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Enhancing Ateb’s talent management processes through equality, diversity, and inclusion

Executive summary
The report examines the link between talent management, and equality, diversity, and inclusion (EDI) at Ateb Group. Research was conducted to evaluate internal and external factors impacting Ateb’s talent management processes in terms of EDI. Furthermore, a critical analysis was conducted to assess Ateb’s own practices, processes, and systems to determine if it is capable to meet future workforce demands. The literature review explored various topics including legislative frameworks, multi-generational expectations, effective EDI monitoring, and the diversity of leadership teams. 
External factors explored were multi-generational perspectives and legislative frameworks influencing EDI policies. The multi-generational workforce results in a wide range of viewpoints regarding EDI whereby, older generations view EDI as fairness and acceptance whereas, younger generations value diversity acknowledging the knowledge and experience a diverse workforce brings. Legislative frameworks and identity politics such as ‘Black Lives Matter’ drive compliance and EDI strategies and policies, which is reflected in Ateb adopting the Rooney Rule to provide more equal and accessible opportunities to candidates with a disability or from an ethnic minority. 
The internal factors explored were the diversity of leadership teams affecting the attraction and retention of people from underrepresented groups, and how effective EDI monitoring is crucial to understanding EDI within the organisation. The level of diversity within leadership teams can adversely impact recruitment, in addition to communicating how much the organisation values EDI. The collection and analysis of EDI data is crucial for organisations to understand the level of representation, identify potential bias and barriers to opportunities, and to develop improvements. 
The critical analysis of Ateb’s systems, processes and practices focussed on inclusive recruitment practices, and data driven insights. Ateb’s recruitment processes promote inclusivity and has seen diversity increase in the last year. However, improvements can be made to widen this inclusivity by adopting more flexible practices and implementing more advanced EDI monitoring at the recruitment stage to identify barriers to certain groups. The analysis revealed significant weaknesses in other practices such as performance management linking to reward and recognition, which may indicate biased decision making and impacting the development of diverse talent. 
Three recommendations were made to improve EDI practices to support the future of talent management processes namely;
1. Implement a new HR system leveraging artificial intelligence.
2. Implement a wider range of inclusive practices such as blind recruitment and anonymising personal identifiers.
3. Deliver equality, diversity and inclusion training to all line managers and employees.
The recommendations provide Ateb with an opportunity to strengthen its commitment to EDI. The report highlights the requirement for a thorough and consistent approach across all practices. Implementing the recommendations will assist Ateb to overcome the challenges of a multi-generational workforce and to attract, retain, and develop diverse talent, thereby establishing itself as an employer of choice who values and celebrates diversity and inclusion. 












Table of Contents

Introduction	6
Literature Review	7
External factors affecting talent management	7
Generational Expectations	7
Legislative Frameworks & Identity Politics	8
Internal factors affecting talent management	9
Diversity of Leadership	9
Effectiveness of Equality & Diversity Monitoring	9
Critical analysis of Ateb’s systems, processes and practices	11
Inclusive Recruitment	11
Data Driven Insights	12
Recommendations	14
Recommendation 1	14
Recommendation 2	15
Recommendation 3	17
References	19










[bookmark: _Toc152541981]Introduction
Research has demonstrated a clear positive link between talent management, and equality, diversity, and inclusion (EDI), importantly identifying the importance that openness to EDI has on organisational success (McKinsey, 2020; Pocztowski, Pauli, and Mis, 2020). 
The report assesses the internal and external factors that impact the effectiveness of Ateb’s talent management processes in driving diversity and inclusion in the workplace; alongside a critical analysis of Ateb’s own processes, practices, and systems. A range of topics are explored, including leadership diversity, influence of legislative frameworks, multi-generational expectations and viewpoints, and the critical role that effective equality data monitoring plays. 
Understanding external forces impacting EDI is crucial to enable Ateb to align talent management processes with the evolving values of the workforce and external stakeholders. EDI must go beyond demographic tracking and meeting arbitrary targets therefore, Ateb must create policies with EDI at the heart and adopt inclusive practices to build a diverse workforce and comply with legislative frameworks such as the Equality Act 2010. 
Ateb’s workforce has increasingly become more diverse thus, suggesting inclusive practices and processes. However, the analysis of internal processes highlights areas that require attention and further development to provide equitable opportunities and practices to continue supporting diversity.
Following the analysis, recommendations and costs are detailed which will support Ateb improving EDI within the workplace to support future talent management. 






