
Managing in Complex Environment
(LCDB7002)










“Aetna Inc.: Evaluating the potential benefits of investing in the diversity”




Executive summary 

Aetna is a leading healthcare financial services company that provides health care benefits. The company has adopted a unique diversity approach that makes its workplace very attractive to the employees. Aetna has awarded as one of top forty best company of diversity. The diversity approach of the company successfully utilises diversity components to make the business profitable and sustainable. Aetna diversity approach has developed to support the business strategies so that the company has succeeded to achieve the desired business outcome. The company has reached one billion dollars net income where diversity strategy has played a significant role. The problem that Aetna has faced in its diversity management is to manage the incremental cost due to the economic recession in the USA and Europe. 

The economic recession has declined the net profit of the company so that the company has not reached into further investment decision in its diversity strategies. Additionally, the company has faced another problem in employee resourcing due to indecision about further investing in the diversity management. Employee resourcing is supportive of the diversity strategy of the company and it also requires additional funds. In this business consultancy report, it has recommended continuing the investment in the diversity strategies and employee resourcing of the company because incremental investment in the diversity management and employee resourcing will be helpful for Aetna to increase the profitability of the company and the company will achieve competency in the people management. Additionally, the incremental cost of Aetna is an investment that will provide more return on investment and make the company more competent in the marketplace. 
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1.0 Introduction 

Diversity in people management is a global common phenomenon in big organisations. Over the past decades, globalisation makes the society of a country increasingly diverse so that multicultural people, age, gender, ethnic, believes people are working in the workplace. As a result, diversity is getting a big concern to the management of organisations. Diversity in the people management is not only taken the concern of managing diversity but also objectives of the organisations and settings are also influence the management of the organisation to create strategy about diversity in the people management. Diversity is an inevitable issue in the organisation and effective diversity strategy is brought positive outcome in people management. The diverse workforce of an organisation creates opportunities to promote the organisational value and reduces barriers in managing people. As a result, the organisation can utilise their potential to achieve the organisational objectives. This business consultancy report will focus on the diversity policies of Aetna, evaluate the potential benefits of diversity strategies and provide a recommendation with appropriate justification.

Company background
Aetna is a leading healthcare financial services company that provides health care benefits to the people. The company is currently serving more than 37.2 million people including pharmacy members, dental members, and medical members. Aetna provides health insurance products that include disability plan, dental, healthcare management services, pharmacy, and medical plans. The customers of the company are labour groups, college/university students, hourly or part-time workers, individual, employer groups, governmental units, and health plans. Over 4,900 hospitals 490,000 primaries care specialist and 843,000 healthcare professionals are included in the healthcare network of Aetna (Cascio, 2009). In the company, over 35,000 people are working where 76% are women and 31% people of colour. In the managerial position, 64% are women and 30% women are having senior leadership position. The company achieved £60 billion revenue in 2017 that made the company as a member of Fortune 500. 
1.2 Concept of diversity 

There is no standard definition of diversity. The diversity concept differs organisation to organisation. In general, diversity refers to the differences in terms of gender, beliefs, class, race, gender, ethnicity, age, and religion (Legge, 2005). In the organisation, there are working individual with different attributes and characteristics. More elaborately diversity is not limited to ethnicity; it is also respecting, appreciating, recognising and using the variety of different attributes of people (Chung, Haden and Lepak, 2006). 
Diversity in the workplace environment recognised the fact that individual differences in various ways like religion, social status, gender, culture, social status and ethnicity (Schermerhorn, 2004). The issues of diversity may differ in every country. But, most common diversity issues are ethnicity, religion, colour, and gender. Multiculturalism is a very powerful issue in the country that is mainly enforces organisation adopting diversity strategies in people management. Globalisation and rapid internationalisation have accelerated the importance of diversity in the workforce management so that companies are utilising this diversity issues in favours of the organisation. 
In diversity beliefs differ from religion. In an organisation, workers with different religions like Muslim. Christian, Hindus, Buddha etc. can be worked. But, people with different religions can be belief some common issues like equality in the workplace, follow ethics in the in the given responsibility or success about the organisational objectives. 
In diversity, race and ethnicity are distinguished differently by an organisation. Race includes certain characteristics such as skin, facial structure, body structure, skin etc. For example, Chinese workers, African workers, European workers having different physical characteristics and can be identified clearly. On the other hand, ethnicity includes the characteristics of customs, language, traditions etc. For example, Chinese language, Spanish language, Latin language etc. 
At Aetna, diversity refers to provide appreciating and valuing the differences of the individual. More elaborately, managing diversity at Aetna is creating a heterogeneous workforce that can work in a fair work condition where individual workers or group of workers has an advantage. Aetna’s diversity in people management is focusing commitment, creativity and maximising the productivity of the manpower while fulfilling the different consumer groups need (Cascio, 2009). 
So, the key theme of diversity is that every worker is staying under the diversity umbrella of Aetna that includes race, age, ethnicity, and sexual orientation in the people management of the organisation.   
1.3 Diversity principles 
Diversity principles provide an understanding of the differences of each person like values, views, ideas etc. in the work environment (Taris, 2009). To develop effective diversity strategies for the organisation, it is necessary to understand the diversity principles. 
Opportunities of the diversity: An important principle of diversity is identifying diversity opportunity to achieve the improvement, innovation, and growth of the organisation (Jackson, 2008). 
Understand the realisation of people: An important principle of diversity for an organisation is that perceive the staffs of the company as an important resource and using their potential to achieve business objectives (Reskin and McBreir, 2000). 
Visionary leadership: Visionary leadership and empowerment is an essential factor in the diversity management in the work environment. Management of an organisation is clarifying the vision and using diversity to achieve competitive advantage. 
1.4 Dimensions of workforce diversity 
There are various dimensions involved in the diversity of workers in the workplace environment. Schermerhorn (2004) classified diversity dimensions into two groups such as virtual level and deep level.  


