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A PREVIEW
• For decades, diversity and inclusion have been focal points of hiring and retaining 

employees in the private sector. Firms invest hundreds of millions of dollars in 
these efforts each year. 

• Research on the correlation between diversity and performance suggests that 
diversity is positively correlated with profitability, innovation, and other metrics. 

• There is a sizable literature on diversity and inclusion efforts in the private sector 
and in education, but only a minority of studies feature rigorous evaluations of 
“what works” to promote these goals. 

• The lack of rigorous research regarding diversity and inclusion efforts does not 
mean that diversity and inclusion efforts are ineffective, but that it is hard to tell 
which programs are effective and which are not.

• There is an opportunity for the University of North Carolina System to provide 
leadership in clearly identifying outcomes and rigorously measuring the 
effectiveness of initiatives designed to promote diversity and inclusion. 
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From Deloitte:

• Diversity (traditional): “Representation of all individuals and their various 
identifiers of gender, race, religion, ethnicity, and sexual orientation.”

• Diversity (modern): “Diversity is about what makes each of us unique and includes 
our backgrounds, personality, life experiences, and beliefs. This broader view of 
diversity is encapsulated by the idea that diversity is really about diversity of 
“thought”—where different perspectives and capabilities are the point of 
difference, rather than our visible characteristics.”

• Inclusion: Respect for and appreciation of differences in demographic 
characteristics such as race, ethnicity, gender, age, national origin, disability, sexual 
orientation, and/or non-demographic characteristics such as religion, education, 
experiences, communication style, or work habits.

• Inclusive: Embracing all people; making all people feel that they are valued and 
that they belong in the organization.

DEFINITIONS

Deloitte. “Only Skin Deep? Re-examining the Business Case for Diversity,” New York: NY: Deloitte (2011); 
Deloitte. “Seventy-Two Percent of Working Americans Surveyed Would or May Consider Leaving an 
Organization for One They Think is More Inclusive, Deloitte Poll Finds,” New York, NY: Deloitte (June 7, 2017); 
Smith, Christie & Stephanie Turner. “The Radical Transformation of Diversity and Inclusion: The Millennial 
Influence.” New York, NY: Deloitte University Leadership Center for Inclusion (2015).
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“An organization making maximum use of the 
talent available in the labor pool would select a 
diverse group of employees. These diverse 
employees would be more effective in dealing 
with a diverse customer base, and the diverse 
employees would bring a greater range of 
perspectives to bear on organizational decision-
making.” 

Kulik and Roberson, “Diversity Initiative Effectiveness: What Companies Can (and Cannot) Expect from Diversity Recruitment, 
Diversity Training, and Formal Mentoring Programs,” in Diversity at Work, 2010.  

What is the "Business Case" for Diversity and Inclusion?
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PricewaterhouseCoopers survey of 1,293 CEOs 
from 77 countries (2015): 

85% of CEOs whose organization has a 
diversity and inclusiveness strategy say it has 
enhanced business. 

56% say it has helped them compete in new 
industries or countries. 

9

What is the "Business Case" for Diversity and Inclusion?

PricewaterhouseCoopers. “18th Annual Global CEO Survey: A Marketplace without 
Boundaries? Responding to Disruption,” London, UK: PricewaterhouseCoopers 
(2015).



What is the "Business Case" for Diversity and Inclusion?
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McKinsey & Company studies in 2015 and 2018:
• 2015 study examined financial data and leadership composition of 

360+ companies across the world; followed up in 2018 with over 
1,000 companies in 12 countries. 

2018 Study found that:
• Companies in the top quartile for racial and ethnic diversity are 33 

percent more likely to have financial returns above their respective 
national industry medians.

• Companies in the top quartile for gender diversity are 21 percent 
more likely to have financial returns above their respective national 
industry medians.

• Companies in the lowest quartile on both gender and ethnic 
diversity are more likely to underperform versus their industry peers 
on profitability.

Hunt, Vivian, Sara Prince, Sundiatu Dixon-Fyle, & Lareina Yee. “Delivering through 
Diversity,” New York, NY: McKinsey & Company (January 2018).