[bookmark: _Toc152541982]Literature Review
[bookmark: _Toc152541983]External factors affecting talent management

[bookmark: _Toc152541984]Generational Expectations

The different generations such as ‘Baby Boomers, Millennials, and Generation-Z’, all have different views and expectations of equality, diversity, and inclusion (EDI) within the workplace, which introduces new and different expectations for organisations to achieve in order to attract and retain talent (Smith and Turner, 2015). Marchington et al. (2021) echoes this by noting the increasing focus on EDI reflects the increasing representation of Millennials and Generation-Z within the workforce. 
Smith and Turner (2015) notes that older generations view EDI as fairness, acceptance, and representation of all identifying groups whereas, younger generations see EDI as bringing knowledge and experience to the workforce, improving the impact the organisation has. Therefore, what was acceptable in terms of how organisations addressed EDI previously may no longer satisfy the workforce and potential applicants. 
Carrasco (2022) notes that Generation-Z expect organisations to address EDI, expecting organisations to have representation of all diverse groups and diversity within senior leadership. Furthermore, Doyle (2021) explains that EDI is Generation Z’s motivation and ‘calling’ therefore, warns that organisations will lose talent and gain a poor reputation if they do not embrace diversity fully and genuinely. There are many examples of public scrutiny as a result of organisations lacking diversity; for example, in 2015 the Oscars were negatively trending online as all the lead actors who were nominated an award were white (Chang et al., 2019). 
On the other hand, research found that descriptive social expectations and targets can stagnate diversity within an organisation. The research tested the amount of female board members in organisations where the social norm was two; the research found that an overwhelming number of organisations had two female board members therefore, demonstrating that organisations reduce their effort in diverse recruitment once social norms, expectations and targets have been met (CIPD, 2018). 
In summary, with the multigenerational workforce and younger generations continually entering the workforce, in order to attract and retain talent, organisations must embed EDI into their culture, values and practices. 

[bookmark: _Toc152541985]Legislative Frameworks & Identity Politics 

The Equality Act 2010 protects people from discrimination within the workplace and sets out what treatment is unlawful (Government Equalities Office, 2015). Compliance with the Equality Act influences recruitment practices and drives organisations to create and review policies and initiatives to reduce barriers that would put people at a disadvantage therefore, attracting a wider and diverse pool of applicants (Equality and Human Rights Commission, 2014). 
Organisations can use positive action as outlined in the Equality Act 2010 to broaden representation and reduce disadvantages for certain groups (Government Equalities Office, 2023). Positive action is increasingly being used to advance EDI within the workplace; Marchington et al. (2021) notes many CEOs have adopted positive action practices for this reason. Gifford et al. (2019) advises that positive action practices should be a critical part of an EDI strategy therefore, driving targeted recruitment and prioritising underrepresented groups within the organisation to actively address increasing workplace diversity. 
Identity politics is political or social activity with the aim of correcting injustices or misrepresentation of minority groups (Duignan, 2023) for example, ‘Black Lives Matter’ and ‘Me Too’ movements. Within this era of identity politics, people are demanding better treatment and diversity, and want their employers to have the same passionate values; therefore, organisations must respond by demonstrating their position on EDI ensuring recruitment and selection practices are fair and accessible to all groups of people (Taylor, 2022). 
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[bookmark: _Toc152541987]Diversity of Leadership

The diversity of the organisation’s leadership team will send a strong message to potential applicants and existing staff about the organisation’s commitment to EDI. Marchington et al. (2021) notes that applicants from underrepresented groups may be deterred from applying if they feel they could be subject to hostility or would not fit within the organisation. Therefore, diversity in the leadership team will act as role models to other individuals within the organisations who have diverse characteristics, encourage a sense of belonging, and attracting a diversity of candidates.
In addition, a lack of diverse leadership can negatively impact the ability to recruit a more diverse workforce, as candidates with similar characteristics to the recruiting panel are usually favoured; for example, a panel of white men will typically favour other white men (Payne and Keeffe, 2023). Furthermore, if candidates who are different to the organisational ‘norm’ are successfully recruited to non-diverse organisations, they can experience isolation and self-doubt from feelings of ‘tokenism’, in addition to adversely impacting the development of their career should they address EDI issues (Smith-Tran, 2020). Therefore, this could impact the retention of staff, or attracting applicants with diverse characteristics. 
Research demonstrates that organisations with a diverse workforce significantly outperforms organisations that are not however, there is continuously a lack of diverse representation within leadership teams (Mercer, 2020). Furthermore, research demonstrated that diversity within leadership is a source of competitive advantage whereby, organisations with gender diverse and culturally diverse leadership financially outperform their peers (Hunt et al., 2018) therefore, it is beneficial to the organisations to diversify their leadership team to introduce different perspectives and increase the level of competitive advantage. 