Virtual level diversity dimensions
Gender: The difference between women and men affect performance in the workplace. The differences in the performance are aroused due to the difference in the ability to motivate, analytical skills, problem-solving ability, adjustment with the situation and learning ability (Redman, 2003). For example, 76% of total workforce in Aetna is a woman where 64% women having management and supervisory positions, 30% senior leaders of Aetna are women (Cascio, 2009).  
Age: Age is also affected by the diversity efforts of an organisation. Organisations are using the talents and energy of young workers to attract the young generation to the products and services of the organisation (Herring, 2009). Almost every organisation considers the opinion of older workers in the decision making due to their large experience and skills. 
Ethnicity: The globalisation increases the rate of migration all over the world. People from different countries are migrated to other countries for better living and job opportunities. As a result, in the workplace, different ethnic groups like Asian Americans, Hispanic, and African Americans etc. are dramatically involved in the labour force (Luthans, 2003). So, it influences the diversity management efforts of an organisation to get better output. 
Culture: This diversity dimension includes cultural and social values in the workforce. In the diversity in people management, culture is a very powerful dimension due to rising globalisation (Nelson, 2014). Manage the multiple cultures in the organisation is quite difficult but if organisation effectively develop diversity efforts, the diverse culture can bring better outcomes for the organisation. 
Education: The academic degree is important in diversity management. Generally, high educational background employees are taken part in the decision making position. Additionally, fresh graduate employees are generally involved in an executive position in the workplace. It is to be noted, the skills and experience of employees may relax educational background to get in the decision making position.  

Deep level
Values: It refers to the preference of an individual and the outcome is reflected in the sense of an individual of correct or wrong behaviours (Tatla, 2010). For instance, consider all employees in an organisation with proper integrity, respect and employee rights should be equal for all. In the managing diversity in the workplace ensuring equal value is very important to reduce employee turnover and get better performance from the workers. 
Attitudes: There is a relationship between the attitude of employees and their behaviour at work. As a result, a positive attitude increases job satisfaction and productivity whereas the negative attitude of employees can lead to an increase in dissatisfaction and reduce productivity (Wenger, 2002). So, in the diversity strategy of an organisation, it is necessary to consider the attitude trends in the workforce to decrease the adverse impact of attitude in the workplace. 
1.5 Reasons for diversity efforts and initiatives taken by a company

