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DE&I metrics 2

Want to know  
the best DE&I 

scorecard  
out there?

There isn’t one.

But you can create 

the best one for your 

organization by following 

this methodology.
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DE&I metrics

When it comes to diversity, equity and inclusion 
(DE&I), a growing number of CEOs are under 
pressure to move from words to action that 
delivers tangible results.

To show progress, CEOs need to apply the same 
rigor they use to monitor the health of their 
organization, make projections, place bets and 
compensate talent. While vision and strategy 
provide the roadmap for the way forward,  
it is measurements and metrics that indicate  
whether the plan is working and how to course 
correct when it is not. 

It’s been said that if you can’t measure it, you can’t 
improve it. So, logically, CEOs demand the best 
practice scorecard available, but whatever they 
receive proves to be inadequate for their purposes 
of driving transformational change. 

What’s missing? 

What’s missing is a recognition that the best 
scorecard is not a generic best-in-class tool but 
that the best DE&I scorecard for an organization 
is grounded in the organization’s values, stage 
of DE&I maturity, and desired pace for change. 
There’s a way to construct this scorecard with this 
in mind by executing the following methodology. 

DE&I metrics have always 
mattered, but in the past 
year with the rise of ESG 
(environmental, social and 
governance) reporting and 
stronger demand from boards, 
investors, employees  
and customers for greater 
progress and accountability, 
effective DE&I metrics  

became even more critical.
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DE&I metrics

How to 
create your own 
best-in-class 
DE&I scorecard

When it comes to metrics and 
scorecards, one size doesn’t fit all. 

However, our experience over the years 
working with DE&I strategies in different 
organizations has shown us that there is a 
consistent process that can help organizations 
build the right metrics for them in two sets of 
steps: the set up and the execution. 

Execution

Set up

10-step process

Determine  
organization’s  
current DE&I 

maturity

Determine who will  
be held accountable,  

for what, and with  
what consequences

Determine 
organization’s 
desired DE&I 

maturity

Enable your  
leaders, managers,  

and support  
systems

Prioritize elements  
of DE&I maturity  
the organization  

will pursue

Do a  
practice-run  

year

Determine  
pace of desired 

changes

Communicate, 
monitor, and  

report

Determine metrics 
that correspond to 

elements 1-4

Be true to  
the process
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4

5

5
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Step 1

DE&I metrics

Set up

Let’s elaborate 
on each of 
these steps

Determine the organization’s  
current DE&I maturity
Measurement and goal-driven metrics always 
begin in comparison. Comparison between 
where you were and where you currently are. 
Between where you are and where you want  
to go. Between where you land and where your 
competitors land. Between what happens when 
you do X versus when you do Y. Between the 
results in a one context compared to another.

So when it comes to DE&I, the best place to 
start this compare-and-contrast work is by 
determining where the organization lands on 
its own current DE&I maturity. This is measured 
against a maturity model. The DE&I field has 
various to choose from, but for our illustration 
purposes, we will use the Korn Ferry DE&I 
Maturity Model (see sidebar).

The most effective way to determine an 
organization’s DE&I maturity is through a 
comprehensive data-driven DE&I Diagnostic 
and root cause analysis where the results 
are mapped against the maturity model. 
Through classic diagnostic methodologies 
such as surveys, talent flow analyses, focus 
groups, social network analyses, psychometric 
assessments such as how inclusive the leaders 
are, and other data gathering and analytical 
processes, organizations can measure how 
mature they are (with benchmarks) as well  
as pinpoint through a regression and driver 
analysis what is causing what and why. 

The Korn Ferry DE&I  
Maturity Model
Risk Management — It determines to what 
extent an organization has the infrastructure, 
capabilities and behaviors necessary to  
identify, quantify, mitigate, and prevent  
DE&I-related risks.

Awareness — Measures to what extent an 
organization’s leaders and employees are aware 
of and committed to the value of DE&I.

Talent Integration — Measures to what extent an 
organization has integrated diversity, equity, and 
inclusion into their talent systems, and leaders 
and employees display inclusive behaviors.

Operations Integration — Measures the  
bottom-line impact of leveraging the 
organization’s diversity in an inclusive way  
that leads to greater efficiencies, increased 
safety, increased quality assurance, etc.

