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What People Are Saying About


Bias Was a Genius


I’m excited for people to read this book. Tim challenges the status quo of how we understand DEI concepts and reflect on our own approaches, in a time where we need to ‘reset’ our approach to DEI to make it sustainable for the future.


Devi Virdi, Group Head of Diversity & Inclusion at Centrica


The thinking in this book is one of the fundamental pieces in the puzzle for how we long-term sustain Diversity, Equity and Inclusion within Business. Whether you are a leader, aspiring changemaker or seasoned DEI professional, you will be captivated by Tim’s pearls of wisdom, engaging humour and courageous vulnerability.


This is a must read for every leader serious about the sustainability of their business, and generating high-performance cultures. Tim’s ‘why’ of DEI is rooted in his own experiences, but his ‘How to’ approach is a blueprint.


Christina Brooks, Founder & CEO Ruebik


Just when I’m about to lose hope, along comes this book from my friend and colleague Tim Hardy-Lenik. I love the way Tim weaves together his personal journey with his expertise as one of the top DEI leaders in the UK.


Dr David Livermore PhD, Founder of CQ (Cultural Intelligence)


Tim is a rare example of a DEI practitioner in that he has lived with the challenges of exclusion of vulnerable minorities.


His guidebook provides a practical toolkit based on personal experiences of how he overcame the corporate barriers he has faced and can be used by all as a mirror of your performance against what is expected and acceptable.


The bottom-line benefits of identifying and eliminating pain points are explored as the basis for DEI interventions. This is key to engaging senior management because investment without a forecast of return through added value and increased profitability will always be resisted.


Ian Beckett, CEO Eirtight Technology


There are many books out there that focus on Diversity, Equity & Inclusion strategy and many that feature practical tips and case studies. However, this cleverly weaves these two aspects together whilst crucially highlighting some of the common pitfalls that can derail the DEI practitioner.


If you are new to this space or an experienced professional who wants to reset, then this is worth your time. It’s particularly helpful in its discussion on prioritisation and where to focus to make a lasting impact. Reading this book is like having a conversation with a trusted mentor who has seen it all but is still full of hope for change.


Rachel Collins, Head of Inclusion & Diversity at Colt Technologies


A genius book by Tim which explores the complex role that bias plays out in our lives.


With compelling insights and thought-provoking examples, the book challenges our assumptions, revealing how bias influences our decisions and shapes our understanding of the world. A must-read for anyone seeking a deeper understanding of human behaviour.


Minaxi Mistry, CEO at Equality Leaders
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Tim is a rare example of a DEI practitioner in that he has lived with the challenges of exclusion of vulnerable minorities. His guidebook provides a practical toolkit based on personal experiences of how he overcame the corporate barriers he has faced and can be used by all as a mirror of your performance against what is expected and acceptable.


The bottom-line benefits of identifying and eliminating pain points are explored as the basis for DEI interventions. This is key to engaging senior management, because investment without a forecast of return through added value and increased profitability will always be resisted.


Ian Beckett


You will hopefully learn some new concepts, see some graphics, and hear some experiences — I would be delighted if you would mention or credit where you sourced this information, however it is used.









D H-L


To my son Dylan


Whose beautiful soul


I have found no rival to eclipse


May your joy truly be ever flowing


Your learning journey be ever challenging


and your impact match the kindness of your intent
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Preface


This is a short handbook written to explain how to commercialise and sustain DEI (Diversity, Equity and Inclusion) into a transformational business function beyond activism.


The biggest challenge to the DEI Agenda is that it so rarely works in partnership with the Corporate Agenda, but that’s odd right? Because we know that DEI is the differentiating factor to create a high-performance culture and improve customer experience, and ultimately, business sustainability and market share.


The book is divided into three sections, which represent the three key Greek Delphic tenants, written by Bias of Priene (see what I did there!). Did that title make you pick it up? Didn’t get what you were thinking in a book about unconscious bias? Good, I’m here to disrupt your thinking.


Section one (know thyself): explores the as-is state (our why). It discusses the challenges to DEI as well as the reasons we engage in the practice as businesses and practitioners.





Section two (certainty brings trouble): explores the essential DEI theories required to be analysed, understood and interpreted in a business context at a variety of levels, to ensure that any activity is built through an integrity of approach, alignment to the corporate aims and a sustainable future. It also explores the strategic competencies to execute DEI, how to communicate it, and manage the run-rates, reporting and activity across a global or matrixed organisation so that the impact matches the intent set out in the theory.


