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Executive summary
The demographic diversity of local and global workforces and markets is increasing within a context of tight labour market conditions. This report reviews a wealth of international literature on the impact of workforce diversity on business outcomes and how that diversity can be best managed for business success. 

It finds that the key potential benefits of workforce diversity are improved staff recruitment and retention; improved creativity, innovation and problem solving, and improved marketing strategies and outcomes. However, achieving these outcomes depends on proactive, skilled management practices. The old ways of doing things will not necessarily work in the rapidly changing labour market.

Reviews of studies across large numbers of organisations are consistent in the key factors identified as being associated with positive business outcomes: leadership commitment, workplace culture, training and communication, and measurement and accountability. In addition, positive business outcomes depend on reasonably high proportions of diverse people at all levels of an organisation. 
We found a lack of research into the links between diversity and business outcomes in the New Zealand context with its large number of small businesses, a unique range of ethnic groups and its own cultural norms. 

A key potential business benefit from diverse New Zealand workforces is in matching the growing diversity of our customer base locally and internationally. In addition, the move to a knowledge economy requires a highly educated and skilled workforce. There is evidence that New Zealand lacks some of the key skills required to sustain and expand the economy and that many of these skills will be found in the emerging economies of Asia.  

Being a diverse employer can also enhance business reputation, thereby attracting top employees, customers and suppliers.  Many of the new labour force entrants, both young and old, and those with responsibility for children and other dependents will be attracted by flexible work schedules and other work-life initiatives. 
There are also claims for greater creativity and innovation from diverse teams and that they are better problem solvers. Again, sufficient numbers of diverse people and proactive leadership are critical to achieving these results.

Local examples of the business benefits of proactively and effectively managing diversity, either through work-life support or other diversity initiatives, include: 

· A creative approach to recruiting and retaining skilled migrants enabled Beca Transportation to grow by 30% in one year at a time when similar organisations were losing staff to their competitors in New Zealand and overseas.

· Support for work-life balance by Franklin Kindergarten Association resulted in savings of $300,000 over a three-year period due to staff returning to work after parental leave.

· A staff health and wellness initiative at Southern Cross resulted in improved staff satisfaction and motivation. Absenteeism was reduced by 2.8% in six months, saving Southern Cross three times its investment in the initiative.

· A positive approach to diversity has resulted in substantial benefits for Mount Albert Pak ‘n Save. Low staff turnover saves the supermarket approximately $100,000 per annum. 

· Work-life initiatives have helped law firm Meredith Connell retain valued staff. Meredith Connell conservatively quantifies cost savings from low staff turnover at $360,000 per annum.
Reviews that examine the differences between positive and negative outcomes generally find empirical support for the link between positive business performance and support of diversity. Successful support of diversity depends on how policies and practices are implemented, with supportive management and workplace culture identified as critical factors. 

1.0 Introduction
1.1 
Review method and structure

This review was carried out by searching academic and business databases, including the internal EEO Trust database, on the terms diversity and productivity, profit, return investment, bottom-line, creativity, innovation and measurement. It draws heavily on Monks’ recent research (2007) for the Equality Authority in Ireland and various reports from the Chartered Institute for Personnel and Development (CIPD) in London and the European Commission, supplemented with a wide range of supporting material.

This report begins by presenting evidence of the links between workplace diversity and equality and business benefits. It then explores why workplace diversity does not always bring business benefits and the reasons behind positive outcomes. The report concludes with a summary of findings. The Appendix describes ways of measuring progress and outcomes.

1.2
Defining diversity
The term “diversity” is used in two main ways in the research literature. Demographic diversity is the primary concern from an equal employment opportunities (EEO) perspective. The other definition relates to functional or cognitive diversity ie. different job areas or different ways of thinking. There is obviously some overlap in these two definitions as different demographic groups may have different ways of thinking or values but, according to Kiefer (2007) and Mannix and Neale (2005), this has not been proven and there are also cognitive differences within demographic groups and across functional areas.