What is the "Business Case" for Diversity and Inclusion?
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NC State Poole College of Management Study:

• Diversity policy data on the 3,000 largest publicly 
traded companies in the United States; patent and 
patent-citation data; new product announcement data 
spanning the years 2001-2014.

• “Basically . . . we found that a company that checks all 
of the diversity boxes would see about two new 
additional product announcements over 10 years.”

Mayer, R.C., Warr, R.S., & Zhao, J. Do Pro-Diversity Policies Improve 
Corporate Innovation? Financial Management, January 29, 2018



What is the "Business Case" for Diversity and Inclusion?
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2012 study of 15 years of panel data on the top management teams of 
the S&P 1,500 firms: Female representation in a firm’s leadership 
yields an increase of $42M in valuation. 

2003 study including focus on executives of 177 national banks: 
Increases in racial diversity were related to enhanced financial 
performance.

2,360 international firms examined between 2005 and 2011 (27,000 
senior managers at over 3,000 companies): Firms with one or more 
women on corporate board have higher returns on equity and 
stronger average growth.

Dezső, Cristian L. and David Gaddis Ross. “Does Female Representation in Top Management 
Improve Firm Performance? A Panel Data Investigation,” Strategic Management Journal 33, 
no. 9 (2012): 1072-1089; Richard, Orlando, Amy McMillan, Ken Chadwick, and Sean Dwyer. 
“Employing an Innovation Strategy in Racially Diverse Workforces: Effects on Firm 
Performance,” Group & Organization Management 28, no. 1 (2003): 107-126; Dawson, Julia, 
Richard Kersley, and Stefano Natella. “The CS Gender 3000: Women in Senior Management,” 
Zurich, Switzerland: Credit Suisse (2014).



Diverse Teams
• In a sample of 7,600 firms to investigate links among cultural 

diversity, innovation, entrepreneurship, and sales strategies in 
London businesses between 2005 and 2007, findings show 
that "businesses run by culturally diverse leadership teams 
were more likely to develop new products than those with 
homogenous leadership."

• In a review of studies on workplace diversity and 
nonhomogeneous teams, researchers found that diverse 
teams are more likely to reexamine facts constantly, remain 
objective, and encourage greater scrutiny of each member’s 
actions. 

Why Is Diversity an Advantage?

13

Nathan, Max and Neil Lee. (2015). “Cultural Diversity, Innovation, and 
Entrepreneurship: Firm-level Evidence from London.” Economic 
Geography 89(4), 367-394; Rock, David and Heidl Grant, “Why Diverse 
Teams are Smarter,” Harvard Business Review, November 4, 2016.



Diversity Meets Inclusion
In a review of literature and research on diversity and business 
productivity and performance, Deloitte researchers argue:

“There is a clear argument for actively managing diversity 
rather than assuming we will naturally derive the benefits of 
diversity, merely by placing ‘different’ people in a room 
together. This argument applies to diverse groups we bring 
together to solve complex problems, as well as diverse team 
members who need to work together to perform routine 
tasks.” 

Deloitte, “Only Skin Deep? Re-examining the Business Case for Diversity,” 2011. 

14



Diversity Meets Inclusion

15



FIRMS SEE A BUSINESS CASE FOR IMPROVING DIVERSITY

16

“The Mountain View, Calif., tech giant is 
trying to get more women and minorities 
into technology with an ambitious, $150-
million plan.”

“Intel said it has established a $300-million 
fund to be used by 2020 to improve the 
diversity of the company’s work force, attract 
more women and minorities to the technology 
field, and make the industry more hospitable 
to employees.”

“Google commits $150 million to diversity,” CNN, May 7, 
2015; “Intel allocates $300 million for workforce 
diversity,” New York Times, January 6, 2015.
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What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

Highlighting organizational diversity in recruitment materials can affect perceptions: 
• Rau & Hyland, 2003: 181 undergraduates at a large northeastern university who viewed a 

recruitment brochure of a fictitious firm; brochure included statements about teamwork and 
diversity; found that organizations can target specific applicant characteristics with appropriate 
statements.

