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Executive Summary
Diversity is a widely discussed and researched topic and research shows that if managed properly it allows organisational performance to increase while if not managed properly it may backfire. It allows increase in creativity and innovation but also can be a reason behind people holding each other back. This means that diversity management is complex and should be carefully managed. There are many issues listed down by researchers that can play a negative role when implementing diversity policies such as prejudice, discrimination, ethnocentrism, and stereotyping. There can be difficulties in recruiting employees and there can be an increase in employee turnover.
The report uses secondary data from pre-published work of previous researchers related to diversity, diversity climate, ethics, ethical climate, impact of diversity on performance, and impact of diversity on employee turnover, and utilises it to analyse the diversity in Subject Organisation Aetna Corporation. This report does not collect primary data in any shape or form and therefore completely relies on the work of other researchers.
The report concludes with many findings: Firstly, the report concludes that there is a positive correlation between organisational performance and diversity climate provided the diversity policies are well-developed and well-implemented. Secondly, the report found that well-implemented diversity policies can reduce the overall employee turnover, and thirdly, the report concludes that there is a positive correlation between diversity climate and ethics climate, and collectively on the employee turnover. The report also concludes that the Subject Organisation Aetna Corporation has a well-implemented diversity policy, however, enhancements can be made to it in order to develop it further.
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[bookmark: _Toc534709170]1. Introduction
The report analyses the case study of Aetna Corporation and analyses their existing diversity policy in relation to employee development and management of their relationship with suppliers, providers, clients, and stakeholders. The report also evaluates the existing and potential benefits of “The Aetna Way”, a set of core values composed of four elements – integrity, employee engagement, excellence and accountability, and quality services and values, in the challenging environment that the company works within. 
[bookmark: _Hlk534709296]Diversity is a widely discussed and researched topic and research shows that if managed properly it allows organisational performance to increase while if not managed properly it may backfire (Ellison and Mullin, 2014). It allows increase in creativity and innovation but also can be a reason behind people holding each other back (Scott et al., 2011). This means that diversity management is complex and should be carefully managed. There are many issues listed down by researchers that can play a negative role when implementing diversity policies such as prejudice, discrimination, ethnocentrism, and stereotyping (Patrick and Kumar, 2012). There can be difficulties in recruiting employees and there can be an increase in employee turnover (Stewart, 2011).
This report specifically discusses two issues that arise from having diverse workforce. Firstly, the report discusses issue of diversity climate and its impact on performance, and secondly, the report discusses issue related to diversity climate and its impact on employee retention. The report then provides a new model of diversity implementation within the organisation. It then aims to provide recommendations to the company for future diversity policies based on its findings with evidence from secondary sources as well as the conclusions derived from investigation conducted in this report. It is so that the company mitigate probable risk of the above-mentioned diversity related issues in future.
[bookmark: _Toc534709171]2. Diversity Climate
The main idea behind diversity is the respect and acceptance of people from unfamiliar background, values, norms, race, colour, religion, sexual orientation, socio-economic status, physical abilities, ideologies, political beliefs, ethnicity, and other ideologies. It relies on understand that everyone is unique in his or her own sense and there exist differences between person to person which are to be accepted. 
It further propagates that these differences are to be explored in a fostering, positive, and safe environment and moving beyond simple tolerance more towards celebrating and embracing the richness and versatility offered by every individual. Aetna’s values tend to embrace and utilise these versatilities and richness offered by their diverse workforces and company has been capitalising on this to expand and develop since early 2000. Their rise from a net loss of $280 million in 2001 (Aetna, 2001) to a net profit of $1831 million in year ending 2007 (Aetna, 2007).
As a set of conscious practices, diversity involves appreciating and understanding inter-dependence of natural environment, cultures, and humanity, mutual respect for experiences and qualities that vary from person to person and culture to culture (Stewart, 2011). It is to understand that it is just not the way of being but also the ways of knowing by understanding discrimination in the shape of cultures, personalities, values, beliefs, and norms (Patrick and Kumar, 2012). It makes one understand that there can be institutionalised discrimination in which some people are given privileges while others may suffer disadvantages due to them being ‘different’ (King et al., 2008). This helps build bridges across differences to create alliances that bring people with differences, together thus removing discrimination in all kinds and forms (Patrick, 2010). 
When diversity is taken in the context of workplaces, it refers to many differences that exist between people working for an organisation (CIPD, 2018). Although it sounds extremely simple, however the area it encompasses is large as it refers to differences in ethnic group, personalities, tenure, race, age, cognitive style, gender, organisational function, backgrounds, level of education, and workload distribution (Patrick, 2010). It is more towards how people not only perceive others, but also how they perceive themselves against others because such perceptions influence the way people interact with each other (CIPD, 2018). Aetna’s drive to understand people by keeping them at the core of all its activities (Aetna1, 2019) and therefore create new opportunities for itself in marketplace.