Stuber (2002) found that in European organisations concepts of diversity began with gender and race, followed by age, then broadened to individuality, for example, “valuing everyone as individuals” and harnessing difference to competitive advantage (CIPD, 2005,:2). Some say that this approach avoids dealing with contentious issues associated with other types of diversity, such as disability, sexual orientation and religious belief. These are all mentioned in the EU Charter of Human Rights antidiscrimination directive but are not usually addressed in relation to workplace diversity. Parental status is also rarely mentioned in relation to diversity. Stuber (2002) found that the breadth of an organisation’s definition of diversity was related to its developmental stage on the diversity management continuum.
1.3
The diversity/equality debate

There is debate in the literature about substituting a diversity or business case approach for the traditional EEO or equality approach. The EEO approach was based on concepts of human rights, social justice and fairness with the aim of equitable representation of all groups at all levels and the prevention of discrimination. In contrast, the business case approach argues that diversity will deliver business benefits to organisations in terms of performance and competitive advantage (Cassell, 2004; CIPD, 2005; Kirton and Greene, 2005).  
Some say that an EEO emphasis is still needed as, with its focus on business outcomes, a business case approach will not necessarily deliver equal opportunities for all groups. Sinclair (2006) and others argue that the business case approach neutralises differences within and between different groups assuming that all diversities can be managed in the same way rather than recognising, confronting and addressing the facts of exclusion and discrimination.

Kirton and Greene’s (2005) review of academic research finds that most commentators are sceptical about whether the business case approach will deliver equality for all, particularly as many businesses achieve positive business outcomes even though they do not value workforce diversity. They say the business case approach will not necessarily lead to fair or equal representation of disadvantaged groups, even if it does increase the diversity of employees within an organisation as “there are too many cases when it could be argued it will not pay to pursue diversity” (p.128). They therefore argue for the need to continue with an EEO approach of recognising and addressing inequalities and discrimination as well as proactively managing diversity in order to deliver business benefits.
Kirton and Greene (2005) also say that it could be argued that the business case approach assumes that equality already exists, so difference can be celebrated. In their view, the business case approach “may actually encourage the avoidance of more radical and long-term equality agendas because what might be seen as preferential treatment will be at odds with a diversity orientation” (p. 290).

One of the foundations of the business case approach is the argument that effectively managing diversity helps meet the challenges of the current tight labour market. This may not carry a much weight if labour market conditions change. In addition, there may not be equal business benefits from all diverse groups, so while some individuals or groups may benefit from the business benefits approach, others may not. 
The EEO approach has been criticised for not going far enough; resulting in increased workplace diversity, but not in the cultural transformations required for diverse people to move into senior positions or fully draw on their different experiences and perspectives (Thomas and Ely, 2005). 

Other writers argue that the two approaches are connected and complementary and are both needed in order to deliver equality for all alongside business benefits (CIPD, 2005; European Commission, 2003; Kirton and Greene, 2005; Monks, 2007). The business case approach emphasises culture change and valuing and utilising difference, thus adding to the broader representation resulting from an EEO approach. Some writers say the EEO approach is based on an assumption that non-mainstream groups will adapt to the norms of the dominant group, whereas the business case approach recognises the benefits of the differences people bring with them (Kirton & Greene, 2005; Hubbard). Yet, as Kirton and Greene (2005) point out, the full benefits of diverse workforces will not emerge unless discrimination is eliminated.
Cassell (2004) points out that the EEO argument can be seen from a business benefits perspective as, in order to maximise the talent available, all groups must be given equal employment opportunities.

In addition, ethical employment practices encompass both EEO and business case approaches as an organisation’s reputation as socially responsible and ethical can be linked to improved outcomes in terms of attracting customers and staff (CIPD, 2005; Kirton and Greene, 2005).  
A further view of the connections between the two approaches is given in a European Commission (2003) report which says there are three reasons for adopting diversity policies: legislative compliance, ethical and economic. They argue that legislative compliance is linked with the business case due to the legal costs involved in non-compliance.
Kirton and Greene (2005) say that neither an equality nor a business case approach can in practice effect the required transformation of workplace culture which would involve a systemic, structural, and long-term approach involving a voluntary power shift by the dominant group. For example, many women with children need a change from the norm of work from the full-time uninterrupted career pattern of male breadwinners. Therefore some of the push for change has to come from members of the dominant group which is not likely to happen unless they see benefits for themselves.  
As Kirton and Greene (2005) point out, much of the literature on diversity is from the US and, while the concepts and theories are useful, each country needs to contextualise them into its own social, economic, legal and historical circumstances, including the different demographic makeup of each society. In the US, the shift to a business case approach arose from a failed affirmative action approach, rather than the EEO approach taken in the UK and New Zealand. The UK has not embraced the business case approach to the extent of the US while in New Zealand the business case approach has been strongly argued by the Equal Employment Opportunities (EEO) Trust for many years.
1.4
Why is diversity/equality an issue