The rapid globalisation increases the migration all over the world. People with a variety of culture, values, ethnic, gender etc. are working in a workplace environment. There are some key reasons that increase the diversity efforts of different organisations those are giving below:
Reduce labour turnover: The skilled and talented workforce is vital assets for all organisations so that companies always trying to retain skilled labour in the workplace (Dessler, 2009). Job satisfaction is a vital issue for the workers and most of the employee turnover happens when the workers do not satisfy in their job (Legge, 2005). Diversity initiatives increase the empowerment of employees so that they get better job satisfaction. As a result, the employee turnover rate is decreased and makes the business financially profitable because the cost in recruitment is declined due to low employee turnover (Schermerhorn, 2004).  
Understand marketplace: A better understanding of the marketplace is important to utilise the business opportunities. The marketplace has many variations in terms of ethnic, gender, religion, beliefs, age etc. HR leaders consider diversity management as a good mechanism to reach and understand better about the marketplace (Atyah, 2016). For example, Aetna develops reaching out community strategies and sometimes the company develops different community groups considering the community perspectives like Chinese healthcare community in New York, the Hispanic community in Miami, the African-American community, women-led businesses and LGBT community (Cascio, 2009). 
Better utilisation of talent: Diversity management gives the opportunity to better utilisation of workforce talents to achieve the objectives of the organisation (Boudreau, 2007). Aetna’s diversity efforts are a very good example of effective utilisation of talents. For example, Africa American employees of Aetna enforced to contribute ideas of the company in the urban market and penetrate in the market from produce design to advertising and distribution (Cascio, 2009).
Enhance creativity: An important reason for diversity efforts in people management by organisations is increasing the creativity in the workplace (Sammarra, 2017). Creativity helps employees to complete the given task effectively that eventually fulfill the needs of the organisations and customers (Paauwe, 2009). Aetna’s diversity efforts are focusing on the creativity of the workforce. For example, achieve the trust of young people is very challenging for Aetna so that the company engages Gen Y employees to create recruitment and retention strategy and marketing efforts to the young generations (Cascio, 2009). 
1.6 The effects of diversity in the organisation 

The effects of diversity initiatives and efforts of organisations seem to be very unequivocal. The effects of diversity initiatives are influenced on the groups, individual and the organisation. Milliken and Martins (1996) classify four types of effect of diversity are seen in the organisation. 
Affective effects: It refers to the social integration, role ambiguity, role conflict, identification, satisfaction and involvement of employees. It is mainly focused on the diversity costs. Working with different gender, or ethnicity may bring adverse emotions. Generally, people prefer working with similar groups and more likely the connection is developed between the similar groups of people. As a result, identification and social integration in a heterogeneous group are complicated that forces organisations to take diversity initiatives.
Cognitive effect: It refers to the capability of the group to bring information, process and show a reaction to the information to reach a meaningful conclusion (Milliken and Martins, 1996). In the heterogeneous groups, cognitive variety embroils various perspectives that are supporting creativity. Additionally, when cultural minorities give an argument, the decision-making quality is high with the result while the final decision is taken. A varied group enables wide connections and more contacts; as a result, the collection of new information is gathered and shares in the organisation (Jackson, 2008). So, heterogeneous groups can build a realistic picture of an organisation that can be effectively utilised by the organisation to improve business. 
Symbolic effects: This diversity effect concern about the effects of the heterogeneous employee group that might be a symbol to the inside and outside parties of the organisation. It gives the reliability and legitimacy to the organisation and provides equal opportunities to the minority groups in the workplace so that talent retention can be possible within the organisation (Redman, 2003). Additionally, heterogeneity has inspired the customers and outside groups to take the services or products from the organisation. 
Communicative effects: It indicates that the pattern of communication in the heterogeneous group is less frequent and more formal. Whereas communication with an external group of people is frequent, less formal and can make the base to implement group decisions. Communication effects are very significant to attract similar groups to the business because the relationship is easily developed between similar groups both inside and outside (Herring, 2009). As a result, the share of information about the products or services and organisation’s policies can be possible to the marketplace.  


1.7 The challenges of managing diversity

Diversity efforts and initiative process is not easy for the management of an organisation. Many issues are creating challenges to implement diversity efforts those are discussed below:
Poor judgment about diversity: To take effective diversity initiatives and efforts, a deep knowledge is required about the workplace environment, social context, organisation’s products or services, and the marketplace. Often organisation fails to address these issues properly so that the desired outcomes cannot be achieved. 
Ethnic superiority: A very common perception of people is showing own superiority to others. The colour of people and ethnic superiority are the biggest challenges in the diversity management of an organisation (Nelson, 2014). Often individual of white colour tries to dominate in the decision making and managerial position and often black people in the managerial position shows discrimination to other ethnic groups. As a result, the effectiveness of diversity management is reduced. 
Hostile work environment: When the workplace condition is non-cooperative and conflict exists between heterogeneous groups, it is very difficult to achieve a positive outcome from the diversity efforts. The society is having racism attitude to other diverse background people, the diversity management is very difficult. 
Fear of discrimination: Many employees in the workplace beliefs that diversity efforts in the people management may bring discrimination rather than giving excellence in the work. As a result, minority groups are feared of discrimination and create resistance to implement diversity initiatives in the workplace (Dessler, 2009). 

2.0 Employee resourcing 

Employee resourcing refers to obtain and retain a workforce with the required skills, attitudes, values and competencies. Every organisation requires manpower to conduct the different activities of the organisation. So, different skills and talents are required to complete the activities appropriately. Employee resourcing supports an organisation in resourcing their workforce through different methods and approaches to meet the organisation’s people management objectives. Employee resourcing includes recruitment, selection, training and development the workforce of an organisation. 