Due to complexities of diversity however, there are many issues that occur within organisations that employ multi-cultural workforces and have diversity in their employees (Scott et al., 2011). However, studies show that if proper diversity policies are successfully implemented then the bottom line of businesses can be improved by having a diverse workforce (Ellison and Mullin, 2014), teams become more productive and happier (Scott et al., 2011), and innovation and creativity drive increases (Forbes Insight, 2019). In the following sections, two different issues are being discussion that, while discussed separately, are closely linked with each other.
[bookmark: _Toc534709172]2.1. Diversity Climate and Performance
In today’s multi-cultural environment where movement across national borders has become easier than what it was in the past, and when the cost of travelling has reduced considerably, people travel across countries and even continents to seek better work opportunities (Scott et al., 2011). This has increased the multi-cultural workforces, especially in Western countries such as USA who came for better future and job opportunities from across the globe (Ellison and Mullin, 2014). This has also increased the complexities in managing this multi-cultural workforce for the companies and has also increase the importance of having well-prepared, and well-implemented diversity policies (Scott et al., 2011). 
Forbes Insight (2019) noted that as diversity became important in organisational context, most organisations, academics, and researchers have started researching on diversity and organisational culture link, the influence of organisational cultures on diversity openness, and the influence such policies have on the performance of individuals from different cultural backgrounds and the performance of organisation itself. 
A research conducted by Patrick (2010) found that not only the influence of diversity is found within the organisation, but also on its culture, work groups, and other organisational members where its shows different levels of dissimilarities of openness. A whitepaper issued by Robert Walters (2019) stated that 85% of their respondent companies showed interest in increasing diversity in their workforces, however, 45% do not have any means or measures to analyse or increase diversity in their workforces.
Many issues related to diversity have been identified by researchers such as King et al. (2008) and Patrick and Kumar (2012) who found many barriers exist in accepting workplace diversity in which discrimination was the top most reason followed by prejudice and ethnocentrism (see table 1.1). Patrick and Kumar (2012) also listed other barriers such as blaming the victim, stereotypes, and harassment.
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[bookmark: _Toc534709238]Table 1.1: Frequently Encountered Barriers
(Source: Patrick and Kumar, 2012)
Although there have been marvellous developments in the field of technology and thus the communication, and cultures have started to merge, relations between people representing different backgrounds and cultures is still on one-to-one basis(Patrick and Kumar, 2012). This is the reason why certain stereotypes and language barriers are still visible when interpersonal relations are observed. These barriers are required to be addressed by the organisations through their diversity policies. Moreover, the mental perception within one group about others being ‘alien’ due to the reason that they are unfamiliar with dissimilar background is the main reason behind barriers to diversity (Mulki et al., 2008).
A study conducted by Simlin (2006) concluded that age plays a vital role in restricting workforces from different cultural backgrounds to integrate with each other smoothly. He found that with the increase in age of the respondents, their perception regarding diversity openness decreases. It is important therefore that the organisations arrange trainings, workshops, gatherings, and group discussions to ensure that older employees accept the diversity openness (CIPD, 2018). 
Moreover, Hofstede (1994) is of the view that it is responsibility of the leadershipto ensure that new ideas and behaviours are accepted, and for this they are required to learn more about custom, courtesies, and business values of other countries and cultures. Hofstede (1994) believes that understanding other cultures may influence on the strategic policy making and thus diversity policies can observe positive impact on diversity of employees. Aetna’s annual report of 2007 shows that its diversity and ideas created due to it had a large part in its turn-around from a loss-bearing company to a profit-generating company (Aetna, 2007) over the period of six years. This shows that the company accepts its rise in performance was linked with large talent pool it developed from people representing diverse backgrounds and cultures who brought in fresh ideas and innovations.
It is suggested by researchers that organisations perform better when they have diverse workforces because a diverse workforce broadens the overall group’s perspectives (Rodriguez, 2006). Empirical studies strongly confirm that there is positive correlation between improvement in organisational performance and successful diversity management (Ozbilgin and Tatli, 2008). Differences, empirical studies also found, should be sought in moderation (Reagans and Zuckerman, 2001). Findings of empirical studies also confirm that as the members of diverse workforce become more familiar with each other, their capabilities to find and understand other member’s perspective gets better and they start developing transitive memory (Kinppenberg et al., 2004). Aetna’s employee resource groups programme is a prime example of it as people in the group share their experiences and ideas, and learn from each other (Aetna1, 2019)