1.4.1
The demographic driver 
The demographic diversity of the workforce and the market is increasing globally and locally within a context of tight labour market conditions. (See EEO Trust Diversity Survey 2007 for more detail on demographic changes.) 

As evidence shows that both positive and negative business outcomes can arise from diverse workforces, businesses that learn how to effectively manage diversity will be well placed for competitive advantage in the future (Kochan et al, 2002; Monks, 2007). Monks terms this as being “proactively diverse” and “holistic” in approach, seeing equality, diversity and flexibility as mainstream business issues.
1.4.2
The business case 
“Implementation of a workforce diversity policy is a form of investment 
in intangible assets, especially organisational and human capital” 
(European Commission, 2003:13).

According to the literature, the key benefits of diversity are improved staff recruitment and retention, improved creativity, innovation and problem solving, and improved marketing strategies and outcomes, but achieving these outcomes requires proactive diversity management (Cox, 2001). Different ways of demonstrating these outcomes are discussed in Section 2.
A key potential business benefit of diverse New Zealand workforces is in matching the growing diversity of our customer base locally and internationally. “Populating teams with the diversity of emerging markets, enabling them to relate to and think like the customer as well as better understand and predict how products and advertising will play out in those cultures, is a smart business decision” (Henry, 2003:59). 
The move to a knowledge economy requires a highly educated and skilled workforce
. There is evidence that New Zealand lacks some of the key skills required to sustain and expand the economy and that many of these skills will be found in the emerging economies of Asia. Overseas born and educated New Zealanders are almost twice as likely as those born and educated in New Zealand to have a university degree (22% to 12%)
. And New Zealanders of Asian and “Other” ethnicity are more likely to have both a tertiary qualification of any sort and a postgraduate qualification
. 
David Skilling (2007a) from the business think-tank, the New Zealand Institute, also talks of Asian markets, particularly the rising economies of India and China, as being increasingly important to New Zealand. He demonstrates that New Zealand is losing market share in China while other countries are growing their economic relationships with China at a rapid pace, and our exports to Asean countries are declining. 
According to Skilling and Boven (2006:1): 
“High levels of international economic engagement are vitally important to creating a strong, prosperous New Zealand. As a small economy, New Zealand’s economic future rests on its ability to compete successfully in international markets. Increasing New Zealand’s level of international economic engagement is vital to New Zealand’s future economic success”.

One of the factors identified by Skilling (2007a) as contributing to New Zealand’s poor performance in this area is New Zealand executives’ lack of international experience and a lack of experienced insiders in global markets. A New Zealand Trade and Enterprise survey confirms this, finding that Asian respondents believe New Zealand businesspeople are unaware of the value of long-term relationships and lack knowledge of the Asian market (New Zealand Trade & Enterprise, 2007). 
Effective diversity management could be a key factor in improving access and successful relationships in important growing markets. Connecting New Zealand to the world is one of the recommended solutions to New Zealand’s poor performance in international markets and Skilling and Boven (2006:3) say one of the actions needed to achieve this is “strengthening people to people links by being more strategic around the contributions of the migrant community in New Zealand and the Kiwi diaspora abroad”. In addition, Skilling (2007b) says that firms that have higher levels of international economic activity generate stronger rates of income and productivity growth, in part by learning from international best practice.
Being a diverse employer can also enhance business reputation, thereby attracting top employees, customers and suppliers.  Many of the new labour force entrants, both young and old, and those with responsibility for children and other dependants, will be attracted by flexible work schedules, which can in turn allow organisations to improve service delivery over more hours and days. Employee engagement and productivity have also been linked to workplace cultures that value and are supportive of work-life balance (EEO Trust, 2007b).
There are also claims for greater creativity and innovation from diverse teams and that they are better problem solvers. While these are all proactive reasons for adopting a diversity approach, effective diversity management is also associated with reduced litigation costs.