Market Integration — Measures the top-line 
impact of DE&I through expanding to markets 
of new consumers, enhanced customer service, 
and effective partnership with communities.

(For more details on how the model is constructed  

and its various elements, see our technical paper,  

The Korn Ferry DE&I Maturity Model.)

This maturity model measures DE&I 
along five dimensions (captured in the 
outer circle) defined along the lines of 
behavioral inclusion (how people treat 
each other) and structural inclusion 
(how systems treat people) within 
four stages of maturity from Basic to 
Leading Edge. 
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DE&I metrics

Determine the organization’s 
desired DE&I maturity  

The second part of the compare-and-
contrast exercise is deciding where you want 
to go on your DE&I maturity. This is not as 
straightforward as it appears. Using the  
Korn Ferry model, you can see that there 
is plenty of organizational choice involved. 
If Company X is at level 3 of maturity in 
Awareness but only level 1 in Talent Integration, 
the organization can legitimately either choose 
to mature to the max on Awareness and make 
maturity at Talent Integration something 
that can wait another year, or vice versa. 
The decision may be driven by other internal 
initiatives. For an organization that is currently 
focused on revamping their talent processes 
in general or more specifically focused on one 
or two processes, such as talent acquisition 
and performance management, it might make 
sense to integrate an inclusive lens to the 
new processes and therefore concentrate on 
progressing in the Talent Integration dimension. 
So, determining the desired DE&I maturity 
in the various dimensions depends on the 
organization’s general strategy to which all  
DE&I steps should be aligned. One thing to 
remember is that “best-in-class” can happen  
at any stage of the maturity model.

During this process, we also recommend that 
the desired state is aligned to the business 
strategy and priorities. For example, if your 
organization has plans to open operations in 
new markets, Market Integration and Talent 
Integration might be relevant to support the 
success of your firm. Another example is 
innovation, where Operations Integration 
plays a key role.

Prioritize the elements of  
DE&I maturity the organization  
will pursue
Once you decide where you want to go — what 
your desired DE&I maturity in the various 
dimensions is — it’s time to determine priorities. 
What are the quick wins you can focus on first? 
Which areas of focus will need to be tackled 
before others? 

For some organizations, their journey starts with 
their leaders. For them, step one is to assess 
and educate their leaders on what it means to 
lead inclusively so they can then lead the DE&I 
journey forward. For others, it’s more grassroots. 
Their journey may start by establishing ERGs 
(Employee Resource Groups), pulling together 
a DE&I Council or Committee that will lead the 
effort and drive awareness. And yet, others start 
by educating the organization as a whole through 
distinct learning journeys. Priorities are usually 
set by considering what else might be going on 
in the organization, the level of preoccupation of 
leaders and employees with other initiatives such 
as a possible merger for example, the general 
culture of the organization (is it hierarchical or 
more bottom-up?), and of course, your available 
budget presently and in the future. Just like 
determining the desired future state in step 
two, setting priorities is best aligned with the 
overarching business direction and strategy. 
And once you establish your priorities you can 
determine the more granular execution goals you 
need to achieve your priorities.

One thing to remember is to be realistic. Many 
organizations have established priorities and 
goals that do not reflect their current maturity 
and organization’s complexity. Supported by 
data from your DE&I strategy, a detailed analysis 
of resources is required and opportunities per 
year should inform where and when to act.

Step 2 Step 3
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Step 4

DE&I metrics

Determine the pace of change 
So now that you know where you want to go 
and have set your priority areas and tactical 
goals to focus on, you will need to determine  
by when you will want to achieve your goals. 

A timeline should be both ambitious — a true 
call to action — and realistic. Many factors will 
determine whether a timeline is realistic, such as 
competing priorities, staffing availability, leader 
buy-in and, last but not least, your industry’s 
trends and other outside factors. 

We have seen many organizations set ambitious 
but seemingly arbitrary goals and timelines 
such as aiming to “increase representation of 
women in senior leadership roles to 30% in 2 
years.” While on the surface this sounds like a 
worthy goal, it begs the question of whether it’s 
realistic for each company or in each industry. 
Some industries are very much behind in terms 
of gender parity, something that often starts at 
the entry levels or even before that, meaning the 
number of girls and women pursuing careers in 
those areas in school or college is already lower 
than those of boys and men. 