This shows that while diversity does improve individual as well as organisational performance, the workforces require to be together for extended tenures with an extended time for the start-up (Knippenberg et al., 2004). It can be observed from Aetna’s employee resource groups programmes that Asians, Hispanics, White Americans, British, Canadians, Arabs, and people representing many other backgrounds work together. These people have different backgrounds, different educational standards, and different knowledge set that gets shared over long periods of interactions (Aetna2, 2019).
Ozbilgin and Tatli (2008) stated that this start-up phase for heterogenous group of diverse people is lot longer than what is required for the homogeneous groups. The study of Gilbert et al. (1999) noted that positive spill over effect can be found due to diversity management in the workplaces and that those organisations who valued diversity had demonstrated, for example,that their women workforce is more capable and performs at higher standards. Cox and Blake (1991) conducted a study in which they analysed the creativity and innovative level of homogenous and heterogenous workforces and found that, provided the level of acceptance in diverse groups was high, their creativity levels were found to be higher than homogenous groups.
Moreover, Singh and Winkel (2011) stated that leadership needs to be educated in cultural differences, who then take charge in employee management, and look after the way care is being provided to the customers. Aetna runs an “Executive-in-residence” programme in which it partners with various universities and their foreign students. The executive from Aetna delivers a presentation to the students thus creating a pool of students that can be brought in to the company in the future (Aetna, 2005). 
When dealing with diverse workforces, while intrinsic acceptance is necessary (McKay et al., 2007), extrinsic incentives can be used to promote closeness and address cultural disparities (Shore et al., 2009). Additionally, increased communication is required between people representing different cultures to ensure they understand each other (Singh and Winkel, 2011). This can be done by means of multicultural workgroup meetings, events, incentivised outings, closely knitted job descriptions, and trainings in-house and outside (Singh and Selvarajan, 2013). While Aetna has an extremely attractive pay structure, it also offers intangible incentives, for instance, providing trainings for new skills, financial support services, flexible hours, part-time working, job sharing, compressed work weeks, and telecommuting (Aetna6, 2019).
The work of Jyoti et al. (2012) showed a clearer picture of impact of diversity on performance within an organisation. They conducted their study in Mauritius with 42 respondent companies that were publicly listed by requesting and analysing their annual report for the year 2007. They analysed the performance of companies based on age, gender, director status, independent directors, and board size (see Appendix 1). 
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[bookmark: _Toc534709239]Table 1.2: Correlation Matrix for age, education, independent directors, and gender
(Source: Jyoti et al., 2012)
Significant differences were found based on education, gender, and independent directorship (see table 1.2) where it was noted that board size is positively correlated with education stating that educationally diverse board can only be accommodated by larger boards. Furthermore, negative correlation was identified between gender and independent directors. However, it is vital to mention that these two correlations are found to be positive by Kang et al. (2007, p.202). There is a strong possibility that it is due to the recruiting independent directors at the cost of reducing female representatives.
A study conducted by King et al. (2008) on healthcare services concluded that with increasing multiculturalism it is vital for the healthcare organisations to not only have workforces representing different cultures, but also should gather and maintain data of different elements, for instance, race, ethnicity, and values etc. that can support both patients as well as employees. Moreover, they should develop tools to analyse and evaluate disparities in healthcare as well as the workforce performance and develop strategic plans and policies to address and improve these disparities (Rothbard and Dumas, 2006). 
[bookmark: _Toc534709173]2.2. Diversity Climate and Employee Turnover
Diversity climate is defined by McKay et al. (2008) as “degree to which a firm advocates fair human resource policies and socially integrates underrepresented employees” (p. 350). Employee turnover refers to the percentage of employees that leave organisations and are replaced by new employees. High employee turnover rate has a detrimental effect on not only overall organisational performance but also on the level of profits as new employees are required to be found, selected, recruited, and then trained. Moreover, organisations gain a loss of investment that they had invested on outgoing employees if their tenure has not produced enough profits since their recruitment. 
Aetna works closely with its suppliers and universities to generate a pool of possible recruits, however, retaining capable, skilled, and experienced employees is considered as first priority of the company. It not only offers attractive salary structure and intangible rewards, it also provides its employees with development opportunities (Aetna6, 2019). Hackman and Oldham (1980) stated these training and development programmes to be one of the strongest points for retaining employees as it offers them opportunity for advancement.
Researchers such as Steel et al. (2002) and Holtom et al. (2005) stated that when an employee leaves, it costs organisations through money spent on recruiting and training new employees, severance pay, exit interviews, and administrative expenses. Stewart (2011) based on the work of Barkman et al. (1992) estimated a $9,000 loss for replacing an employee that has worked for 5 years, and a loss of $47,000 when the employee has been working with the organisation for only 3 years. A study conducted by Sagie et al. (2002) noted that 27% of the 16.5% that a company loses from its income before tax is related to employee turnover. 