[bookmark: _Toc152541988]Effectiveness of Equality & Diversity Monitoring

Monitoring equality and diversity data helps organisations to measure their progress against EDI goals to create an inclusive and diverse workforce however, simply monitoring data is not enough. To understand the gaps in the workplace, identify and address issues, and understand the level of representation, it is crucial to analyse the data, using the results to underpin actions to proactively improve the workplace (Equality and Human Rights Commission, 2011). 
Collecting and measuring EDI information at the recruitment stage will inform the organisation if recruitment practices are inclusive to attract a diverse talent pool. Thorough monitoring at all stages of recruitment from application to hire, will identify the number of candidates from underrepresented groups at each stage of recruitment; importantly informing the organisation if candidates from underrepresented groups reach the interview stage and were able to access the job opportunity (CIPD, 2022a; Howlett, 2020), in addition to identifying if there are barriers at different stages of the process (CIPD, 2022b). 
The absence of EDI monitoring can result in difficulties identifying and tackling trends of bias. For example, Howlett (2020) notes that candidates with typically foreign names are less likely to be successful at recruitment due to bias. Therefore, if certain groups of candidates are continuously facing barriers, the organisation can implement changes to create a more inclusive process. 
EDI monitoring promotes the development of existing staff as the data will identify inequalities in accessing career development opportunities; addressing accessibility will drive a more inclusive environment as organisations can target career development for underrepresented groups. 
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[bookmark: _Toc152541990]Inclusive Recruitment

Ateb’s application tracking system captures candidate equality monitoring data therefore, providing valuable insights into the diversity of candidates applying; thus, Ateb is clearly able to identify the underrepresented groups during recruitment and if required, take a proactive approach in attracting candidates from this group. However, the system does not link the collected data to applications therefore, Ateb is unable to identify if there are negative impacts on candidate groups during the different stages of recruitment. CIPD (2022b) encourages employers to track applications at every stage to identify barriers to recruitment and take the required action to overcome challenges. Therefore, Ateb could continually lose valuable talent as a result of a lack of system capability.
Research found that leadership teams within housing associations significantly lacked ethnic diversity (Altair, 2017). As such, housing associations across the sector have implemented the Rooney Rule to increase diversity within leadership roles (Douglas, 2018). The Rooney Rule is a diversity initiative used at recruitment to recruit people from specific underrepresented groups, and help disadvantaged groups overcome barriers (Ihnatowicz, 2018). Ateb has implemented the Rooney Rule to promote inclusivity and support candidates from ethnic minorities or candidates with a disability, in order to proactively diversify the workforce. Collins (2020) stresses the importance of enforcing the rule in organisations who have adopted it, as in discriminate workplaces it is easy to overlook the rule in practice. Ateb enforces the rule whereby, HR Business Partners are responsible for reviewing Rooney Rule applications and addressing challenges from recruiting managers; therefore, driving the message regarding the importance and organisational expectation to embrace diversity. 
Ateb practice an inclusive recruitment process including the use of a diverse interview panel, structured interview questions and scoring criteria, skills-based assessments, and calibration for hiring decisions; this reflects good practice for fostering an inclusive recruitment environment (CIPD, 2022a). In addition, CIPD (2022a) advises to offer flexibility around interview times and virtual interviews to support candidates with time and budgetary constraints however, Ateb does not offer flexibility around interviews which is disadvantaging certain candidates. 
Overall, Ateb’s systems, processes and practice fosters an inclusive recruitment process which seeks to diversify the workforce. Ateb has recruited a more diverse workforce compared to the previous year (Ateb, 2023a) therefore, it is evident these practices are proving effective. However, the restricted capability of equality monitoring and lack of flexibility will limit Ateb’s ability to attract and retain talent from certain groups, which may impact organisational performance and competitive advantage (Marchington et al., 2021).