2.1 Employee resourcing to diversity policy of Aetna  
Employee resourcing is relating to diversity policy in different ways. Employee resourcing includes recruitment, selection, training, development, and education the workforce of an organisation (Jackson, 2008). Organisation designs employee resourcing policy considering the diversity policy. For example, employee-resourcing needs to understand the customer base the company is serving. Based on the customer base, organisation determines what diverse workforce will be recruited and selected for the organisation; determine the training and development methods for different diverse workforce. 
Employee resourcing of Aetna is using different ways to achieve its diversity policy:
The company establish a diverse group of suppliers that are reflecting the multicultural market of the company. 
The company faster a culture of inclusion, as a result, a diverse pool of talent is recognised and employees are rendering their best. 
Provide necessary training and education to the workforce that is familiar with the communities the company is doing business.  
Benefits: Aetna is benefitted from its employee resourcing to its diversity policy; for instance, the company has successfully recruited exact diverse workforce for the various customer base so that redundancy can be avoided (Nelson, 2014). Additionally, the company can easily develop the training and education methods for different diverse workforce so that the employees quickly understand the customer needs and business needs as well. 


2.3 Aetna’ ERGs workforce diversity model

Aetna develops a good technique to utilise diversity in the people management in the workplace that brings many advantages. This technique is called Employee Resources Groups or ERGs where the company creates different groups of employees considering the diversity issues like ethnic, gender etc. and engages them in different works (Cascio, 2009). This model contributes to the following ways:
Africa American ERG of Aetna enforced to contribute ideas of the company in the urban market and penetrate in the market from product design to advertising and distribution. 
Asian and Hispanic ERGs are engaged in translation support. Often documents require translated word-for-word. Asian and Hispanic ERGs accurately know the terms of Aetna and the message company want to provide so that ERGs can properly develop top-quality translation without changing message from English to non-English languages. 
Caregivers and telework ERGs of Aetna are considered valuable resource to the company and Aetna enforces them to welcome specific segment of the market to determine external opportunities of business. 
Gen Y ERG serves Aetna to create recruitment and retention strategy and marketing efforts to the young generation.  
Effectiveness of ERGs to benefit the company
In the success of the Aetna, the ERGs have played the leading role and provide significant benefits to the company. During the economic turmoil, when all firms were trying to survive, Aetna did good performance. In a statement, the CEO of Aetna said that despite the significant economic turmoil situation in the USA and Europe, the company was well-capitalised and the balance sheet, cash flows and liquidity of the company was excellent that was possible from the efforts of the diverse work groups. From 2000 to 2008, the ERGs have collected medical membership from 169,000 to 17.7 million (Cascio, 2009). The ERGs has reached to the diverse population, women–owned business, minority, jointly developing community so that the company can understand the health care need in the community and financial services to the target market. So, the company has successfully outreached the diverse community across the USA and engages them to the business services of the company. 

2.4 Effectiveness of ERGs in employee resourcing and diversity of Aetna 

The employee resourcing at Aetna is followed by equal treatment to all workers. In the recruitment, the company recruits and selects people from different culture, colour, gender, ethnicity, and religions. The company is using this diverse workforce in various works in the organisation. In the promotion, the performance is considered rather than another diversity dimension. So, it has seen Hispanic, Asian, women, and people of colour have positioned in managerial and leadership position (Cascio, 2009). As a result, the workers enjoy high job satisfaction and the employee turnover is low in the company. 
The training, development, and education methods are designed based on the job roles of workers so that there is no scope of discrimination and every worker is fairly paid in similar job roles and position (Boudreau, 2007). The employee resourcing strategies by the company fulfills the expectation from the job. As a result, the productivity and performance of workers are high and the company has achieved £1.8bn profit in the critical economic environment (Cascio, 2009).  