It is therefore important, looking at the cost of employee turnover, that organisations identify ways in which employee turnover rate can be reduced. Protecting employees from leaving the organisation after short-term employment decreases high cost associated with process of recruiting new employees on one side, and on the other, it provides benefits of having an experienced, organisation’s culturally aware, and well-trained employee working for the organisation (Hackman and Oldham, 1980).
Study conducted by McKay et al. (2008) found that there is a close relationship between how the employee perceive about diversity climate in their workplace, and that their job behaviours and attitudes are significantly impacted by this perception. McKay et al. (2008) related this to “degree to which a firm advocates fair human resource policies and socially integrates underrepresented employees” (p. 350) and according to Hicks-Clarke and Iles (2000) this impacts psychologically on involvement and job satisfaction of employees, and performance (McKay et al., 2008).James et al. (1990) stated that owing to identification perception due to diversity climate in an organisation employee satisfaction and loyalty could be negatively or positively impacted. McKay et al. (2007) found significant negative association between turnover intentions and diversity climate based on work of many researchers. 
However, Steward (2011) stated that diversity climate is only one element in many that are linked with employee retention, for instance, the ethical values and the ethical codes implemented by the organisation. Furthermore, he argued that although ethics are separately discussed, inherently, it is linked with the way ethical values within an organisation deal with diversity, or impact on diversity climate perception. This is the reason why his study interlinked ethics and diversity climate and analysed them concurrently. Based on the work of Ostroff et al. (2003) it can be argued that these distinct but related perception are needed to be aligned in order to achieve a positive outcome.
Based on the work of many researchers (Griffeth et al., 2000; Luchak and Gellatly, 2007; Yang, 2008) many antecedents leading to employee turnover have been identified. It was noted that job satisfaction and commitment to organisation were strong predictors of employee turnover with commitment, out of the two, was noted to be stronger predictor. Moreover, perception of justice within the organisation (Luchak and Gellantly, 2007) and the way in which work is distributed between employees (Yang, 2008) has also been found to influence employee turnover. 
However, researchers such as McKay et al. (2007) argue that although these are valid predictors of the reasons behind employee turnover, the best way to predict turnover is through the lens of psychological climate. James et al. (1990) defined psychological climate as “cognitive appraisals of environmental attributes in terms of their acquired meaning and significance to the individual” (p. 54). Parker et al. (2003) discussed many researchers who linked psychological climate with the employees showing intentions of either staying with the organisation or leaving it altogether. They stated that employee perception about organisational policies, for instance, those related to placement, promotion, and development influence the way employees view organisations and help develop their psychological climate that engender turnover levels. Aetna has successfully developed a perception within its employees for being a company that encourages diversity (Aetna6, 2019) which is the reason why not only more capable people from diverse background apply to join the company, but also people from diverse background tend to stay longer with Aetna (Aetna5, 2019).
Based on the work of James et al. (1990) and Parker et al. (2003), Steward (2011) developed their study by focusing on two dimensions of perceived ethics climate and perceived diversity climate. Their study can be considered vital in understanding the impact diversity climate perception can have on the overall employee turnover. Steward (2011) finalised their study by concluding that “turnover intentions were lowest among workers perceiving both a pro-diversity and highly ethical climate. These results reinforce the need to communicate both diversity values and ethical standards to the employees” (p. 453).
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[bookmark: _Toc534709207]Figure 1.1: Diversity and ethics climate correlation
(Source: Stewart, 2011)
The result of their study showed that employees perceive ethics climate to be closely related to diversity climate, and the positive perception about ethics and diversity reduces the chances of high employee turnover (see figure 1.1). It can be noted that organisations having high diversity climate with high ethics climate, the intention to leave for employees is low.
[bookmark: _Toc534709174]3. Diversity at Aetna
Aetna Corporation already has a well-formulated system of keeping their employees informed in place. Moreover, their Employee Resource Groups that has more than 10,000 diverse employees share their expertise, network, and experiences with each other (Aetna1, 2019) and because these groups contain people from across the globe and representing all kinds of demographic groups, therefore, everyone within them is well-aware of the importance of diversity and the issues related to it. Emphasising on the value of diversity, the company has successfully implemented inclusion approach thus bringing value offered by diversity in creating new opportunities and new marketplaces, for instance, it has started its business in Dubai, the hub of foreigners (Aetna7, 2019). 
It became possible for the company to open this new avenue due to its strength in diverse workforce and due to its goodwill gained by means of dealing with its diverse workforce on equality basis. Due to this, employees of the company are also becoming aware of the possibilities and opportunities that are offered in the future by the company. They are increasingly becoming aware that the benefits of diverse workforce is not limited to the area they are working in, but that it can also offer them opportunities to work in other geographical regions if need or opportunity arises.