• McNab & Johnston, 2002: Male and female participants were presented with one of three 
versions of a fictitious recruitment ad of a managerial position; one version included no EEO 
statement, one with a minimal statement, and one with an extensive statement; female ratings of 
organizational attractiveness were highest for the ad with the extensive EEO statement.

• Kulik & Roberson, 2010: Pictures of diverse employees appear to be effective in attracting 
members of racial minority groups; pro-diversity statements are found to be effective, too.

Organizations can encourage applicants from different groups by including proactive diversity 
statements (beyond those required by Equal Employment Opportunity Commission) and by featuring 
women and minorities in advertisements and recruitment brochures.

18

Rau, Barbara and Maryanne Hyland. (2003). Corporate Teamwork and Diversity Statements in College 
Recruitment Brochures: Effects on Attraction, Journal of Applied Social Psychology 33(12): 2465-2492; 
McNab, Sarah M. and Lucy Johnston. (2002). The Impact of Equal Employment Opportunity 
Statements in Job Advertisements on Applicants’ Perceptions of Organizations, Australian Journal of 
Psychology 54(2): 105-109; Kulik, Carol T. and Loriann Roberson. “Diversity Initiative Effectiveness: 
What Organizations Can (and Cannot) Expect from Diversity Recruitment, Diversity Training, and 
Formal Mentoring Programs,” In Diversity at Work, edited by Arthur P. Brief. Cambridge: UK: 
Cambridge University Press (2010): 265-317.



Some experimental evidence that job candidates from particular 
demographic groups are disadvantaged in job searches:
Resume studies:
• 2004 Field experiment: Researchers responded with fictitious 

resumes to help-wanted ads in Boston and Chicago newspapers; 
each resume was assigned either an African-American sounding 
name or a White sounding name.

• Fictitious applicants with African-American names were less likely 
to be called for interviews than identical, fictitious applicants with 
White sounding names.

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

19

Bertrand, Marianne and Sendhil Mullainathan. “Are Emily and Greg More Employable than Lakisha 
and Jamal? A Field Experiment on Labor Market Discrimination,” The American Economic Review
94, no. 4 (2004): 991–1013



Some experimental evidence that job candidates from particular demographic groups 
are disadvantaged in job searches:
• Randomized, double-blind study of science faculty from research-intensive 

universities who rated fictitious application materials for a laboratory manager 
position; applicant was randomly assigned either a male or female name.
o Fictitious male applicants were rated as more competent and hired at higher 

salaries than fictitious female candidates.
• Lab experiment where subjects performed an arithmetic task on which both men 

and women perform equally well, on average. Employers received varying 
information (e.g., some received the results of the subjects’ performance on the 
tests, some only knew subjects’ appearances).
o Without any information other than a candidate’s appearance, both male and 

female employers were twice as likely to hire a man than a woman. 
Discrimination was reduced by providing full information about candidates’ 
past performance.

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

20

Moss-Racusin, Corinne A., John F. Dovidio, Victoria L. Brescoll, Mark J. Graham, and 
Jo Handelsman. “Science Faculty’s Subtle Gender Biases Favor Male Students,” 
Proceedings of the National Academy of Sciences of the United States of America
109, no. 41 (2012): 16474-16479; Reuben, Ernesto, Paola Sapienza, and Luigi 
Zingales. “How Stereotypes Impair Women’s Careers in Science,” Proceedings of the 
National Academy of Sciences of the United States of America 111, no. 12 (2014): 
4403-4408.



Evidence that some job candidates are disadvantaged in job searches: 
Letters of Recommendation
• In a review of two studies:

o Study 1: Sample of 624 letters of recommendation and 194 applicants for eight 
junior faculty positions from 1998 to 2006 at a Southern university in the 
United States.

o Study 2: Six psychology professors served as subject matter experts (SMEs) and 
were provided with the letters of recommendation from Study 1 and were 
instructed to rate each applicant on “hireability”; each SME reviewed 100 
unique letters and 25 letters were reviewed by all six SMEs; the letters of 
recommendation were modified by removing names of applicants and 
recommenders, names of schools, and the gender of the applicants and 
recommenders.