2.5 Evaluating “Aetna Way” approach to diversity 

Aetna develops a value-based diversity in their work environment that is known as ‘Aetna Way’ that includes people who receive the services of the Aetna. In the Aetna Way diversity approach, four core values are included such as accountability and excellence, employee engagement, integrity and quality service (Cascio, 2009). 
In the ‘Aetna Way’ (see appendix 2) diversity approach of the Aetna, these core values are supported to the customer-centric. That means the core-values are mostly revolved around the customers of Aetna. The main focus of its diversity approach is creating values that support business strategies. Hence, the diversity in people management is developed to support the marketplace and achieve business outcomes.
Integrity: The integrity value includes behave ethically, honour commitments and do the right things (Legge, 2005). Aetna is operating its business in a multicultural society where different diverse groups of people, ethnic, belief and culture people are living. The perception, behaviour, and understanding of these groups are different. 
Benefits: The integrity value provides some potential benefits to the company, for example,
The ERGs of Aetna behave ethically to the customers so that the trust of the customer is increased to the products and services of the company.  
The employees of Aetna show the commitment to the customers that are helping the company to gain customer loyalty. 
Excellence and accountability: This includes imagine the future e.g. learn, look and listen, innovate and create a reasonable profit. The diversity focus of Aetna understands the market; customer needs so that the company can properly develop its diversity efforts with proper excellence and accountability. For example, caregivers and telework ERGs of Aetna are considered valuable resource to the company and Aetna enforced them to welcome specific segment of determining external opportunities of business. 
Benefits: There are some benefits of getting by the company from this excellence and accountability value:
The employees of the company can use their creativity to innovate new techniques to forecast the future needs of existing market and potential markets.
It provides accountability and excellence to the diversity efforts of Aetna that helps increase a fair profit. 
Employee engagement: This includes value diversity, direct staffs to get success, create confidence and pride for working in the company (Chung, Haden and Lepak, 2006). Aetna’s success is largely depending on effective employee engagement. For example, Asian and Hispanic employees in translation support to develop top-quality translation without changing the message of the policies and services of Aetna from English to non-English languages so that diverse language people can understand better about the company. 
Benefits: Employee engagement diversity value provides some potential benefits to the company: 
Employee engagement helps the company reaching into different market segment so that more customers can take the healthcare products and services of the company.
The net income of the company has increased to $1.8bn, although in the economic recession in 2007 (Cascio, 2009). 
Quality service: This includes value relationships, create trusting, eliminate hassles, make the service easy and build standards for judging others (Herring, 2009). The quality service is ensured by creating trust and value relationships. For example, Aetna creates good business relationships with the local communities and customers to serve community-based sales and marketing. 
Benefits: Quality service diversity value provides some benefits to Aetna:
It helps the employees of the company to eliminate hassles in providing better services to the customers.
The employees are more concern about the multicultural needs so that the employees of the company can serve better in the marketplace. 

2.6 The ‘ICE’ diversity strategy of Aetna

Aetna developed a unique diversity strategy that is known as ICE strategy. ICE stands for integration, communication, and education. 
Integration: Integration means that the components of the diversity are functioning together within the organisation and completely integrated into long-term and short-term planning process of the organisation (Tatla, 2010). Diversity components include caregiver status, telework, age, gender, ethnic etc. The components are worked in different departments of the company such as sales, investments, procurement, HR, marketing etc. 
Communication:  Communication is the process of transmitting information to every staff and customers (Wenger, 2002). Communication is used both internal and external diversity components of Aetna and the progress in diversity is shared with the people. 
Education: Education means stating the knowledge and understanding of diversity, its components and how it works in the business strategy of Aetna. Education gives a deep understanding about the tools that are required to meet the needs of the marketplace and enhance the competencies of the company in diversity management. 
2.7 ICE component of integration to diversity outcomes

ICE component ‘integration’ is linked with the organisational strategic goals that provide diversity outcomes in favour of Aetna. The integration focus of Aetna is as follows:
Develop the value of a customer through technology and innovation and provide best customer experience (Atyah, 2016). Use of technology is very effective for the company because the various department of the company can work together to meet the customer needs. 
Increase the profitability and earning by growing market share by providing superior quality service and cost management. Integration increases the share of information between departments so that the cost in the diversity efforts reduces and the company has gained sustainability in the profitability. 
Enhance high-performance culture, diverse workforce and foster compliance which is a core competency. For example, 16% supervisors of the company are people of colour and 30% senior leaders of the company are women. It supports the company building high-performance culture because around 76% of employees are women and 31% of employees are people of colour (Cascio, 2009).  
Benefits: Integration provides potential benefits to the diversity initiatives of Aetna those are as follows:
Build an integrated work condition that increases the contributions and productivity of all staffs and attracts a pool of candidates. Increase the capabilities of workers of Aetna to meet the multicultural needs and provide culturally suitable customer experience. 
Create a diverse workforce that clearly understands the sexual orientation, ethnic, beliefs and diversity in the marketplace. Create good business relationships with the local communities and customers to serve community-based sales and marketing. 
ICE components of education and communication 
The major initiatives of Aetna about the diversity components of education and communication are given below:
New-hire orientation provides a full outlook of the Aetna’s diversity strategy that includes an internal diversity web site. 
Benefits 
This is a very effective diversity initiative of the Aetna because education increases the understanding of employees about the business goals so that they can better communicate to the local communities, multicultural groups, women chamber and commerce and other constituents about the business policies, services, and products.   
Establish diversity-related competencies and behaviour by Aetna’s work environment for every level of staffs.
Benefits 
At Aetna, diverse background employees are working so that the company utilise the talents of different diverse groups to achieve better behaviour from the employees (Boudreau, 2007).   This competency makes Aetna listed in the top forty companies for diversity.  