Section three (nothing to excess): explores the competencies of the DEI practitioner to generate and sustain change, and acts as a cautionary reminder of reactive activism versus commercial interests.


We finish the handbook naming the most pressing issues with a call to action for practitioners, changemakers and allies.









Foreword


DEI is at a crossroads. The shock of watching the 8-minute video of George Floyd being brutally murdered by the institution that was supposed to keep him safe has gradually worn off. In places like the US and the UK, your position on DEI increasingly puts you at odds with some friends, family members, and co-workers. As a long-time, ardent supporter of DEI, I fear we’re losing our way. The conversations surrounding DEI seem to be creating more divides rather than driving inclusion.


DEI practitioners are rightfully frustrated that too little real change is happening. Many are shouting at white, straight guys to wake the hell up and quit perpetuating patriarchal white supremacy. At the same time, many executives have shifted from asking me, “How can we do better?” to whispering in my ear, “I give up. No matter what I do, it’s never enough. We’ve invested a lot in DEI but we’re going to quietly pull away.”


Just about the time I’m about to lose hope, along comes this book from my friend and colleague Tim Hardy-Lenik. Tim shares his first-hand experience with abuse, discrimination, and marginalization. But what you’re about to read is more than Tim’s story. They have provided us with an insightful guide on how to do DEI better.


I love the way Tim weaves together his personal journey with his expertise as one of the top DEI leaders in the UK. They provoke us to think about strategic issues like the pros and cons of regulation, how to successfully measure DEI, the links to ESG (Environment, Social and Governance), the critical skills needed to support all people, and so much more. Reading this feels a lot like when I sit down with Tim to share a Gin n’ Tonic. He’s disarming, invitational, provocative, challenging, and deeply practical all in the same conversation.


I’m confident that you will not only gain enormous guidance from Bias was a Genius but you’ll be inspired. Tim’s life and work give me hope that we can move forward, rather than backward, in working together to build a more culturally intelligent world where everyone belongs and thrives.


David Livermore, PhD
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Abbreviations or Acronyms


DEI – Diversity Equity and Inclusion


ESG – Environment, Social, Governance


EVP – Employee Value Proposition


SDGs – Sustainable Development Goals


UN – United Nations


POSH – Prevention of Sexual Harassment (India)


EEO – Equal Employment Opportunity (US)


LGBTQIA+ – Umbrella Term for the LGBT+ Community


KPI – Key Performance Indicator


GRI – Global Reporting Initiative


SASB – Sustainability Accounting Standards Board


TCFD – Taskforce on Climate-related Financial Disclosures









Introduction


How many times have you seen a company who stated their unwavering support for diversity and inclusion do something which shows complete apathy and indifference to inclusion?


This begs the question, how on earth are companies making these decisions given the huge wave of new Diversity, Equity and Inclusion practitioners (DEI practitioners) which have been hired in the last few years? Well, not only are we are often outside the tent pissing in, but more often than not, many DEI practitioners are under the tent getting pissed on.


But why is that, when so many businesses have shared their public commitments to diversity and inclusion? Were the companies disingenuous in their approach? Were the roles which they hired set-up for success? Do we understand the skills needed to affect change as DEI practitioners? Do we know how to make meaningful change?


I suggest it is likely a combination of all the above and much more. Now, I don’t want to get into the blame game of this company said that, but they’re doing this; fundamentally I think people want to do the right thing. Essentially DEI as a practice is hugely misunderstood, even by many DEI practitioners, so is it any wonder we are struggling to shift the dial across multiple companies, countries and industries?


This book provides an overview of some of the key challenges to DEI, and some tried and tested solutions to get diversity and inclusion onto the agenda in a sustainable and meaningful way.


After requests and prompts from my peers to share some of my thoughts on how to address some of the major challenges to DEI, I am doing just that in this short book.


I know how quickly our understanding and perception changes and develops in this space, and it is my hope that the knowledge and perspective I offer here will quickly become a common way of thinking and will also be challenged with another perspective. I hope that in years to come I read this back with a treasure trove of new learning and approaches to challenge and elevate this thinking. In other words, don’t take my word for it. Balance my perspective with someone else’s, and whose perspective is better than your own? I hope you can take whatever is most useful to you from this book and also enjoy some of my dry wit throughout.









