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Although corporate diversity programs have existed for decades in the United 
States, we haven’t seen much change in management demographics or metrics of 
inclusion in organizational culture. In 2017, Fortune reported that executives and 
senior officials of the Fortune 500, roughly 80 percent are men and 72 percent of 
those men are white.1 These numbers are also reflected in other industries. 

The tech industry has been consistently attacked for its lack of diversity and 
inclusion efforts, despite 75 percent of companies having diversity programs in 
place, according to the 2017 Atlassian State of Diversity survey2. Looking at these 
numbers, it is clear that traditional approaches to diversity are not working. 

Despite this lack of effectiveness, diversity and inclusion efforts are hitting a fever 
pitch. Customers, business partners, community organizations, employees and 
boards of directors are demanding real impact. This paper addresses four common 
pitfalls of diversity and inclusion in the workplace and how training is a critical part 
of the solution going forward. 

1   Jones, S. (Jun. 9, 2017). White Men Account for 72 percent of Corporate Leadership at 16 of the Fortune 500 
Companies. Forbes. Retrieved from http://fortune.com/2017/06/09/white-men-senior-executives-fortune-500-
companies-diversity-data/. 

2   Atlassian. (2017). Atlassian 2017 State of Diversity Report. Retrieved from https://www.atlassian.com/diversity/
survey.
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THE FOUR COMMON 
PITFALLS OF DIVERSITY
1. Diversity and Inclusion Aren’t the Same Thing
Diversity and inclusion are often grouped together to describe a wide variety of 
diversity efforts. But they are different. Diversity is the mixture of demographics 
and experiences reflected in the workforce, such as the number of people who 
identify as a certain group. 

Inclusion, on the other hand, is recognizing and valuing all employee perspectives 
and contributions.3 It means integration. It has been described as being “inviting, 
fair, and respectful”4 and “enabling people . . . to realize their capabilities.”5 
Whereas diversity is a measure of the composition of an organization, inclusion 
is the measure of how well that organization has built its culture to reflect its 
composition. 

This distinction is important because diversity alone doesn’t drive inclusion. 
“Without inclusion . . . the crucial connections that attract diverse talent, encourage 
their participation, foster innovation, and lead to business growth won’t happen.”6 
To be sure, diversity is an important first step, but inclusion must be the long-term 
focus. 

2. Diversity and Discrimination Are Related
Some company leaders see diversity and inclusion as a “nice to have” that’s 
separate from broader legal obligations, like anti-discrimination under Title VII. 
However, workplace discrimination and harassment are more likely to occur when 
there is a lack of diversity in the workplace.7

Even when there is diversity, a workplace that does not support inclusion efforts 
will not tackle hard-to-see, embedded discrimination that may exist in a company 
because of “how things have always been done.”8 Even more, “the values of the 
organization must put a premium on diversity and inclusion [and] must include a 
belief that all employees in a workplace deserve to be respected,” when tackling 
possible discrimination in the workplace.9

3   HCI. (2017). Inclusive Diversity: Valuing and Leveraging Differences for Business Success. Retrieved from http://
www.hci.org/tp41. 

4   Myers, V. (Jun. 2012). Diversity Is Being Invited to the Party; Inclusion Is Being Asked to Dance. American Bar 
Association. Retrieved from https://www.americanbar.org/publications/gpsolo_ereport/2012/june_2012/diversity_
invited_party_inclusion_asked_dance.html. 

5   Sturm, S. (Summer 2006). The Architecture of Inclusion: Advancing Workplace Equity in Higher Education. Harvard 
Journal of Law and Gender, 29: 250. Retrieved from https://papers.ssrn.com/sol3/papers.cfm?abstract_id=901992.

6   Sherbin L. & Rashid R. (Feb. 1, 2017). Diversity Doesn’t Stick Without Inclusion. Harvard Business Review. Retrieved 
from https://hbr.org/2017/02/diversity-doesnt-stick-without-inclusion. 

7   Equal Employment Opportunity Commission. (June 2016). Report of the CoChairs of the EEOC Select Task Force on 
the Study of Harassment in the Workplace. Retrieved from https://www.eeoc.gov/eeoc/task_force/harassment/report.
cfm (“EEOC Report”).

8   Green, T.K. (May 2007). Work Culture and Discrimination. California Law Review, 93: 623. 

9   EEOC Report, supra note 6. 
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The traditional 
“business case” is 
overvalued and 
surface-level. The 
“social case” has a 
better chance of 
making real impact.

At the same time, diversity and compliance with Title VII are not so similar that 
they can be treated with a single, broad brush. Title VII protects only certain 
characteristics like race and gender, but a workplace must include and foster all 
perspectives and backgrounds. Anti-discrimination and diversity and inclusion 
efforts may be different in practice, but are closely linked in the basic behaviors and 
attitudes of employees. 