What this means is that organizations focused 
on filling senior level positions with women 
within a relatively short timeline will likely fall 
short and lose valuable credibility internally. To 
achieve this goal, a longer timeline will make 
more sense, one that has subgoals built in that 
include concentrating on an equitable pipeline 
of women moving toward leadership while 
at the same time committing to encouraging 
girls and young women early in the pipeline to 
pursue studies and careers in these traditionally 
male-dominated roles. When you build your 
DE&I strategy and timeline, the balance between 
ambitious and realistic is crucial to its success.
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Lagging indicators usually capture a snapshot 
of the organization’s current state and past 
efforts (for example, representation data, 
engagement and employee perception 
of organizational DE&I maturity cut 
demographically, promotion/termination rates, 
advancement speed, etc.) These metrics will 
always be valuable since they capture the 
ultimate outcomes of all the efforts.

Leading indicators are a measure signaling 
whether the lagging indicator metrics will or 
will not be achieved if things continue on their 
present course. Talent pipeline analysis for 
women or underrepresented racial/ethnic groups 
is a common leading indicator of what the 
diversity mix of talent will be at different levels 
of the organization within a few years. These are 
some of the most overlooked metrics and the 
most strategically important since they can be an 
early warning system that the efforts may or may 
not ultimately achieve the desired objectives.

Predictive metrics help identify the likely impact 
of specific variables on key DE&I outcomes, such 
as promotion and retention of diverse talent. 
Typical predictor variables include performance 
ratings, hi-potential designation, mentorship/
sponsorship, leadership development 
opportunities, involvement in critical projects, 
ERG participation, etc. The benefits of using 
predictive metrics is that it helps to better 
understand the possible driving forces behind 
the organization’s talent trajectory and to 
develop long-term initiatives that pull  
the correct lever for the desired outcomes.

Referring back to the DE&I Maturity Model 
described earlier, a combination of the above 
five types of metrics can be put in place for 
each of the dimensions. See the table  
overleaf for examples.

DE&I metrics

Determine measurements  
and metrics that correspond  
to elements 1-4
Now, once your current state, your desired 
state, your strategic priorities, tactical goals, 
and your timeline have been established, it’s the 
right moment to ask yourself how to measure 
success. This is the point where meaningful and 
relevant metrics can be put in place. A DE&I 
balanced scorecard or dashboard consists of a 
set of metrics designed to capture data about 
the organization’s performance with respect to 
its DE&I initiative and monitor trends over time. 
Based on the answers to the above questions, 
the “right” metrics are likely a combination of 
these different types:

• Activity metrics

• Process metrics

• Lagging indicators

• Leading indicators

• Predictive metrics

A quick differentiation:

Activity metrics tend to measure those 
involved in DE&I initiatives, such as the number 
of people who attended a DE&I training, the 
number of employees that are part of ERGs, 
time dedicated to mentoring/sponsoring 
others, number of events attended, volunteer 
hours, etc. These tend to be helpful metrics 
early in a DE&I journey. 

Process metrics evaluate the impact of the 
different activities on key processes, such 
as performance management, recruitment 
and selection, supplier diversity, etc. For 
instance, monitoring if DE&I training has made 
a difference in more equitable performance 
ratings or more diverse new hires. 

Step 5
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DE&I metrics

Metrics by dimension of  
the DE&I Maturity Model

DIMENSION OF 
DE&I MATURITY

WHAT TO MEASURE AND TYPE  
OF INDICATORS 

EXAMPLES AND TYPE OF  
ACTIONS IMPLEMENTED

RISK 
MANAGEMENT

Tend to see lagging and leading indicators to 
understand long-term trends. The intent is to 
have a snapshot to understand current state  
of “the mix.”

The focus is on representation and avoiding 
legal risks. 

Examples include a number of reports related  
to harassment and discrimination, cases open, 
cases closed, affirmative action programs,  
targets or quotas.

Response and actions tend to be more reactive.

AWARENESS Tend to see activity metrics, process metrics, 
and lagging indicators. The intent is to see 
how leaders and employees are aware of and 
committed to the value of DE&I and “making  
the mix work.” 

Focus is on creating a culture of inclusion. 

Examples of activity and process metrics include 
percent of training attendance, time dedicated to 
mentoring/sponsoring, number of events attended, 
volunteer hours, perception of leaders committed 
to DE&I, inclusive behaviors demonstrated by 
leaders and rated by employees. 