In Aetna, out of more than 35,000 employees, 31% are people of colour and 76% are women. A total of 16% of management/supervisory positions are held by people of colour while 11% of them are in the senior management posts (Aetna2, 2019). Along with this 30% of senior management represents women. With this diversity in their workforces, and as has been confirmed by the work of Ozbilgin and Tatli (2008) ins section 2.1 of this report, the company has performed better even during the period of economic recession (Aetna2, 2019). Its performance can be observed from Aetna’s common stock from December 2000 through November 2008 with its common stock falling in 2008 due to economic recession (see figure 1.2). However, this fall is not linked with diversity related issue in any way.
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[bookmark: _Toc534709208]Figure 1.2: Common stock performance
(Source: Aetna2, 2019)
Its four core values of diversity including integrity, employee engagement, excellence and accountability, and quality services and value, generally known as the ‘Aetna Way’ (see figure 1.3) allow employees to be at the core of everything the company does. However, it is visible that the company needs to increase its overall diversity as with only 31% non-local people, the diversity ratio is still low. Even though the company requires further increase in its diversity ratio, its capabilities to serve customers from different backgrounds due to its diverse workforce has given it an additional edge over its clients (Aetna7, 2019).
Aetna’s diversity implications encompass building a workforce that understands the racial/ethnic, gender, sexual orientation and generational diversity of the marketplace. Create an inclusive work environment that maximises each employee’s contributions and productivity, attract potential candidates to Aetna and choose from a broader and deeper pool of candidates (Aetna3, 2019). True to its nature, the company has striven to recruit and retain employees with different disabilities, sexual orientations, and religious backgrounds. It has also striven in providing them with empowering work environments, for instance, facilities that can support people with disabilities. With 35,000 employees and 31% of them from coloured background, the diversity policy of Aetna can be considered partially successful. However, further aggressive recruitment of diverse employees is required.
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[bookmark: _Toc534709209]Figure 1.3: The Aetna’s way
(Source: Aetna2, 2019)
[bookmark: _Toc534709175]4. Strategy for workplace diversity
Discussion in the above two sections of this report shows that how important it is for organisations to deal with diversity and develop policies to address the issues related to diversity. Organisational performance and employee retention are two main areas for any organisation to develop (Stewart, 2011). Reduced performance or high employee turnover may result in negative impact on overall profitability and thus sustainability of organisations in today’s highly competitive marketplace (Yang, 2008). It is therefore important that diversity policies are developed and strategies to successfully implement these policies are implemented. 
The diversity policy should emphasise on two different elements. Firstly, a diversity policy should address the issues that become barriers for diverse workforces to perform together (Yang, 2008), and secondly, it should define the waysin which awareness about workplace diversity is increased (Njenga et al., 2011). Taking help from the work of Stewart (2011) and Patrick and Kumar (2012) discussed in above sections, a conceptual framework can be developed for workplace diversity (see figure 1.4).
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[bookmark: _Toc534709210]Figure 1.4: conceptual framework for workplace diversity
(Source: Self-made)
[bookmark: _Toc534709176]4.1. Improve employee knowledge
First and foremost, the important aspect of implementing workplace diversity successfully is to ensure that all employees working within the organisation are aware of the importance of diversity, its meaning, and the benefits it brings to the overall organisation (Njenga et al., 2011). Their acceptance of people representing other groups, for instance, those representing different cultures thus having different values, norms, beliefs, and behaviours plays a vital role in successfully implementing diversity policy. 
Social events, mentoring programmes, diversity trainings, workgroup gatherings, and other such events can be used to improve employee knowledge about diversity and issues related to it. Robert Walters (2019) reported that 78% respondents from their study showed positive response and understanding towards diversity through company’s social events, 53% through mentoring programmes, and 34% through diversity training. Their study found that three departments are more responsible for development of diversity compared with others. These included senior management, human resource, and marketing department.
[bookmark: _Toc534709177]4.2. Improve workplace diversity
Workplace diversity must be improved for increased performance as has been discussed in section 2.1 of this report. However, as has been noted by Robert Walters (2019), although 85% of organisations consider it a priority to increase workforce diversity, 45% do not have any programme in place to increase diverse candidates. It is therefore important that strategies are made to attract more diverse candidates for available jobs. Organisations can use quota system to encourage employees from diverse backgrounds to ensure they meet their diversity standards however care should be taken when evaluating their professional capabilities.
This can also improve corporate culture and encourage innovation and creativity by bringing in new ideas (Njenga et al., 2011). It is therefore also important that new employees are given opportunities for advancement. Moreover, as has been suggested by Stewart (2011), the senior leadership needs to improve their relationship with newly recruited diverse employees, empower them, increase their morale, and motivate them for perform at their peak performance levels through tangible and intangible rewards and benefits. It is vital to remember that 61% of respondents in survey conducted by Robert Walters (2019) believed that they can reach broader talent pool because of encouraging diversity.