An Irish review by Monks (2007) concludes that effective policies and structures at both national and organisational levels are needed to achieve inclusive workplaces. At the national level New Zealand has the Human Rights Act, supported by the Human Rights Commission (HRC) and, in relation to employment, the Equal Employment Opportunities Commissioner and Unit within the HRC. It also has the EEO Trust which works with employers to improve diversity management. In 2007, 96% of EEO Trust members had policies or strategies for EEO/diversity. However, the level of implementation of these is less pervasive.  
2.  Evidence of positive business outcomes 

2.1
Linking diversity and business outcomes 

Due to the multitude of factors that impact on business performance, it is difficult to demonstrate a direct link between workforce diversity and business benefits. Hard data is scarce and commercial sensitivity prevents the publication of some research done within organisations. While reviews of the evidence often conclude that there have been inconsistent results (Monks, 2007; CIPD, 2005; Kirton & Greene, 2005), those that examine the differences between positive and negative outcomes generally find empirical support for the link between positive business performance and support of diversity. Successful support of diversity depends on how policies and practices are implemented, with supportive management and workplace culture identified as critical factors. 
A European Commission review (2003) says there are difficulties in measuring diversity impacts because many of the benefits are context specific, indirect, intangible and qualitative. Along with others such as Mercer (2005) and Ivanecivich and Gilbert (2000), this review concludes that there has been little systematic collection of the data needed for more robust evaluation of diversity impacts. However, while there is a lack of robust academic research, there is a growing body of experiential reports of positive outcomes (e.g. Gassmann, 2001; Lattimer, 1998).  
2.1.1
Research approaches to measuring benefits
The first issue is whether it is possible to prove a causal link between having and supporting a diverse workforce and positive business outcomes, and if so, how this can be done given that many other factors affect business outcomes.  
The two main approaches to demonstrating a link are a quasi-experimental design approach and a case study approach. The former compares the outcomes for one group of organisations with another group that is similar in all aspects except their approach to workforce diversity. The case study approach compares outcomes before and after introducing a diversity strategy.  Results from case studies are context specific so not generalisable to all situations. 
Most of the research on the business outcomes of demographic diversity in the workforce focuses on just one or two demographic groups, mostly gender and/or ethnicity/race. Some of it is confined to the diversity within management teams.

The measures of business outcomes used include return on investment (ROI), return on assets, return on equity, net operating profit (linked to reduced costs from turnover, absenteeism), productivity, creativity, market share/penetration, employee engagement/commitment/morale etc.

Overall, a growing body of research supports a link between having and supporting a diverse workforce, including management and boards, and positive business outcomes.

2.2
Comparisons between high and low diversity organisations 
A number of large studies in the US and UK which compared the business outcomes of organisations that scored highly on diversity practice with those that scored poorly consistently found better business outcomes for the former as detailed in the following examples.
One US study compared 76 organisations classified as minority-friendly (rated on nine variables such as representation on boards, senior management and total workforce, plus having diversity programmes and other diversity positive practices) with those that rated poorly, finding that the minority-friendly organisations achieved higher than average performance in terms of return on investment, return on sales and return on equity (Von Bergen et al, 2005). 
A UK study based on 140 leading private and public organisations found that 80% reported a link between good diversity practice and better business performance in terms of improved productivity, better service delivery and cost savings (Rutherford and Ollerearnshaw, 2002:1,10). 
Analysis of the US DiversityInc top 50 companies (calculated on measures of CEO commitment, human capital, corporate communications, and internal, external and supplier diversity) found links between good diversity practice and retention of minority workers, and better stock performance. The top 10 in the DiversityInc list score from 91-94% on retention for all ethnic groups and women, compared with around 70-75% for those in the bottom 10 of the list (DiversityInc, 2006:33-34). DiversityInc’s top 50 in 2005 and 2004 also outperformed Standard & Poor’s top 500 companies on stock performance. For the 43 publicly traded companies in the DiversityInc top 50, the return rate was 23.5% higher than Standard & Poor’s top 500 measured over 10 years with dividends reinvested. Such findings have been replicated by independent researchers such as Weigand (2007) and Erhardt et al (2003).
As evidence of the bottom-line impact of diversity using the comparison of groups method, Smith (1999) cites a study of stock performance of companies receiving awards for their diversity initiatives with those facing discrimination litigation, and found that the positive diversity organisations outperformed the negative ones.