Response and actions tend to be inspirational  
and purpose-driven.

TALENT 
INTEGRATION

Tend to see leading indicators and predictive 
analytics signaling future trends and probability 
of changing conditions in the talent pipeline  
and talent systems. 

Focus on accelerating movement, development 
in talent pipeline of high potential feeder pools, 
broadening diverse sourcing pools, achieving 
parity levels in hiring, promotions, lateral  
moves, exits, and manager competencies. 

Examples include Talent Flow Analysis cut 
demographically (promotion rates, external 
hiring rates, terms and turnover rates, voluntary 
vs. involuntary exits, lateral moves, stretch 
assignments, performance ratings). 

Predictive analytics typically include a driver 
analysis that seeks to find relationships between 
different factors that may not be readily apparent 
or provide statistical evidence to qualitative 
observations. For example, the relationship 
between ERGs and retention and advancement, 
the impact of training on engagement levels, the 
impact of lateral moves on vertical advancement, 
skills and competencies that, when selected, can 
negatively impact underrepresented talent, etc.

Response and actions tend to be more proactive.

OPERATIONS 
INTEGRATION

Tend to see more lagging indicators, leading 
indicators and predictive analytics. The intent 
is to understand how the organization may 
leverage its diversity in an inclusive way to 
achieve bottom-line impact, reduce costs, 
create safety, create agile teams, and improve 
processes to increase margins.

Examples may include cost reduction, increased 
productivity correlated with increased safety, 
employee satisfaction, efficiency and value of 
M&As, supplier diversity, lean and/or diverse by 
design agile teams. Typical metrics include 
procurement contracts with Minority-owned 
Business Enterprises (MBE), Women-owned 
Business Enterprises (WBE) and Minority-owned 
Disadvantaged Business Enterprises (DBE))  
in Tier I and Tier II, etc.

Responses and actions tend to be more 
operational and tactical.

MARKET 
INTEGRATION

Mix of leading and lagging indicators. The 
intent here is to have a snapshot to understand 
how successfully the organization embeds DE&I 
into its customer experience, EVP and overall 
company brand in the community. Focus is  
on top-line, revenue and growth. 

Examples include growth due to diverse market 
share penetration, market segmentation, diverse 
customer satisfaction and retention.

Responses and actions tend to be strategic  
and innovative.
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DE&I metrics

Execution
So, now that the metrics 
have been identified, it’s time 
to tackle the most difficult 
aspect of a DE&I scorecard: 
execution. And execution 
requires well-designed 
structures, processes, 
and regular, easy-to-read 
dashboards with actionable 
indicators and trends that 
allow leaders to make  
just-in-time adjustments. 

Many organizations underestimate the 
importance of setting up structural systems 
that can help coordinate and collaborate with 
multiple internal and external stakeholders. 
The five steps that follow are a synthesis of  
the key steps to drive execution.

Keep in mind that following through on the 
steps ahead requires a clear governance 
structure that leaves no doubt as to who set 
the key metrics and to whom stakeholders 
will be accountable. While ultimately all are 
accountable to the CEO, the question to 
answer is whether this will be governed by 
an executive DE&I Council or the existing 
executive team structure. Only when the 
answer to this question is clear, can the 
following steps be taken.

10
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Determine who will be held 
accountable, for what, and with 
what consequences
Metrics need to stick like Velcro to those who 
are accountable for meeting them. Too often 
metrics of bold DE&I goals are declared but  
they don’t stick because none of the desired 
numeric goals were pegged to anyone to  
get them done.

Metrics need to be something that people 
can take actions on, so they need to have the 
following characteristics:

• Ambitious, driven by vision and  
aspiration, yet grounded in reality and not 
clouded by unrealistic wishful thinking.

• Specific and addressable by the leaders 
being held accountable. So, executives, 
managers, HR, and employees should all  
have differentiated metrics that tie to 
different parts of the DE&I strategy to  
which they have the greatest line of sight.