[bookmark: _Toc534709178]4.3. Remove barriers to workforce diversity
Barriers to workforce diversity must be removed, or at least reduced as much as possible. There are many barriers to diversity identified in the above sections of this report from the work of Stewart (2011) and Patrick and Kumar (2012) along with others, for instance, prejudice which represent unfair or unfounded opinion, mostly wrong, is developed about people representing certain group. Discrimination is the most widely reported barrier in which people representing certain backgrounds or groups are barred from holding certain posts or working in certain environment. 
Another barrier to workforce diversity is ethnocentrism in which people representing certain group deem themselves to be superior from other which, as a result, produce a sense of authority in them while not considering others as their equals. Lastly, care should be taken in ensuring that certain group of people are not suffering from stereotyping, a condition in which a feeling or opinion about someone is developed without understanding him or her as an individual.
[bookmark: _Toc534709179]4.4. Make diversity part of organisational ethics
The work of Stewart (2011) specifically analyses the impact of ethical climate of an organisation in collaboration with diversity climate towards employee retention. It has been discussed above that ethical climate and diversity climate are positively correlated with each other, therefore it is important that all diversity elements are integrated with the ethical elements and employees are informed about it. It is vital to remember, as has been stated by Matrin and Cullen (2006), that empirical studies show ethical climate to be closely linked with employee satisfaction and their commitment to the organisation. This means that making diversity as part of organisational ethics will reduce the employee turnover rate thus the organisation will retain their employees for longer periods thus saving them different costs discussed in section 2.2 of this report.
[bookmark: _Toc534709180]4.5. Integrate diversity in Organisational culture
Every organisation has its own culture, and traditionally, these cultures are largely influenced by the national culture of the country that the companies are in (Riivari and Lamsa, 2014). This means that they are closely linked with the values, norms, beliefs, and behaviours of people that belong to the same cultures (Njenga et al., 2011). However, when multicultural workforces are considered, they are formed from combination of people representing different cultures, mostly, not belonging to the local culture of the country. It is therefore important for organisations in today’s globalised marketplace to change their organisational cultures into more flexible forms to ensure that they can integrate people representing different backgrounds, beliefs, norms, and values into them. 
Hofstede (2019) developed his cultural dimensions framework which helps in understand difference in national cultures of countries across the globe. It can be used to understand how people from different countries behave in similar environment and circumstances, and how they perceive others to behave towards them. Integrating flexibility in organisational culture allows organisations to support diversity in their workforce.
[bookmark: _Toc534709181]4.6. Increase awareness about diversity policies
Once diversity policies are developed and implemented, it is vital that all employees within the organisation are informed about them. It is important because, as has been stated by Malki et al. (2008), without the employees being communicated, informed and notified of what is required of them, the diversity policies will not implement successfully. Like first step mentioned in section 3.1, seminars, workgroup gatherings, social events, trainings, and other kind of communication methods can be used to inform and train employees regarding newly implemented diversity policies. It is also the time that employees are again made aware of why these changes are being brought in the organisation, answer their inquiries, and respond to their questions. This is to increase their knowledge about diversity and diversity policies.
[bookmark: _Toc534709182]5. Recommendation
The analysis of Aetna’s diversity policy shows that they have a well-developed and well-implemented policy which is carefully implemented. However, like all policies, there is always a room for improvement. The published data shows that only 14% of their employees have worked for more than 15 years while a large number, 38% have worked for less than five years and only 2.4% of its employees are identified as veterans (Aetna4, 2019). This shows that there is a moderate employee turnover within the company. There are two different aspects to the turnover which Raymond should be concerned about. Firstly, as has been discussed in section 2.2 of this report, it increases the overall cost of business for the company, and secondly, with employees leaving the company, it also looses the pool of experts that had worked for it and are well-versed in working procedures. 
While the cost stays the same, it is important for Raymond to analyse whether the leaving employees are high performance or bottom level workers. For instance, as has been stated by Njenga et al. (2011), a high rate of employee turnover in which low-performing employees are leaving, may not impact highly on the overall company’s productivity, however, a low turnover of high-performing employees may result in large negative impact. 
It is therefore recommended that firstly, the company should analyse the reasons behind employee turnover as there are 38% of employee who have been recruited within past five years. For this purpose, the workplace diversity model suggested in section 4 of this report can be utilised as part of survey along with Hackman and Oldham’s model of Job Characteristics (Lunenburg, 2011). This will allow Raymond to analyse reasons behind Aetna’s turnover rate. Moreover, Raymond should closely communicate with company employees to understand reasons behind the turnover. Although the survey will provide statistical data related to reasons, explanation can only be available through verbal communication as it allows the employees to explain themselves better and not be taken as only numbers.