While these examples suggest a link between a commitment to diversity and good management, some have questioned whether this is purely an association or a causal link and, if so, in which direction. Perotin et al’s (2003) investigation of the reasons for adopting EEO policies concluded that the association with productivity is not a case of reverse causality, ie. that more productive firms are more likely to have EEO policies, as the strength of correlation increased with the number of measures to achieve EEO. They do conclude though that both more productive firms and firms that have EEO policies are better managed. These findings also demonstrate a lack of negative or downward trends in performance associated with increased workforce diversity or diversity and equality policies and programmes.

2.3
Case study examples of business links 
Cox (2001) used a case study of a large multinational aluminium producer to demonstrate positive outcomes from his diversity model (Figure 1 see over) with more than 90% of his measures showing improvement 18 months after implementation. He also demonstrated positive relationships between diversity and productivity and work quality. 
Kirton and Greene (2005) give the example of Procter and Gamble, a large UK-based firm which has a three-pronged Diversity Action Plan made up of strategies to attract, develop and retain staff. The initiatives include:

· sex@work.shop, a training programme which proved to be the most powerful tool in fostering diversity learning and understanding

· Gender pay equity

· Achieving good awareness of diversity related policies

· Global policy of internal promotion only

· Outreach to minority ethnic and disabled groups
· Work-life provisions

After two years, this Diversity Action Plan resulted in increased productivity, record breaking sales, high staff morale, high staff retention and enhanced external reputation

Policies that emphasise equality rather than diversity were found by Monks (2007) to be associated with employee engagement (commitment, satisfaction, retention) and greater productivity.  Other studies cited by Monks show positive links between the gender and race diversity of senior management and directors, and business outcomes such as return on investment.

Ng and Burke’s (2005) study found that high achievers, as well as women and ethnic minorities, prefer to work for organisations with diversity policies, practices and values. Stuber (2002) also says that some European organisations have found that diversity can be used to attract mainstream candidates, not just women and minorities. 
Work-life balance and flexible work options have been shown in a wide range of studies reviewed by Monks (2007) to be associated with reduced turnover and absenteeism, improved employee commitment and motivation, improved financial performance, and improved productivity.
Over a 10-year period, leading New Zealand employers have provided statistics and examples in conjunction with their EEO Trust Work & Life Award
 entries. Some of this material cannot be published due to business confidentiality.


The following examples are drawn from recent winners of the EEO Trust Work & Life Awards:
· Support for work-life balance by Franklin Kindergarten Association resulted in savings of $300,000 over a three-year period due to staff returning to work after parental leave.

· A staff health and wellness initiative at Southern Cross resulted in improved staff satisfaction and motivation. Absenteeism was reduced by 2.8% in six months, saving Southern Cross three times its investment in the initiative.

· A creative approach to recruiting and retaining skilled migrants enabled Beca Transportation to grow by 30% in one year at a time when similar organisations were losing staff to their competitors in New Zealand and overseas.

· Work-life initiatives improved retention of graduates at engineering consultancy Harrison Grierson, saving the firm $1000 per graduate per annum.

· A positive approach to diversity has resulted in substantial benefits for Mount Albert Pak ‘n Save. Low staff turnover saves the supermarket approximately $100,000 per annum. 

· Work-life initiatives have helped law firm Meredith Connell retain valued staff. Meredith Connell conservatively quantifies cost savings from low staff turnover at $360,000 per annum.