 For example, hiring rates for women or 
members of underrepresented groups are 
typically metrics assigned to HR because 
they are the ones responsible for presenting 
diverse candidate slates. However, we found 
that when assigning hiring metrics solely to 
HR, the success rate is often low because 
even when a diverse slate is presented by 
HR, it is ultimately the hiring manager who 
makes the final hiring decision. In this case, 
the hiring KPI would have to be assigned 
to both HR (to provide diverse slates) and 
the hiring managers (to ensure hires from 
underrepresented groups). 

• Time bound. Be clear by when the goals  
are to be reached.

DE&I metrics

Step 1 Step 2

Enable your leaders and  
managers first, but don’t forget  
the support systems
Preparation is key. Be sure to not just spring 
goals and accountabilities on your various 
stakeholders without giving them the tools to 
get the job done. It is important that leaders and 
managers are grounded in the business case of 
DE&I and that they know how it aligns with the 
broader business and talent strategies of the 
organization. Provide training on how to identify 
and manage unconscious bias in the hiring and 
performance management processes, as well 
as on ways in which the use of common talent 
systems and processes can perpetuate the lack 
of DE&I. This will give managers the opportunity 
to gain the insights and skills they need to then 
take the necessary and courageous actions to 
achieve the goals and metrics they were given.

At the same time, support systems such as 
Legal, Compliance, HRBPs, Communications, 
etc. need to be enabled and aligned. Their 
support role to managers is crucial and 
often they do not have the competencies or 
resources to provide the right assistance. For 
example, Corporate Communications plays a 
key role in the rollout of the communications 
strategy; any leader should be able to reach 
out to this team to request support for a 
specific event or initiative. The Communications 
department should then provide guidance and 
support with the right DE&I lens and ensure 
all communication is aligned to the overall 
organization’s strategy.
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DE&I metrics

Communicate, monitor, and report

Nothing is more unfair than giving leaders 
targets to achieve with pay at stake and then 
not providing them with regular and accurate 
progress reports of how they are doing. Leaders 
will need to be provided with a dashboard so 
they can easily review their progress and make 
any adjustments, if needed. Set expectations 
of how often they will get updated reports 
(monthly? quarterly?) and make sure someone 
in HR is helping them interpret the trend lines 
and is partnering with them on a collaborative 
game plan to meet the goals. Make sure to keep 
all stakeholders up to speed so that everyone 
can play a part in making a difference according 
to the goals. CEOs as well as peer pressure  
are effective levers to keep everyone focused. 

Do a practice-run year
Putting leaders’ and managers’ bonus and pay 
at risk by tying it to achieving DE&I goals is not 
a light matter that can be put in place casually. 
Personal economics, as well as people’s own 
sense of emotional wellbeing are in the balance. 
Therefore, adequate preparation time before 
“playing for real” is warranted. A good way to 
do this is to have a practice-run year. Similar to 
learning a new card game, newcomers are  
given a practice round where all the rules are  
in effect, but there are no consequences just  
yet for getting the fewest points. 

This is a transition period where everything 
about the metrics – goals, reporting, and 
feedback on how each leader is doing – is fully 
operational yet no real money is involved. This 
way leaders can experience what it will all look 
and feel like and, in fact, see real scores of how 
they are performing along the way and, in that, 
be told how that would have affected their pay 
that year if the full accountabilities had been in 
play. It is also an opportunity for the players to 
discuss these rules and metrics and ensure they 
feel they have the tools and structures in place 
to be able to have a fair shot at winning.

After that practice-round year, everyone knows 
not only that pay will be at stake, but they will 
have a better sense of how the process will 
work, their strengths and vulnerabilities going 
into it, and be better prepared to take the 
necessary steps to achieve their goals. 

Be true to the process

Authenticity and transparency are key. Highlight 
and celebrate success when progress happens, 
but do not try to hide or cover gaps and 
challenges whenever those appear. That only 
leads to frustration and a sense of leaders and 
managers within the organization not taking  
the process seriously.

Also, be faithful to the processes you have laid 
out. Deliver updates on time and make sure 
everyone is taking the respective steps to plan 
sessions to strategize and problem solve  
where progress is not being made.

Step 3 Step 4

Step 5

12

© 2022 Korn Ferry. All Rights Reserved.



So, what 
should be at stake?

We have nailed down the process. But what 
really should be at stake? How should leaders 
be held accountable for inclusive behaviors 
and equitable outcomes for all talent? In the 
same way there is no one right metric, there 
is also not just one type of accountability 
upside or consequence. The meaningful 
reward or takeaway for achieving or not 
achieving DE&I goals should be congruent 
with the organization’s development and 
advancement process as well as with its pay 
and rewards philosophy. This way it should 
not feel like something foreign and different. 
(See next page for some examples.)