Secondly, the company is recommended to analyse if the leavers are high-performers or low-performers. This would allow the company to ensure that it protects itself from losing best-performers by taking initiatives and corrective measures. It is vital for Raymond to ensure that the company does not is not losing in the longer run as low-performing employees can be replaced easily while those with high experience and expertise are difficult to be replaced in today’s highly competitive market. Lunenburg (2011) stated that irrespective of industry or sector, companies are expending large efforts to recruit capable employees due to the which skilled employees are difficult to find, and difficult to retain because they are continuously offered better opportunities from competing firms.
It is also recommended to Raymond that work placement overseas can also act as an attractive option for high-performing employees. A change in work environment, and attraction of working overseas can act as a trigger to develop high satisfaction and motivation level and can influence the commitment towards organisation. Moreover, work of Hackman and Oldham (1980) has shown that a change in job description can keep the employees satisfied as the feeling of boredom, that may influence them for a change in work environment, can reduce.
The Aetna Way of the company is a good model that is composed of four elements that ensure considerable support for diversity. It propagates integrity, employee engagement, excellence and accountability, and quality service and value. The specific section of employee engagement is vital as it refers to being closely linked with employees in which they are valued, irrespective of their diversity, and shows continuous support for them thus generating confidence and loyalty. Raymond should keep this model intact and promote the four pillars of Aetna in their overseas endeavours, for instance, in Dubai. 
Applicants representing other cultures, for instance, those coming from developing countries such as Pakistan, India, Bangladesh, China, and African countries are attracted towards a sense of integrity, care, commitment from organisation, and closeness to senior management. It is because research has shown low involvement of lower-level employees in decision making process of organisations in these countries (Jingjit and Fotaki, 2010). A large and well-reputed Western company offering integrity and employee engagement is highly-attractive for those that had no say in organisations within their countries.
[bookmark: _Toc534709183]6. Conclusion
The report intended to analyse diversity and its impact in two different elements: its impact on organisational performance and its impact on employee turnover. Diversity climate was discussed in detail and it was found that due to the large influence from globalisation, reduction in cost of travelling, and opening of borders, societies are becoming more heterogeneous. This is especially the case with Western countries where people from across the globe are coming in search of better opportunities. This increase in foreign individuals has developed a diverse workforce that has to work with locals. However, these people come with their own set of beliefs, norms, values, and behaviours.
Discussing work of different researchers in section 2.1 and 2.2 of this report, it can be concluded that complexities have arisen in the working environments as response of people from local workforce may differ from those coming from abroad. Issues such as clashes in opinion, acts of discrimination, stereotyping, and ethnocentrism develop. It was also noted that diversity management has become a widely researched topic and researchers, academics, and organisations are spending considerable effort in finding ways in which these issues can be reduced. 
It can also be concluded that while there are complexities in handling diverse workforces, the opportunities a diverse workforce brings are large. For instance, researchers agree that diverse workforce brings new and fresh ideas, increase the innovative and creative drive, and allow each other to expand personal horizons. Moreover, it was also found that organisational performance increases due to diverse workforce. It was however also noted that for gaining these benefits, organisations have to ensure that their diversity climate is empowering and supporting for all their employees. 
Review of the work of different researchers in section 2.1 and 2.2 showed that organisations that have implemented well-developed diversity policies have performed better than those that fail to explore the possibilities offered by diversity. The review of pre-published literature also showed that ethical climate is closely linked with diversity climate as employees perceive ethics to correlate with diversity. Failing to have an ethical climate, it was noted, can reduce the efficiency of diverse workforce while increasing the overall employee turnover.
During the analysis of Subject Organisation Aetna, it was noted that the company has a well-planned and well-implemented diversity policy and is perceived positively by its employees. However, it was also noted that the employee retention of the company is lower than expected. With 38% of its employees leaving before the end of 3rd year, the company has been recommended to analyse the reasons and develop mitigation strategies to reduce the risk of high turnover in the future. 
The company was noted to be well aware of the requirements of diversity. Its Employee Resource Group programme that has more than 10,000 members is an attraction for new employees on one side, and on the other, it helps retain the current employees by offering them opportunity to learn new skills by expanding their network and gaining from the experience of other group members. Moreover, this programme also helps Aetna’s employees to understand other cultures, and values and beliefs of people representing different backgrounds.
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Return on assets 1.00