• Women were more likely to be described in “communal” terms (affectionate, 
warm, kind) while men are more likely to be described in “agentic” terms 
(ambitious, dominant, self-confident). Communal qualities negatively impacted 
hiring. 

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

21

Madera, Juan M., Michelle R. Hebl, and Randi C. Martin. “Gender and Letters of 
Recommendation for Academia: Agentic and Communal Differences,” Journal of 
Applied Psychology 94, no. 6 (2009): 1591-1599.



Other experimental resume studies have not found evidence of 
bias in hiring decisions:

• 2016 Field experiment: researchers sent nearly 9,000 fictitious 
resumes to advertisements for job openings in seven major 
cities across six occupational categories; randomly assigned 
names to the resumes that convey information about race and 
gender.

• Researchers found "little evidence of systematic employer 
preferences for applicants from particular race and gender 
groups." 

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

22

Darolia, Rajeev, Cory Koedel, Paco Martorell, Katie Wilson, and Francisco Perez-Arce. 
“Race and Gender Effects on Employer Interest in Job Applicants: New Evidence from 
a Resume Field Experiment,” Applied Economic Letters 23, no. 12 (2016): 853-856.



In response to research indicating that some candidates are 
disadvantaged in job searches, organizations have taken steps to 
train search committees and develop blind hiring processes:
• In a review of randomized, controlled studies of interventions 

that affect gender differences in evaluation of job applicants, 
researchers found that men were consistently rated higher 
than women with identical qualifications; 

• However, when interview committees were provided with 
clear evidence of job-relevant competencies and the 
committees used structured interview processes with 
standardized questions, gender biases were eliminated.

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

23
Isaac, C., B. Lee, and M. Carnes. “Interventions That Affect Gender Bias 
in Hiring: A Systematic Review.” Academic Medicine 84, no. 10 (2009): 
1440–1446.



In response to research indicating that some candidates are 
disadvantaged in job searches, organizations have taken steps to train 
search committees and develop blind hiring processes:
• Researchers collected audition records from 8 major symphony 

orchestras, dating from the late 1950s to 1995 (most symphony 
orchestras began adopting “blind” audition in the 1970s and 
1980s).

• Blind auditions significantly reduced gender-biased hiring and 
improved female musicians’ likelihood of advancing to the next 
round. 

Concealing the gender and names of candidates leads to fairer 
evaluation of candidate competence.

What Does Research Suggest About How to 
Build a Diverse Team/Workforce?

24

Goldin, C. and C. Rouse, “Orchestrating Impartiality: The Impact of 
‘Blind’ Auditions on Female Musicians.” The American Economic 
Review 90 (2000): 715–741.
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Private Sector Efforts are Plentiful and Varied

26

Forbes Insights, Global Diversity and Inclusion: Fostering Innovation Through a Diverse Workforce (July 2011)

Forbes Survey of 321 global corporate officers with responsibilities for diversity and 
inclusion:



Lack of Clarity Regarding Measurement and 
Effectiveness of Diversity Efforts in Private Sector

27

Forbes Insights. “Global Diversity and Inclusion: Fostering Innovation through a Diverse Workforce,” New York: NY: Forbes Insights (2011).

Forbes survey of 321 global corporate officers with responsibilities for diversity and 
inclusion:



Lack of Clarity Regarding Measurement and 
Effectiveness of Diversity Efforts in Private Sector

28

Society of Human Resource Management survey of a random sample of 292 
human resource professionals. 

66%
18%

16%

Does your organization have a method of 
measuring the impact of its diversity practices? 

No Yes Not Sure

93%

7%

Does your organization conduct analysis to 
determine the return on investment for its 

diversity initiatives?

No Yes

Society of Human Resource Management Survey Findings: Diversity and Inclusion, April 
2014.



Research on the Effectiveness of 
Diversity/Inclusion Programming is Lacking

Paluck (2006) review of diversity training research: 

“What rigorous field studies demonstrate the impact of the 
various types of diversity training? Unfortunately there are very 
few studies that meet social scientific standards for measuring 
the casual effects of an intervention. 