SECTION 1: KNOW THYSELF – THE WHY OF DEI
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How many times have you heard the words ‘the business case for diversity’ in the last six-months? Are you heartily sick of hearing that? Well… let’s take a moment and examine that feeling.


In this section we will explore the reason why we do this work, share some of my own story why, and explore the main challenges facing the DEI profession today, which compounds the ‘why’ as an immediate priority for us to address.


You and I know that actively advocating for diversity and designing for inclusion is morally right, and for many of us why we do what we do. Often, we start this work where we can improve the experience of other marginalised groups and seek to address social injustices because of moments in our own lived experiences and pasts which we have felt compelled to rectify. Of the DEI practitioners I know, there are a great many who have a beautiful story; where trauma and pain from their past has become a passion to improve the experience of others and make better the environment in which they were wronged. To put it simply, we enter this work as activists, but is that sustainable in a commercial context?


We will discuss a little more about the drive of individuals, indeed, we will explore some of my own drive and story behind my journey into this space; because knowing the driving force behind an individual working in this space, better helps us understand who they are, where they are coming from, and what they may be intending.


As practitioners we are completely bought-in to the concept of inclusion, diversity, belonging, equity — you name it we want it! So, it can be a bit jarring when companies and reports talk about the business case for diversity and inclusion.









Chapter 1. The Why of DEI – For Business
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As practitioners we have historically focused on changing people’s hearts and minds, rather than their approach and actions; that’s one reason why so many of us care deeply about the language of intent as to why businesses engage in DEI activity. There is a strong emotional connection to the work.


Another reason why so many of us find that the concept of a business case for diversity leaves a metallic and rather sour taste in the mouth is because business needs as the sole driver for DEI is a dangerous concept. What if it stops making business sense? Will we stop doing DEI? The good news is that study after study proves that a diverse workforce equates to better financial returns, or that a more inclusive environment results in better engagement, retention and lower hiring costs, so there is little danger of the psychology of global workforces and people engagement changing drastically enough to alter this concept.


However, the narrative of the business case can suggest to some, that profit, operating margins or annual objectives always take precedence over the work of diversity and inclusion. That is a dangerous concept.


Now I am going to say something which may be contentious — I don’t believe diversity and inclusion should always be the daily executive priority in a business.


Wait, stop, before you put this book down and use it as the new coaster for your desk coffee, hear me out! If diversity and inclusion is always a priority in the business then we are not integrating our work effectively and are not catching the issues we need to consider before they go to the executive level for consideration. DEI always being at the top of the agenda is not realistic to modern business operations and fuels a cycle of reactionary behaviour driven by leadership.


Diversity and inclusion should be integrated into all parts of the business, not be a stand-alone function delivering training here and policy reviews there. Done well, diversity and inclusion thought processes are present in all stages of business decision making, and that way it becomes a daily action rather than a daily executive priority.


There is still a lot of work to do to help businesses understand the link between profitability and inclusion. Many businesses need help to understand that diversity and inclusion has a direct correlation to the commercial success of their business, through a variety of avenues, ranging from retention and acquisition of talent, and innovation from an internal culture perspective. Still, many more businesses require support and often use expensive tools and consultancies to understand how diversity and inclusion can benefit their product or services and give them a competitive market edge in their sector or niche.


There are two why’s of DEI: the business case and the moral case. We have spoken a bit about the business case and how, when integrated effectively, there are returns to be gained from innovation and engagement. But what about the moral case?


Well, morality is relative, so let’s anchor it to something. Let’s start with the UN Declaration of Human Rights:


Article 1: All human beings are born free and equal in dignity and rights. They are endowed with reason and conscience and should act towards one another in a spirit of brotherhood.


Article 7: All are equal before the law and are entitled without any discrimination to equal protection of the law. All are entitled to equal protection against any discrimination in violation of this Declaration and against any incitement to such discrimination.1


Pretty solid as a universal declaration (although the reference to the ‘brotherhood’; was written in 1948, and there is better and less gendered language we can use these days). So, if we take the concept of human dignity, equality and acting towards one another in a familial way, we have some core internationally agreed concepts to get behind.