Educational background ~0.101%% 1.00

Age diversity —0.228%% 0317+ 100

Proportion of female directors 0337+ 0417+ 0014 1.00

Proportion of independent directors  —0.277%* 0043 0064 —0.110%* 1.00

Board size 0016 0256+ -0032  -0058 —0.163%* 1.00

Bold values represents significant figures and have been discussed in text
* Significant 5% and ** significant at 1% level
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Table 1 Status of board members

Independence Frequency (No. ~Percentage
of directors) (%)

Total number of director positions in 403
the 42 companies

Total number of director positions 371 100.00
whose status is disclosed (only by
39 companies)
Executive directors 6 1671
Non-executive directors 204 5499

Independent non-executive directors 105 2830
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Table 2 Gender frequency and representation across boards

Gender Frequency (No. of directors) Percentage (%)
Male 391 97.02
Female 2 298

Total 403 100.00
Composition of the board Frequency (No. of companies)
No female directors 30

1 Female director 2

2 Female directors 0

More than 2 female directors 0

Total 2
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Table 3 Age diversity

Age Frequency (No. of (%)
directors)
(Directors whose age is disclosed 255
(26 companies)

Directors under 36 3 118
Directors between 36 and 45 51 20.00
Directors between 46 and 55 93 3647
Directors between 56 and 65 68 26.67
Directors between 66 and 75 33 1294
Directors over 76 7 275

Total 255 100.00
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Table 4 Age bands across companies

‘Age of directors Frequency (No. of companies)
Not disclosed 16
Within 1 age band 0
Across 2 age bands 0
Across 3 age bands 6
Across 4 age bands 17
Across 5 age bands 3
Across 6 age bands 0

Total 2
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Table § Educational heterogeneity

Educational background Frequency (No. (%)
of directors)

Director positions whose educational 372
background is disclosed (38

‘companies)
Engineering 56 15.05
Accounting and finance 102 2742
Business and law 132 3548

Other (e.g. pure sciences or humanities) 82 204
Total mn 100.00
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Table 8 Independent directors

No. of independent directors Frequency (No. of
companies)
Not disclosed 3
One INED 5
Two INEDs (minimum 6
recommended)
More than two INEDs 21
No INED 7

‘Total more than 42 2
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