“Even if one is sympathetic to practitioners’ concerns that 
diversity programs need time to transform an organization, the 
lack of evaluation has given rise to cynics who see diversity 
training as a modern day medicine show.” 

29
Elizabeth Levy Paluck, “Diversity Training and Intergroup Contact: A 
Call to Action Research,” Journal of Social Issues, Vol. 62, No. 3, 2006. 



Research on the Effectiveness of 
Diversity/Inclusion Programming is Lacking

30

Paluck and Green (2009) reviewed 985 studies across academic 
disciplines focused on “reducing prejudice”:

“[A] small fraction [of these studies] speak convincingly to the 
questions of whether, why, and under what conditions a given 
type of intervention works. We conclude that the causal effects 
of many widespread prejudice-reduction interventions, such as 
workplace diversity training and media campaigns, remain 
unknown.”

Paluck, E.L., & Green, D.P. Prejudice Reduction: What Works? A Review and Assessment of Research and 
Practice, Annual Review of Psychology (2009)



31

Research on the Effectiveness of 
Diversity/Inclusion Programming is Lacking

Bezrukova and colleagues (2016) analysis of 236 scholarly articles 
related to diversity training: 

“While many of the diversity training programs fell short in 
demonstrating effectiveness on some training characteristics, our 
analysis does reveal that successful diversity training occurs. . .  

[D]iversity training programs seem less effective in changing 
attitudes. . . So, as the first study that considered both short- 
and long-term effects of training, we find no compelling 
evidence that long-term effects of diversity training are 
sustainable in relation to attitudinal/affective outcomes."

Bezrukova, K., Spell, C.S., Perry, J.L., &Jehn, K.A., “A Meta-Analytical 
Integration of Over 40 Years of Research on Diversity Training Evaluation,” 
Psychological Bulletin No. 11 (2016). 



The Limits of One-time Diversity Training Sessions

32

Boston Consulting Group Study (2017):
• Survey of 17,500 employees examined diversity 

programming as it relates to gender.
• Interviewed more than 200 senior executives across 

21 countries.
• Looked at the effectiveness of diversity programs and 

initiatives.
• Showed that one-time diversity training sessions are 

not generally effective as these are insufficient to 
change behaviors/habits.

Garcia-Alonso, J., Krentz, M., Taplett, F., Tracey, C., & Tsusaka, 
M. (June 2017). Getting the most from your diversity dollars. 
Boston, MA: Boston Consulting Group.



Society of Human Resource Management (SHRM):
How to Develop a Diversity and Inclusion Initiative

33

1.Compile Data
2.Identify Needs and/or Areas of Concern
3.Address Policies or Practices Affecting 

Diversity
4.Identify Business Objectives
5.Procure Buy-in and Support
6.Implement Initiatives
7.Communicate the Initiatives
8.Measure and Disseminate Outcomes

Society of Human Resource Management, April 25, 2017.



What Outcomes Are D&I Initiatives 
Aiming to Affect?

1. Knowledge/awareness of group differences?

2. Attitudes toward others? 

3. Behaviors toward others? 

How do you reliably measure #2 and #3? 

34



Some Evidence of Success

35

Diversity Task Forces:
• Designed to promote accountability, to engage employees who might not 

otherwise participate in diversity initiatives, and to increase business 
interactions among women, minorities, and white men.

• On average, according to a study of 800 companies over three decades by 
Dobbin and Kalev, diversity task forces increase the representation of 
white women and minorities in management by 9 to 30 percent over five 
years.

• Deloitte: Implemented a diversity task force to increase the number of 
women in leadership.

• Task force relied on transparency (not new policies) to get results, and 
an advisory council released annual public progress reports.

• Over eight years, the turnover rate for women decreased and the 
proportion of female partners increased from 5 to 14 percent.

Dobbin, Frank and Alexandra Kalev. “Why Diversity Programs Fail,” 
Harvard Business Review (July/August 2016): 52-60.