[bookmark: _Toc152541991]Data Driven Insights

Ateb’s systems, processes and practices lacks the ability to comprehensively analyse equality data in order to recognise the challenges faced by underrepresented groups within the organisation. As such, this could be contributing to inequalities and restricting Ateb on achieving their EDI goals.  
The HR system is basic and does not collect the full range of equality data required such as, religion or belief, and sexual orientation. In addition, the system lacks the technological ability to examine the data, identify disparities or bias, and provide key insights into the level of equality and diversity within the organisation. Williams and Dolkas (2022) advises that simply tracking demographic data without pinpointing the problems to focus on key issues, will not create long-term meaningful change.  
The system limitations will impact the accuracy, transparency, and ability to effectively report on EDI. Regulators, customers, and key stakeholders are increasingly focusing on EDI in the workplace and failing organisations are being held to public account, resulting in reputational damage, loss of custom and impacting recruitment and retention (PWC, no date; PWC, 2022; SmartRecruiters, 2021).
Ateb’s EDI policy aims to improve EDI data around internal promotion and to develop succession planning to diversify leadership teams (Ateb, 2023b) however, Ateb’s processes do not collect data to understand the level of opportunities, reward, and development being awarded to different groups. Therefore, Ateb is unable to identify if underrepresented groups are receiving equitable opportunity for development and promotion, which will stall progress to achieving EDI goals.      
Furthermore, Ateb’s performance management process linking to recognition and reward are not calibrated using any set criteria or data and focusses on discussion amongst senior and executive leadership. Therefore, decision-making of who receives rewards can be impacted by the presence of bias, which can result in decisions which are unfair and potentially discriminatory (Deloitte, 2020). Ateb’s recent performance rewards did not extend to any staff member from an ethnic minority or with a disability (Ateb, 2023c). In the absence of set criteria and consistent processes, research has demonstrated that people tend to rely on protected characteristics such as race, when making decisions (Mackenzie, Wehner and Correll, 2019); therefore, the performance rewards could be challenged that it was a result of bias as the review process is not conducted blindly nor calibrated. In addition, personal development applications are treated in the same way whereby, there is no calibration and set criteria to challenge bias. Therefore, this can stunt the recognition and development of staff from underrepresented groups thus, working against Ateb’s EDI goals, and risk losing talent; research reports that 40% of respondents would leave their organisation for an inclusive workplace that values employees and promotes fairness (Deloitte, 2020). 
Ateb’s limited data collection and lack of dynamic data analysis risks Ateb failing to diversify the workforce, as they will fail to truly understand the areas for improvement and overlook key talent as a result of possible bias or unfair decision making. Furthermore, EDI is increasingly becoming a key focus and priority therefore, should Ateb fail to achieve EDI goals, it will put its reputation and ability to attract and retain talent at risk. 





[bookmark: _Toc152541992]Recommendations
Further to the review of external and internal factors affecting talent management regarding to EDI, along side the internal critical analysis of Ateb’s processes, practices, and systems, it is advised to implement the following recommendations to support the future of talent management at Ateb. 
[bookmark: _Toc152541993]Recommendation 1

It is recommended to implement a new HR system leveraging artificial intelligence (AI) technology to support the improvement of monitoring and analysis of EDI data, in order to identify trends and establish specific improvements to enable Ateb to achieve their EDI goals. 
As described within the critical analysis, Ateb’s current HR system is basic and fails to capture a wide range of EDI data, in addition to a lack of technological capability beyond tracking demographics. AI can work faster and more accurately than humans, analysing large amounts of data such as promotion opportunities and pay gaps and specifically pinpoint problematic areas that require intervention therefore, AI can play a pivotal role within organisations to address and achieve EDI goals (O’Keeffe, 2023; Noenickx, 2023). 
A recent study found that AI is the highest priority for emerging technology spending amongst many organisations (Konrad and Cai, 2023) therefore, demonstrating recognition of the power and value AI can add. 
Whilst AI can identify bias, it is important to highlight that AI results can replicate existing human bias, particularly around discrimination by age, disability, and religion, due to the design, development, and use of the system (Konrad and Cai, 2023; World Economic Forum, 2022). Therefore, it is essential to determine if the data provided and used is diverse and promotes equity, alongside close collaboration with the systems developers during the development process to ensure inclusive algorithms are designed and embedded (O’Keeffe, 2023). 
Furthermore, it is essential to incorporate mandatory and thorough training during the development and implementation process to ensure the system users can work effectively with the power of AI, for example understanding the prompting language required to achieve the best outcomes. 
It is important to note that the implementation of AI will not remove the human element of Ateb’s HR processes. Ateb’s leaders will continue to be the decision makers however, AI will support Ateb to harness valuable insights and make data driven decisions free of human bias. 
Cost
Implementation of any system is a high-value investment. It is anticipated that this project would cost in the region of £30,000 plus ongoing annual licensing and software support fees. 
Based on previous quotes for HR systems, the development and implementation process is estimated to cost £10,000 - £15,000. The remaining circa £15,000 would include training, support for data migration, customisation if required, and employee time to support the project (Moss, 2023). 
Specific costings would be dependent on the package and provider chosen plus Ateb’s requirements; costings will be provided following consultations with developers. 