Most importantly, the best metrics for 
your company — determined by using the 
methodology presented here — will be the 
ones that will help propel your organization 
toward even greater levels of diversity, equity, 
and inclusion as well as sustainable long-term 
business prosperity.

DE&I metrics 13
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DE&I metrics

Predicting
representation while 
you still can do 
something about it

One of the most frustrating 
metrics that leaders often 
receive with a great deal of 
dismay is the representation 
of women and racial and 
ethnic minorities in positions 
of leadership and influence – 
frustration not only due to  
low and embarrassing 
numbers, but because it’s  
a lagging indicator that no  
one can do anything about 
since it’s the final score of  
a particular cycle. 

This final score basically says how poorly the 
organization did with time having run out and with 
no room to take fast and corrective action. In fact, 
the representation metric sits staring at them with 
the immovable fact that whatever they thought 
they were doing on behalf of advancing diversity 
did not work. Plus, it’s a passive number in that it 
does not give insight into what went wrong nor 
what to do about it to avoid the same metric  
fate again in the following talent cycle.

A leading indicator such as the strength of the 
pipeline can be so much more actionable and 
delivered in the middle of a talent cycle where 
there is still time on the clock to take corrective or 
enhanced action. A strong or weak percentage of 
underrepresented talent in the succession or high 
potential pool can be an indicator of where things 
may end up given it’s still in the middle of the 
talent cycle. Like any coach of a team that is losing 
or trying to keep and extend their lead, strategies 
and tactics can be adjusted just-in-time to respond 
to what the scoreboard is indicating.

Better yet is a predictive metric — one that not just 
gives a sense of what may be, but indicates the 
likely outcome. And the one outcome you want to 
be able to predict is representation. (Which should 
be prized as the ultimate outcome because if after 
all your inclusion, belonging, and equity efforts, 
your organization still does not reflect the vast 
diversity of the qualified labor force in leadership 
and influence positions, then change is not taking 
place in ways that ultimately matter.)

See case study on next page for how we helped  
a company do this.
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CASE STUDY

DE&I metrics

Here’s the story of one predictive metric at a 
20,000-employee global financial services company 
that was not readily apparent but was unearthed using 
the methodology we describe in this paper. Once the 
in-depth root cause analysis was complete, it led to an 
eureka moment and a game-changing predictive metric. 

While this company did not have formal development 
processes, it was phenomenal at informal development. 
The diversity, equity and inclusion diagnostic revealed 
that lateral moves in the form of short-term assignments, 
expat deployments, and high-visibility projects were 
culturally endemic throughout the organization. 

In fact, a deep quantitative diagnostic revealed that 
there was a strong predictive pattern that four lateral 
moves consistently led to promotions to VP level, and 
six lateral moves, to SVP level. But when a structural 
inclusion equity analysis was performed, it revealed a 
good amount of opportunity disparity. In looking at the 
informal horizontal movements more closely, white men 
were the ones who consistently and disproportionately 
got more of those assignments. In fact, women were 
two times less likely to get those moves, Latino and 
Latina employees six times less likely, and Black/African 
American employees 14 times less likely. 

As a result of this insight, the company changed  
the key accountability metric for managers from 
representation or promotions (both examples  
of lagging indicators) to a key short-term metric  
of lateral movement of underrepresented talent  
(their predictive leading indicator). 

This company did the necessary work of  
discovering the most telling metric of their  
organization and then followed up by a metrics  
and accountability approach that corresponded  
to the contours of their DE&I strategy.

Large global 
financial services 
company
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Get in touch 

to learn how we can  
help you on your  
DE&I journey. 

Korn Ferry is a global organizational
consulting firm. We work with our clients
to design optimal organization structures,
roles, and responsibilities. We help them hire
the right people and advise them on how to
reward and motivate their workforce while
developing professionals as they navigate and
advance their careers. Our 7,000 experts in
more than 50 countries deliver on five core
areas: Organization Strategy, Assessment and
Succession, Talent Acquisition, Leadership
Development, and Total Rewards.
 

www.kornferry.com
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