The chairman of Aetna reports the diversity initiative results of the company at the managerial meeting as well as all-staff meeting. 
Benefits 
It helps the management and employees of Aetna to understand the costs and returns from the diversity efforts of Aetna. So, Aetna can improve the diversity efforts for better outcomes. 
2.8 Diversity focus of Aetna

From the case study of Aetna, four diversity focus areas have been founded such a marketplace, suppliers, workplace, community and professional alliance in ICE diversity strategy of the company. Aetna measures these outcomes in its diversity management differently. 
Workforce
The colour of people in the management of Aetna is measured to know the colour representation as for its diversity in people management. The company measure whether the colour of people practice is under the industry standards or not. 
Benefits: The colour of people diversity practice is provided the company with significant benefits. 
Aetna effectively utilises the talents of the employees with a diverse background that helps to increase the profits of the company and increases employee satisfaction (Nelson, 2014). For example, 16% supervisors of the company are people of colour and 30% senior leaders of the company are women. 
Aetna successfully engages the heterogeneous groups in the business activities. For instance, Aetna engages African American workforce to penetrate in the urban market, Aetna engages telework and caregivers to welcome specific segment of the marketplace to find out external opportunities of business. 
So, the company has achieved excellence in workforce diversity management.


Workplace
To understand the outcome from the workplace diversity, Aetna measures the work experience of workers of various backgrounds. To measure the effectiveness of the diversity practice in the workplace, Aetna asks all workers two questions; Aetna fairly deals all workers and diverse background people are enabled by Aetna. The answers of all workers of these two questions help Aetna to understand the diversity gap against the diversity strategy of the company.

Benefits: This diversity effort of Aetna has proven effective for the company. 
At Aetna work environment, 76% of employees are women and 30% senior leaders of the company are women. It indicates the fair dealing in workplace diversity.
The company has found that the women are sincere in their work and they have taken a position in the superiority position showing their talents and skills (Herring, 2009). 




Suppliers

As part of the supplier-diversity programme, Aetna is mainly focusing on businesses that are owned by women and actively seeks the businesses run by minority people and offers them to compete for getting part in the supplier pool. For example, the company includes heterogeneous business as their suppliers like business operated by women; LGBT operated businesses so that the company has able created the excellent value of its diversity efforts despite critical economic condition in the Europe and USA (Cascio, 2009).
Benefits: Aetna’s diversity strategies are included both internal and external divers groups. It has proven innovative and effective for the company. 
It helps the company to get access to good quality services and goods 
It provides better insight into multi-cultural markets 
The communities are served more effectively in which the employees are worked and lived.
2.8 Community and professional alliances

Aetna works sincerely to create a relationship with the local chamber of commerce, community leaders and non-profit organisation as part of its community involvement to get an understanding need of healthcare of the community. Aetna sometimes jointly develops reaching out community strategies and sometimes the company develops different community groups considering the community perspectives like Chinese healthcare community in New York, the Hispanic community in Miami, the African-American community, women-led businesses, and LGBT community.  
Benefits: The initiative of Aetna to build a relationship with community and professional alliances has supported the market demand (Jackson, 2008). 
This diversity initiative has given some benefits to the diversity strategies of the company. Attaching the different stakeholders is important to make the diversity efforts effective For example; the company has built a relationship with the local chamber of commerce, community leaders and non-profit organisations. 
It helps the company to identify the healthcare needs of the marketplace because the diverse community needs different healthcare supports. 
So, creating community and professional alliance with the heterogeneous group has benefitted the company to do effective diversity management. 