[bookmark: _Toc152541994]Recommendation 2

To drive diversity and inclusion, it is recommended that Ateb implement a wider range of inclusive practices, in particular anonymising data to reduce biased decision making, by focusing on merit and content as opposed to personal characteristics. This can support Ateb to diversify the workforce, attract and hire people from underrepresented groups, and grow diverse talent from within the organisation. 
Blind recruitment
Robertson et al. (2018) suggests having rigorous processes for decision making, such as anonymising applicant details during the recruitment process to remove bias. A study demonstrated that female candidates and candidates from an ethnic minority were more likely to reach the interview stage, when all personal identifiers were removed from their applications (CIPD, 2022a). Therefore, implementing a blind recruitment process will level the play field and promote diversity within the workplace.
Whilst Ateb already has the Rooney Rule in place to support disabled candidates and candidates from an ethnic minority, anonymising data from recruitment processes will also reduce the likelihood of either halo effect bias or affinity bias. Whereby, a candidate is favoured due to similar characteristics, experiences, or interests as the recruiter (NHS England, 2022) which can result in unfair and possibly discriminatory decision making. 
Diversity in decision making
Ateb can extend ‘blind’ processes to other decision making processes, in particular anonymising data for internal applications, performance management linking to reward and recognition, and personal development opportunities. Ateb’s recent reward and recognition does not demonstrate diversity of talent; this could be a result of biased decision making, or that there are not equitable opportunities to develop to those in underrepresented groups. Anonymising data will remove bias and could increase diversity in the workforce and amongst leadership teams. 
Cost
The costs would relate to time costs only. Due to the lack of automated HR technology, it would require a dedicated impartial person to lead on anonymising the data, process the decisions against candidates when information is returned, and collating EDI data. It is advised to utilise a People Advisor to conduct this task as they are impartial, not involved in decision making, and has the required knowledge and training regarding EDI practices. 
Using average timescales, applications, and vacancies, it is estimated that blind recruitment would cost £1,400 per annum in time cost (based on People Advisor at £14.09 per annum). Based on similar averages, it is estimated that anonymising internal applications, performance management information, and personal development applications would cost approximately £775 per annum. 
Please note, the cost will differ depending on the volume of applications, vacancies, and reward referrals; the calculations are based on 2022-2023 averages. 
[bookmark: _Toc152541995]Recommendation 3

Ateb’s age demographic spans many generations from ‘Baby Boomers’ to ‘Generation-Z’ therefore, there will naturally be different views and expectations within Ateb regarding EDI. Therefore, it is recommended that Ateb delivers EDI training to both line managers and all employees, to ensure all employees understand Ateb’s expectations, workplace practices and processes, and how they should engage with EDI as individuals and team members (Ali, 2022). 
Line managers are at the forefront of enabling change around EDI are they influence recruitment practices, team dynamics and performance management. Therefore, training will provide the support, guidance, and tools to respond to diversity requirements, address bias, and promote fair opportunities and support the implementation of organisational EDI goals.
Training all employees will provide valuable insights, perspectives and lived experiences from people with diverse characteristics and backgrounds thus, creating a respectful and harmonious working environment where diversity is valued and celebrated. 
EDI training will support managers to make inclusive decision making around recruitment and development therefore, building a more diverse workforce. A diverse workforce brings many benefits to an organisation including talent attraction and retention, improved profitability, and increased innovation (Fayad, 2022).
Cost
Development and delivery of EDI training specific to Ateb’s needs to the entire workforce is circa £6,000 excluding trainer expenses. 
The training will be delivered by Tai Pawb as they work closely with Housing Associations in Wales to advance equality and social justice within the housing sector. This will require 10 sessions to ensure the groups are appropriately sized to drive group engagement. 
Additional costs of circa £2,000 to cover venue hire and refreshments. 

Conclusion
In conclusion, the research report provides strategic recommendations to strengthen Ateb Group's commitment to EDI. In addition, the critical analysis highlighted the strengths of Ateb’s talent management processes such as inclusive recruitment practices however, also identifying the limitations of Ateb’s practices and how it will adversely affect the organisation. 
The recommendations include adopting a new HR system leveraging artificial intelligence to significantly improve EDI monitoring and analysis. Whilst Ateb’s recruitment practices promote inclusivity, this is not reflected across other practices therefore, it is recommended to widen inclusive practices such as anonymising data and implementing blind recruitment. Lastly, it is recommended to deliver EDI training to all line managers and employees to develop skills, knowledge, and awareness to drive an inclusive and diverse environment, where diversity is acknowledged and valued.  
Implementing the recommendations will enable Ateb to meet the demands of the multi-generational workforce, attract, retain, and develop talent, drive diversity, and establish itself as an organisation which values and celebrates equality, diversity, and inclusion. 
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