAP training toolkit for companies’. Also the learning resources that
have been developed by Google, Microsoft and Facebook might be
inspiring:
 
 

Give your own internal bias workshop

Google:

Facebook:

Microsoft:

Go to https://rework.withgoogle.com
Read their Guide “Raise awareness about unconscious bias”
Customize and deliver your own workshop by using the  ‘Google
unconscious bias @ Work slides’ and ‘Google’s unconscious
bias @ Work facilitator guide”

Go to https://managingbias.fb.com/ 
View the slides and videos Facebook developed for their ‘Managing
bias class’

Go to https://www.microsoft.com/en-us/diversity/beyond-
microsoft/default.aspx
Follow their E-training on unconscious bias

Your

turn

https://implicit.harvard.edu/implicit/
https://implicit.harvard.edu/implicit/
https://implicit.harvard.edu/implicit/
https://implicit.harvard.edu/implicit/
https://rework.withgoogle.com/
https://managingbias.fb.com/
https://www.microsoft.com/en-us/diversity/beyond-microsoft/default.aspx
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2.4.5. THE CASE OF ACCENTURE

Diversity drives engagement and business results
 
Three years ago, we decided to challenge ourselves on
how Accenture as employer could open up to more
diverse talent groups like refugees and migrants. To do
this, we wanted to further build on our Corporate
Citizenship program ‘Skills to Succeed’ through which
Accenture is already equipping minority groups with the
right skills to find a job or build a business. This program
not only aligns with Accenture’s inclusive company
values, but also positively impacts our employee
engagement and retention and brings new and different
perspectives resulting in better business solutions and
results.
 
Sponsorship and clear Key Performance Indicator (KPI)
 
A key driver of our new diversity initiative was the
sponsorship of our Country Managing Director, Bart De
Ridder. He has a clear motivation: To be a successful as
innovation-driven company, you need a diverse
workforce with people from different backgrounds
bringing in different perspectives.  From the outset we
defined a very specific KPI with the HR team: 5% of all
new hires should be sourced through our Skills to
Succeed program. This KPI is set on a country level and
not per team because we believe it’s better to inspire
people to act as role models than to point the finger and
force certain actions. In other words: we’re convinced
that a bottom-up, organic approach is more effective
than a top-down directive.  Within the HR team, we have
a single point of contact (SPOC) who advises the
recruitment team, ambassadors (managers who support
the initiative and lead selection interviews) and
candidates. If necessary, this individual is ready to give
them a gentle push to leap into the unknown. 
 
First success stories
 
To date, we have hired seven untapped international
talents with a permanent contract and welcomed
another twelve newcomers with paid internships. This 

experience has already taught us that post-hiring
follow-up requires just as much attention as the
(pre-)hiring phase. As a result, we now assign a
mentor to every person hired via the Skills to
Succeed program, not only to support their work-
related needs but also as a sounding board for
private challenges impacting professional life (e.g.
administration, childcare…). In terms of developing
their technical and language skills, these new hires
use the Accenture online learning platforms,
available for all our employees and customized to
the needs of each employee.
 
Stronger together
 
Today, we share Accenture’s good practices with
other companies via Talent2Connect, a collective
platform for impactful employment solutions. The
platform builds a bridge between companies
looking for talent and the different social 

http://www.talent2connect.be/
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organisations in Belgium working with jobseekers who
encounter barriers on the traditional labor market.
Talent2Connect facilitates this matchmaking so that
companies and untapped talent meet each other in a
refreshing and impactful way.
 
Magali Frankl, Corporate Citizen lead, Accenture Belgium
& Luxembourg
 
The main points to remember from this case are:
 

These main points may be considered as the
foundation that is needed before starting a diversity
and inclusion initiative.

Ensure sponsorship of the executives
 
Assign a changemaker, a project owner
 
Establish a joint vision why you do this
 
Develop KPI’s
 
Build ambassadorship
 
Build a network of sourcing partners
 
Develop a business case
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3. INSPIRED BY

The content in this toolkit is created for the Newcomer Induction Management Acceleration Programme
(NiMAP), sponsored by ESF and the Flemish Government. Goal of the project is to fasten the job search
and induction process on the work floor of newcomers entering the Belgian job market by supporting
both talent and employers. 

Belgian partners in this project are Vlerick Business School - a top-tier international business school - and
Talentree - a new venture building international and entrepreneurial teams. This project is inspired by the
Rapid Acceleration Programme from our transnational partner, Stockholm School of Economics, whom
we are deeply grateful for a great partnership! A special thanks to Judit Weilbull, Kristina Nilsson and
Lin Lerpold!

The project team:

We would like to thank:

Prof Dr Dirk Buyens - Professor of Human Resources and Partner at Vlerick Business School 
Dr Emmy Defever - Senior Researcher Area People and Organisation at Vlerick Business School 
Sarah Quataert - Researcher Area People and Organisation at Vlerick Business School
Merel Dutry - Intern People and Organisation at Vlerick Business School
Hannelore Waterschoot - Managing Partner at Talentree
Nancy Leys - Project Manager at Talentree
Myrthe Waterschoot - Marketing Manager at Talentree
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All international talents who were in the process of finding a job or already found one for sharing 
their challenges, learnings, tips and dreams: Anas, Marcella, Nina, Mamdouh, Akan, Beyazit, 
Louis, Rona, Aziz, Hadeel, Maryna, Tanya, Bahadır, Ilknur, Umit Neset, Mohammad, Omar, Maria 
Fernanda, Wahidullah, Olha, Romina, Ludmila, Hasan Tahsin, Alexandre, Soksreymom, Ahmed, 
Mustafa, Imad, Mohamad, Hekmat, Tetiana, Omar, Suharyati, Ana, Alaa, Hugo and Hamed. We 
wish them a great future career journey!   
All the companies and organisations for sharing the employer's perspective via focus groups, 
interviews, workshops, dry-runs and coaching on the work floor. We would especially like to thank 
following individuals for their valuable input: Katrien, Anne, Els, Luc, Kris, Cristel, Filip, Carine, Jan, 
Isabelle, Marjolein, David, Jim, Karen, Wim, Ann, Greet, Mieke, Dries, Koen, Melanie, Steven and 
Inge.
All other organisations like the public employment services, mentoring and other great local and 
international projects, network organisations... for sharing their expertise! Thank you Patrick-
Noël, Dirk, Helena, Sofie, Naomi, Saida, Helena, Saïd, Aarnout, Toon, Zerin, Koen, Liesbeth, 
Marleen, Marion and Magali.
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4. CONTACT INFORMATION
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Hannelore Waterschoot - Managing Partner at Talentree
Email: hannelore@talentree.be
Telephone number: +32 473 89 42 37
Website: https://talentree.be

Prof Dr Dirk Buyens - Professor of Human Resources and Partner of Vlerick Business School
Email: dirk.buyens@vlerick.com
Dr Emmy Defever - Senior Researcher Area People and Organisation of Vlerick Business School
Email: emmy.defever@vlerick.com
Telephone number: +32 9 210 97 11
Website: https://www.vlerick.com

https://www.vlerick.com/en
https://talentree.be/
http://www.talentree.be/
https://www.vlerick.com/