Some Evidence of Success
Transparency and Incentives: 
Sodexo (provider of integrated food, facilities management 
and other services) Diversity Scorecard Index:
• A diversity scorecard index measures quantitative and 

qualitative progress in recruiting, retaining, and promoting 
women and minority employees.

• Managers’ bonuses tied to performance on the Scorecard 
Index.

• Percentage of minority employees at the company has 
increased 23 percent since the diversity scorecard and 
accountability program was implemented.

• Percentage of female employees has risen 11 percent.  

36
Bentley University Center for Women and Business, Assessing Diversity 
Metrics and Women's Advancement. (2017); Brenman, Marc. 
"Diversity Metrics, Measurement, and Evaluation." Workforce Diversity 
Network (2012).



Some Evidence of Success
Contact Hypothesis: 1960s Railroad Studies
• Two White students were hired for part-time work and 

discovered only after hiring that they were to have an 
African-American co-worker.

• After a month-long task, subjects rated African-American 
coworkers highly on competence and likeability. 

• Participants also expressed less prejudice in later surveys 
on race relations.

37

Cook, Stuart. “Interpersonal and Attitudinal Outcomes in Cooperating Interracial 
Groups,” Journal of Research & Development in Education 12, no. 1 (1978): 97-113; 
Cook, Stuart. “The Effect of Unintended Interracial Contact upon Racial Interaction 
and Attitude Change, Project No. 5–1320, Final Report.” Washington, DC: U.S. 
Department of Health, Education, and Welfare (1971).



Some Evidence of Success
Contact Hypothesis: University of Michigan Study
• Researchers examined the impact of the Intergroup Relations, 

Conflict, and Community Program, a living-learning program 
aimed at helping students understand the relationship 
between groups and democracy that focuses on dialogue and 
hands-on experience.

• Study of 174 students—half enrolled in the program and half 
selected as control group; all students were given a pretest.

• After four years and four post-tests, results showed that 
White students in the program were more likely to see 
commonality in interests and values with groups of color than 
were White students in the control group.

38

Gurin, Patricia, Timothy Peng, Gretchen Lopez, and Biren A. Nagda. “Context, 
Identity, and Intergroup Relations,” In Cultural Divides: The Social Psychology 
of Intergroup Contact, edited by Deborah Prentice and Dale Miller. New 
York, NY: Russell Sage Foundation (2001): 133–170.



Some Evidence of Success
Mentoring Programs:

Dobbin and Kalev study of 800 companies over 30 
years (2016): 
o When supervisors are assigned mentees, the 

representation of African-American, Hispanic, and 
Asian-American women increases by 9-24 percent. 

o When Coca-Cola implemented a mentoring 
program, 80 percent of mentees had received at 
least one promotion after five years. 

39



Some Evidence of Success
Mentoring Programs:

2010 report by Catalyst:
o Survey of more than 4,000 MBA alumni who graduated 

from top schools in Asia, Canada, Europe, and the United 
States.

o Mentors have an impact on career advancement at the 
beginning and throughout career progress.

o Men reap benefits of mentoring more than women.

40

Carter, Nancy M. & Silva, Christine. “Mentoring: Necessary Bit Insufficient for 
Advancement” (2010): 
http://www.catalyst.org/system/files/Mentoring_Necessary_But_Insufficient_for_A
dvancement_Final_120610.pdf



Additional (Cautionary) Note
Diversity and inclusion efforts can have 
unintended effects: 

o Making group differences salient can lead to more
conflict.

o Telling individuals to suppress biases can actually
activate those biases.

o Requiring managers to engage in diversity training,
use hiring tests, etc., may have opposite effect on
diversity of hires.

41



Questions and Opportunities
• How should institutions identify and measure desired 

outcomes of diversity and inclusion initiatives (i.e., 
attitudes, behaviors, student success)?

• How should such initiatives be evaluated? What types 
of research are necessary? 

• What do employers and graduates say about how well 
UNC System institutions are preparing students to 
work in diverse teams?



THANK YOU

CONNECT    www.northcarolina.edu uncsystem @UNC_system @UNC_system
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