2.9 LAMP model

In HR today, service delivery is very dominant that the HR professions explains this issue as functional services e.g. training, staffing etc. Measuring the HR initiatives is necessary to understand the effectiveness of the diversity initiatives and efforts that are taken by the company. LAMP framework is a tool which measures four components such as login, analysis, measures, and process to understand the diversity management efficiency of an organisation (Redman, 2003). The return on investment of Aetna in its diversity initiatives is measured by the LAMP model (see appendix 3):
Logic: The story behind the relationships between numbers and outcomes are provided by logic. Well-structured logic supports leaders other than the HR profession to get a better understanding and allow measurement process to increase their decisions (Schermerhorn, 2004). To understand the diversity of Aetna, a very rational question is ‘how does the company make value from its focus on diversity?’ This question helps to create a ‘logic diagram’ to determine the impacts of investment in workforce diversity of the company. For example, investment to improve the lifestyle of employees of Aetna increases positive behaviour of the employees of the company both at work and outside from work. 
Analytics: It refers to draw an accurate conclusion based on the data (Wenger, 2002). The logic is transformed into the analytics process and relevant insights. The relevant diversity issues are identified through research design and statistics. For example, Aetna develops its diversity initiative metrics and measures the impacts on the business. The main aim of the analytics is to develop cause-and-effect relationships between the outcome of the business and diversity efforts and initiatives. 
Measures: The measure is basically performed to examine the effect of diversity initiatives that are taken by Aetna. Diversity initiatives of Aetna and its effect have gained significant attention to the management of the company. For example, Aetna gives attention and sufficient time to increase the quality of these measures on the basis of some indicators such as consistency, reliability, completeness, and timeliness (Cascio, 2009). Aetna measures the influence of its diversity management initiatives and the outcomes on the business. 
Process: It is creating insights that are achieved from a suitable measurement of the diversity actions. In this case, the measure should be matched within a big change management process including knowledge transfer, education, and learning (Paauwe, 2009). Considering the cost incurs in the diversity efforts of Aetna, the company uses the value creation process to access the business outcomes. For example, this value creation helps HR leaders of Aetna to achieve credibility in creating the logical relationships between the diversity efforts of the company and various outcomes of the company such as profits, performance, trust, and learning. 
2.10 Incremental costs to diversity strategy in the Aetna Way
Diversity management is not free of cost rather it requires a cost in different steps of diversity implementation process. The board members of Aetna are asked about the additional costs to adopt the diversity strategy in the work environment. It is to be noted that spend in diversity management is actually the investment of the company to get sustainability in the long-term. Historically, Aetna considers the spend in diversity management as an investment but the economic recession forced board members of the company to raise a question about the cost in diversity management. Cascio (2009) identified the incremental cost in diversity management of Aetna in the following areas:
Investment in employee resourcing e.g. recruitment, selection, training, education and development.. 
Funding for specific program initiative and efforts like travel allowance for the recruiters of Aetna to visit chambers of commerce of gay and lesbian, Hispanic serving institutions or historically black universities and colleges. 
Aetna knows many staffs of the company’s corporate peer groups uses more spend in the diversity initiatives and efforts than it does. So, the company tries to leveraging the spending to get more return on investment in talent acquisition, recognition, members’ growth, revenue growth etc. 
2.11 Justification of the incremental costs using resource-based diversity theory

Aetna has faced critical economic condition because due to the recession in 2007 the whole business environment has significantly affected. As a result, the board members of the company tried to understand the benefits from the investment in the diversity strategy. 
Using resource-based diversity management theory, the necessity of the incremental costs can be justified. This theory claims that the resources of the organisation will be affected by the implementation of the diversity strategy. These resources include corporate resources, human capital, financial resource and physical resource (Atyah, 2016). 
Organisations require giving the effort to use these resources for improving business profits. From the organisational point of view, every organisation wants a better return from the investment in diversity initiatives. 
Ethnic workforce diversity brings better financial returns to the company compared to the homogeneous workforce (Sammarra, 2017). Ethnic diversity is considered by organisations as important human capital because the organisational performance is depending on the skills, talents, and creativity. So, the incremental cost in the training and development to improve the diverse workforce are favourable for the company. At Aetna, 30% of women have positioned in the supervisory level and 16% of employees in the managerial position are people of colour. So, investment in training and education will increase the skills and creativity of the workforce so that Aetna will achieve better financial performance. 
It is very important for an organisation to inform the customers about the products and services so that they can get the opportunity to meet their needs (Herring, 2009). So, advertisement, marketing, and travel to the customers are very essential to attract them towards business’s products and services. Hence, organisations require financial resource and physical resource. 
The financial resource is necessary for funding of specific program initiative and efforts like visit chambers of commerce of gay and lesbian, Hispanic serving institutions or historically black universities and colleges. They are potential customers for the company so the incremental cost in the travel will bring more return on investment in the talent acquisition, potential customer, revenue growth etc. 
Additionally, investment in the physical resource like communication technologies is bringing more return on investment for Aetna. It has already proven that telework ERGs of Aetna are playing an important role to welcome specific segment of the market to determine external opportunities of business. So, considering long-term sustainability, the additional investment in the diversity strategy is logical and board members of Aetna should consider this incremental cost as an investment because in the long run, the company performance will improve that will bring more profits. 