Latterly, the successor to the UN Millennium Goals are the new UN Sustainable Development Goals (SDGs); these seventeen globally agreed goals go into greater detail about a whole host of aims which the international community want to see our world community achieve, and yes, equality is in there. So, we can say that the moral case for diversity, built off the back of the UN Declaration of Human Rights is still going strong.


Goal 3 - Good Health and Wellbeing;


Goal 5 - Gender Equality;


Goal 10 - Reduced Inequalities;


Goal 16 - Peace, Justice and strong institutions2


Ok so we have a moral case for equality I hear you say; what about inclusion, and what about equity? If the global community were one business, operating in one culture, maybe our goals would speak more to inclusion, equity and historic injustices. But the language of the international community has to meet the needs of the majority of its members and so the language is a little behind where we are aiming for as DEI practitioners.


Yes, we want to talk about equity, rebalancing those historic injustices and institutional inequities which have led to socio-economic issues, entrenched racism and pinkwashing to name but a few issues. I am not suggesting that the statements put out from the international community are the basis or source for our collective moral reasons ‘why’; I am demonstrating that there is a global start to the conversation, and… yes, it has only just started. We as practitioners need to keep reminding the communities we serve the reasons this is important and build on the concepts of equality.


Now, the moral and business cases are both perfectly valid. The moral case centres the individuals, and the business case centres the organisation. When we are talking about sustainable and meaningful diversity and inclusion change programmes within the context of a business, made up of individuals, we need to apply both these concepts to our reasons.


The only question you as a reader, a practitioner or a changemaker need to answer is; are you driven more by morality or business needs? We’ll get onto how to answer that question a little later on.






1 Universal Declaration of Human Rights (1948), United Nations. United Nations. Available at: https://www.un.org/en/about-us/universal-declaration-of-human-rights


2 The 17 goals of sustainable development (2015), United Nations. United Nations. Available at: https://sdgs.un.org/goals









Chapter 2. Know Thyself – My Why of DEI


[image: image]


ΓΝΩΘΙ ΣΑΥΤΟΝ


gnōthi seautón


It is said that the above lettering used to be carved into the entrance of the Temple of Apollo in Delphi, all those thousands of years ago. The man who is often held responsible for these words, and many other wise sayings (also known as the Delphic Maxims) was known by the name of Bias of Priene, one of the Seven Sages of Ancient Greece.


Bias was a genius. He knew the path to wisdom and meaningful, effective change started from knowledge of self. He posited three fundamental truths which I believe can be applied throughout our personal and business lives to this day.


Knowledge of self, self-regulation, and finding the balance between ‘doing’ versus ‘being’ is a particular challenge for practitioners working in the DEI space, and that is why to me, the man named Bias, was a genius.


Now I should also say that even geniuses aren’t people who get everything right; there are parts of Bias’s works that charge up my inspiration-batteries, and others where my eyes are rolling out-loud. For example, I disagree with Bias when he says ‘most men are bad’. Maybe he was having a bad day when he wrote that; possibly his cappuccino had too much froth and he was irate at his Ancient Greek barista, who knows! The point is, like any other person, he was inspirational, and genius, but also only had part of the story and some of his misconceptions — as well as his great ideas — made it to paper.


I believe, so deeply, that as individuals and as a society, we can spend so much time trying to find knowledge that we forget how to structure wisdom. So much of the wisdom which exists, is in abundance all around us, and the perfect example of that are these three Greek Maxims. These basic, three tenants of wisdom have been around for the best part of a thousand years, and it’s for that reason I draw particular attention to them, and they form the three sections of this book:




	
Know thyself (the background and your why).


	
Certainty brings trouble (re-constructing DEI theory and strategy).


	
Nothing to excess (how we as individuals approach the work).





As practitioners, we are so quick to execute our strategies and action interventions that the historic wisdom, which exists all around us, can go unnoticed, and unappreciated. That is why this book pays a reference to such hidden, and sometimes overlooked areas and words of wisdom.


In this book, I’m not going to get into the historical battle over Bias’s rights and wrongs and relative morality, but I am going to carefully pick the quotations which he is held accountable for, as a tool and device to drive home my points. There was a bucket-load of wisdom and self-reflection back when the Ancient Greeks were building their temples and libraries those thousands of years ago and that ancient wisdom is as relevant today as it was then.
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