2.4
Other methods and approaches
A range of other research approaches have been used to assess the business benefits of workforce diversity, from self-report surveys to multi-method approaches. These have been applied across large numbers of organisations but no control group comparison has been made.

Monks (2007) reports on three studies undertaken for the European Commission covering 200, 761 and 3000 organisations to examine the costs and benefits of workforce diversity policies. Using a range of research methods from surveys to case studies, these studies identified four core areas of benefit: human capital, market access, enhanced reputation and employment relations. These are achieved through attracting a wider range of quality staff to address labour shortages, matching the diversity of new markets, and the reduced costs that result from better employment relations.

A European Commission (2003) review of the costs and benefits of diversity policies involved surveying 200 companies in four countries; eight case studies of diversity promotion programmes in six countries, and nearly 50 interviews with key informants from business, government, NGOs, unions and equality agencies. The review found that companies that implement diversity policies identify important benefits that strengthen long-term competitiveness and sometimes result in improved performance in the shorter term. The most frequently identified benefits (by more than half the organisations surveyed) related to enhanced reputation, attraction and retention of highly talented people, improved motivation and efficiency, improved creativity and innovation, enhanced service levels and customer satisfaction, and helping to overcome labour shortages. 
In Rajan et al’s (2003) UK study, half of 486 companies which had had diversity initiatives for about three years reported attracting talent from wider sources, improved employer image and a more innovative workforce with a greater variety of approaches and styles. Forty per cent of the companies reported greater employee commitment, higher productivity, improved customer satisfaction and retention, improved employee retention and an increased range of customers in new markets. A third of the participating companies reported increased sales and/or market penetration.

A US Society for Human Resource Management (SHRM) survey of its members (Esen, 2005) found that of the 17% who responded, 38% measured the effectiveness of their diversity practices and 82% of these found them effective (17% found them very effective) through reducing costs from staff turnover, absenteeism and low productivity; decreasing complaints and litigation, and improved public image.

 2.5
Race, ethnicity, culture 
Much of the research focuses only on gender and/or ethnicity/race. 
Herring’s (2006) study of 251 for-profit organisations showed that greater racial diversity was associated with better outcomes in sales revenue, number of customers, market share and profitability. For example, 72% of those with high racial diversity had greater than average market share and profitability compared with just over 50% of those with low racial diversity.  
However, Roberson and Park’s (2007) study of the relationship between the racial diversity of top management and financial performance in Fortune 500 top diversity companies showed that low levels of racial diversity (up to 22%) are associated with declines in financial performance but, as racial diversity increases, financial performance improves. They suggest that at low levels of racial diversity, true diversity practice is not encouraged. This study also found that only one measure of financial performance (book to market equity) was positively related to diversity reputation; the other measures (revenue and net income) showed no relationship to diversity reputation.
2.6
Gender

A leading study on the relationship between gender diversity in top management teams and financial performance was carried out by Catalyst (2004). The US study used 353 Fortune 500 companies for which sufficient gender diversity and financial performance data were available between 1996 and 2000. Two measures of financial performance were used: return on equity and total return to shareholders. Return on equity was 35% higher and total return to shareholders 34% higher in companies with the highest representation of women in their top management teams than those with the lowest female representation. The higher performance of teams with women held true across the industry groups represented in the study. 
These findings were repeated in a study carried out by the international consulting firm McKinsey and Company (2007) which demonstrated that companies with three or more women in senior management scored higher on nine excellence criteria compared with those with fewer than three women.     This fits with other studies showing that the best business outcomes are achieved once a certain level of diversity is reached. 
A Danish study of 2500 firms from 1993-2001 also found rigorous statistical evidence of a link between female representation at top executive and board level and firm performance as measured by gross profit, net sales, contribution margin, operating income and net income after tax. But these outcomes were dependent on the qualifications of the women and the measure of performance used. Gross profit showed a higher positive effect than other measures, and results were stronger when the women had a university degree (Smith et al, 2006). Results were also limited to elected board members.
The authors of the McKinsey report conclude that “while these studies do not demonstrate a causal link, they do give us a factual snapshot that can only argue in favour of greater gender diversity” (2007:14). And Catalyst (2004) notes that a variety of initiatives interconnect in a synergistic way. For example, a leadership team that is “knowledgeable enough to leverage diversity is likely to be creating effective policies, programs, and systems as well as a work culture that maximise a variety of its assets and create new ones” (p. 12). 
A Danish study by Smith et al (2006) tried to test whether well managed, profitable firms are more likely to “risk” employing women at senior levels, rather than the reverse causal effect. They conclude, as did Perotin et al (2003), that this is not the case but that it may be that women are attracted to firms with good management, part of which involves effective diversity management.
2.7
Creativity and innovation