Payoffs from diversity efforts of Aetna

The business outcome of Aetna is very impressive. In 2001, the market value of the company was £3.3bnthat reached £29bn in 2008. In 2001, the company incurred a loss of £291.5 million but at the end of 2007, the company generated £1.8bn net income (Cascio, 2009). The diversity efforts and initiative of Aetna has played a big role in this significant return from the business. This diversity initiative of the company helps the company to achieve some awards such as Top 40 Companies for Diversity, 25 Great Places to Work, Best Diversity Company etc. It indicates the high return of the diversity efforts and initiatives of Aetna. 

3.0 Recommendations to improve diversity efforts of Aetna

The board members of Aetna should approve the incremental cost in the diversity strategies of the company. 

It is to be noted that spend in any business initiative is treated as an investment. The company always expect increases in profit. But, desired profit will come when an organisation spends in suitable areas. Diversity efforts of Aetna bring significant success to the company so that the competitors have also given a concentration in diversity management. It is necessary to keep the diversity efforts for long-term sustainability. Although the company the net income declined in the third quarter in 2008 due to critical economic condition, the situation remained for a short time period. It made the board members thought about the additional costs in the diversity efforts. But, this cost is an investment for the company that will bring more return on investment in different economic conditions for the company. In a statement, the CEO of Aetna said that despite the significant economic turmoil situation in the USA and Europe, the company was well-capitalised and the balance sheet, cash flows and liquidity of the company was excellent (Cascio, 2009). In 2008, the capital of the company exceeded $1bn so the company has the ability to manage costs in the diversity strategies. So, the company can bear the additional cost in the diversity strategies.  

The company should continue investment in the diversity efforts to retain a talented workforce. 

The skilled, creative and experienced workforce is a key behind the success of Aetna. Hence, job satisfaction is necessary to achieve the employees’ loyalty towards the company. Generally, employees do not switch job when they are properly treated by the company (Dessler, 2009). The company knows many staffs of the corporate peer group’s uses more spend in the diversity initiatives and efforts than it does. So, it is necessary to allocate funds in the diversity efforts because employees will not bear cost from their own in a long time and there is a scope to increase turnover. The company is thinking about the additional cost because the net income declined due to the recession. The company does not incur a loss rather the net income has declined that means the company has the ability to bear the incremental costs in diversity efforts. So, the board members of Aetna should not stop funding in the diversity strategy to retain the skilled and experienced workforce. If the talented workforce leaves the company, it will incur more cost in recruitment, training, and education of the new workers to make them capable for the job. 

Aetna should focus on diversity dimension in employee resourcing to support the diversity strategy of the company.

Aetna is a leading company that successfully managed diversity in the workplace to support the goals of the business. Their company has made a strategic alliance with diverse groups e.g. Hispanic Americans, Asian Americans, African Americans, LGBT and women-owned businesses. So, to reach the customers, the company requires considering the diversity dimensions in the recruitment process because it helps the employees reach the marketplace easily (Cacio, 2009). As a result, the healthcare services and products of Aetna can be properly communicated to the diverse group of people that increases the sales of the company. Additionally, the cost associated with recruitment is an investment for the company because diverse employees can support the business goals of the company. 



Aetna should focus more on training, development and educating the diverse workforce to get better business outcomes.

Employees are one of the most vital resources of Aetna to achieve business goals. Every employee requires proper training and education because the business environment is changing and new challenges emerge frequently. Aetna should revamp the training and education system with the latest technologies to improve the necessary skills of employees quickly. Aetna engages different ERGs to serve different diverse customer groups. So, the customised training and education system is necessary to provide quality healthcare services to get better outcomes for the company. Although the company needs investing in the training and education, the return of investment is high in the long-run because the skills of the employees will improve so that they can find out potential customers for the company.  
4.0 Conclusion 
Diversity and employee resourcing are an inevitable issue in the organisation to bring positive outcome in people management and organisational profitability. Due to globalization, the society of a country increasingly diverse so that multicultural people, age, gender, ethnic, believes people are working in the workplace. So, diversity and employee resourcing are getting a big concern to the management of Aetna. The company has successfully utilised the diversity components in the employee resourcing in favour of the company that ultimately benefitted the financial condition of the company. The company has gained potential net income in the complex economic condition while many firms became bankrupt. Aetna hesitates about the additional cost in the diversity efforts and employee resourcing due to complex economic condition, but the return on investment would be high in the long-term period and this additional investment will give the company sustainability in the business. So, the company should continue the investment in the diversity efforts and employee resourcing to meet the customer needs in the marketplace and achieve the business objectives. 
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6.0 Appendix

Equity theory 

Figure: Equity Theory
Source: (Legge, 2005)






Aetna way 

Figure: The Aetna Way framework 
Source: (Cascio, 2009)






LAMP model


Figure: LAMP model
Source: (Cascio, 2009)
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