3. The Social Case Trumps the Business Case
For years, organizations have used the “business case” to rationalize the existence 
of diversity. There are documented and researched benefits, like avoiding litigation 
and hiring costs, better productivity, and higher profits, among others.10 But 
practitioners should beware. The traditional “business case” is overvalued and 
surface-level. The “social case” has a better chance of making real impact. 

For example, workplace norms can change when employees feel a personal 
connection to the inclusion efforts of their companies when outcomes reflect 
respect and equality.11 Research has shown that seeking to increase positive 
emotions can aid inclusion efforts.12 Inclusion makes workers want to work for, and 
to stay with, their organization. The social case works.13 

In fact, “the social case for diversity does become a business case when one is 
willing to look ahead to the longer term.”14 Willingness is key, especially by senior 
leaders. Faking a commitment to inclusion is no longer an option in a millennial-
driven, social media-laden world.15

10   See Aliferi, A.V. (Fall 2011). Big Law and Risk Management: Case Studies of Litigation, Deals, and Diversity. 
Georgetown Journal of Legal Ethics, 24: 1033-39 (discussing risks of poor diversity and inclusion programs, and 
benefits of successful ones). 

11   R.K. Lee. (Spring 2010). Core Diversity. Temple Political & Civil Rights Law Review, 19: 506-07. 

12   Sherbin, supra note 4.

13   See HCI, supra note 1. 

14   Sherbin, supra note 4.

15   Deloitte. (2015). The Radical Transformation of Diversity and Inclusion. Retrieved from https://www2.deloitte.com/
us/en/pages/about-deloitte/articles/radical-transformation-of-diversity-and-inclusion.html. 
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4. Measuring Inclusion Requires Much More 
Than Numbers
It is not uncommon for practitioners to hear “where are our numbers?” from 
senior leaders of an organization. While demographics are one metric of 
diversity, they do not address necessary measurements of inclusion in the 
workplace, like feelings of “respect” or “being seen.” To encourage inclusion, 
employees from diverse backgrounds should share input about how 
workplace culture matches up to feeling respected, equal, and included, and 
what can be done better.16

Climate surveys and assessments are an effective way to measure and 
understand inclusion efforts.17 In particular, they allow organizations to check 
the pulse of an organization via needs assessments and address known 
cultural deficiencies in diversity and inclusion. “After a holistic approach to 
prevention has been put into place . . . climate surveys can be repeated to 
ensure that change has occurred and is being maintained.”18

Finally, companies need to validate the data with other sources of information, 
such as hotline reports (do complaints reflect people feeling undervalued, 
unheard, or excluded?), management observations (is an employee, or groups 
of employees, feeling left out?), and training insights (do employees utilize the 
tools they learned in training?). 

Companies that already employ a climate survey should consider how the 
metrics they are measuring fit not only within diversity and inclusion, but also 
their values, business goals, communications, and customers.

16   Lee, supra note 10, at 493-48.

17   See Anand, R. & Winters, M. (2008). A Retrospective View of Corporate Diversity Training From 1964 to the 
Present. Academy of Management Learning & Education, 7: 367. 

18   EEOC Report, supra note 6. 
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TRAINING PROMOTES 
DIVERSITY AND INCLUSION
When done correctly, training enables a successful diversity and inclusion program. 
Good training goes beyond mere knowledge gain and seeks to positively shape 
attitudes, behaviors, and skills that promote inclusion. Civility and bystander 
intervention trainings show great promise in not only combating discriminatory 
behavior, but also by delivering inclusion tools employees can use in their everyday 
lives.19

For example, many organizations have reported a positive change in areas like 
retention, well-being, and innovation; and a downtick in interpersonal conflict, legal 
action, and prejudice against certain individuals.20 The positive role of training within 
a larger diversity and inclusion program has also been documented.21

Diversity and inclusion programs should have genuine, outspoken support from 
senior leadership and management, include accountability systems for managers and 
all employees, and should be rolled out through the lens of an organization’s mission 
and values.22

Successful training operates in the same way. “Diversity learning should be integrated, 
ongoing, relevant, applicable, and based on solid needs assessment.”23 Good training 
can teach employees valuable skills and attitudes to help their companies create a 
more inclusive and diverse workplace.

CONCLUSION
Creating a culture of diversity and inclusion is not an easy process, and unfortunately 
there is no “quick fix.” But if companies want to be successful, they need to stop relying 
on myths and rely on research, data, training, and an unwavering commitment to make 
the workplace more inclusive for everyone.

19   Id.

20   HCI, supra note 1. 

21   Anand, supra note 14, at 362-71.  

22   Lee, supra note 10, at 502-504. 

23   Anand, supra note 14, at 362-63.
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