Another suggested link between diversity and performance relates to improved innovation and creativity, however, this focuses more on functional or cognitive diversity than demographic diversity. A comparison of the top and bottom reasons given for adopting diversity policies and practices in Australia, the UK and the US showed that creativity, innovation, diversity of thought and enhanced decision making rated below attracting and retaining staff and legal pressures (EEO Trust, 2007a).  However, a CIPD 2005 report shows that around 60% of companies with diversity policies believed that innovation and creativity improved as a result.

No study or review identified for this report showed a clear, direct relationship between demographic diversity and innovation, creativity, problem solving or decision making. Most of the studies were small and involved only one or two specific measures of diversity and creativity or innovation. They are therefore case specific rather than generalisable to all types of diversity and all circumstances. What they do demonstrate though is that in order to achieve better outcomes than homogenous groups, organisations need a management style and a workplace and team culture that is open to change and encourages participation by women and minorities.  “The approach to diversity and not the diversity itself determines the actual positive and negative outcomes” (Lane & Di Stefano 1992 cited in Gassmann, 2001, p. 93). 
As mentioned above, the degree of diversity has also been shown to be a factor in the links between diversity and innovation or creativity (Richard et al, 2004). Mannix and Neale in their 2005 review conclude that demographic diversity has an inherently negative effect on group functioning, but underlying differences such as experience, education and personality are more positively linked to performance through facilitating creativity and group problem solving, but only when the group process is carefully controlled and through mediators such as cohesion, communication and conflict management.  They also note the need to understand how minority opinion has its effects and thus how to maximise effectiveness, for example, through team leader support for listening to minority views and setting up a group norm of openness and learning from each other
Bassett-Jones (2005) focused his analysis of existing research findings on high-commitment organisations that base their management approach on outcomes rather than process and on trust rather than heavy supervision. Aspects of diversity considered included ethnicity, gender, function, ability, language, religion and lifestyle. He found, as does this review, that positive and negative outcomes are associated with diversity, as new management styles are needed to achieve positive outcomes. He also refers to Leonard and Sparks (1999) in claiming that “it takes more than demographic or ethnic diversity to result in creativity that leads companies to perform better” (Bassett-Jones, 2005:170). Leonard and Sparks claim that in order to spark creativity and innovation, special management skills are required to overcome conflict and provide toleration and support for dissent. Process rules and communication skills are also needed as well as an organisational culture that is conducive to maximising a team’s ability to think divergently.
Cox (2001) cites case studies comparing diverse and homogenous groups, with and without diversity training, and found that diversity training and proactive management determined whether diverse groups outperformed homogenous groups on problem solving tasks. His own research comparing ethnically diverse groups with all-Anglo groups showed that diverse groups were more creative and innovative in completing a marketing task which involved brainstorming solutions and ideas in relation to a tourist marketing problem (McLeod, Lobel &Cox, 1996). Groups were compared by rating the quality of the ideas in terms of effectiveness and feasibility. 

Lattimer (1998:5), reviewing literature alongside internal empirical and applied organisational research, concluded that “diverse groups and teams significantly outperform their homogenous counterparts, especially in problem-solving and decision-making” and that the concerns and reservations about the efficiency of diverse work teams are “greatly exaggerated”. Initial issues of trust and communication need to be professionally facilitated and worked through in order to capitalise on the benefits of diverse perspectives and ways of working.  Lattimer also finds that strong pressure to conform to existing norms and ways of doing things alienates those who are different, see things differently and do things differently, and thereby loses the value of their different perspective by suppressing it, frequently causing them to leave the organisation. Lattimer also cites, along with others such as McMillan-Capehart (2005) and Gassmann (2001), the need for recognition and appreciation of different values together with a focus on shared team goals. 
In the area of ethnic diversity, Paletz et al (2004) compared a group of predominantly ethnic minority workers with a group of predominantly white Americans and found no difference in task creativity, but the ethnic minority group reported a more positive working process than the white group. Theory and prior research suggests that the reason for this difference is that ethnic minority groups bring a more collectivist approach and are thus more comfortable working in a team. The results from this study may be specific to the task chosen to measure creativity and the way it was measured – developing a story ending which was rated by literature students – and not transferable to business innovation. This study also found that whites preferred working in teams dominated by ethnic minorities rather than those dominated by other whites. However, there were some major limitations as the participants were mainly female and from an ethnically diverse location.

Hubbard (2004) reports on research in four organisations which found that diverse teams generated more ideas that evolved into products and services than homogenous teams. He points out that while homogenous teams start with better communication due to shared frames of reference, relating and values, these same commonalities limit their output. But diverse team members need to understand each other’s differences in order to overcome conflict and misunderstanding and work effectively together. 
Similarly, de Dreu and West (2001), in a study of actual work teams rather than artificial laboratory teams, and involving gender and functional diversity, found that minority dissent was associated with team innovation only when team members were highly involved in decision making and there was low resistance to change.

The amount of diversity in a group was identified by Richard et al (2004) as another important factor in innovation and creativity. They examined racial and gender diversity in relation to performance in the US banking sector in terms of innovation and productivity, finding that the relationship was complex and non-linear. Innovation was defined as “the propensity of a firm to actively support new ideas, novelty, experimentation and creative solutions in pursuit of a competitive advantage” (p. 257). The researchers investigated the optimum level of heterogeneity needed to maximise the benefit of diverse perspectives and minimise negative outcomes. Innovation and productivity increased once racial diversity of management was over 0.25, a moderate to high level of diversity. There was a similar but less strong relationship for gender and innovativeness in relation to productivity. However, productivity alone was high for both high and low levels of management gender diversity, and lower for mid-level diversity. Thus, the study showed that different levels of gender diversity are related to different positive outcomes with mid-level gender diversity good for innovation but not productivity.

2.8
Studies showing neutral or negative outcomes
An Australian study of women in the finance industry showed no correlation between the equal opportunity approach that was implemented and the desired intermediary outcome of increased numbers of women in management (French and Strachan, 2007). It is a legislative requirement in Australia for organisations of 100 or more employees to implement EEO programmes and report on outcomes. The finance industry, with a high proportion of female workers (78%), has consistently done better than non-finance organisations, with 25% performing so well they have had their reporting requirements waived. Yet there has been little movement on the proportion of women in management (15%-17%) during the past 20 years.  The need to relocate in order to progress to management in banking is a hindrance for women as is the culture of long hours.
In her review of diversity management practice in Australia, Sinclair (2006) concluded that a compliance approach, as applied in the finance sector studied by French and Strachan, rather than a benefits approach to diversity, was linked to poorer outcomes. Yet Perotin et al’s (2003) research (surveys in the UK and Australia of over 2000 organisations in each country) found that the large Australian organisations that were under the greatest level of legislative pressure to have EEO policies showed the best business outcomes. Although some measures of productivity were qualitative, Perotin et al (2003) say these measures have been demonstrated to correlate well with quantitative assessments.  
3.
Factors associated with negative outcomes of diversity
Simmons and Weathers (2007) note that celebrating diversity only as a positive ignores real problems that must be solved. The key focus now, they say, needs to be on providing information on how to deal with differences in a constructive way which helps harness the potential benefits.

Kirton and Greene (2005) conclude that overall, at a national rather than organisational level, EEO and diversity policies and practices have made little headway in reducing or removing the inequalities and disadvantages faced by the groups they were designed to assist. This is due to a range of factors from societal attitudes and norms, and institutional structures, as well as a lack of real implementation and culture shift within workplaces. 

Cassell (2004) points out that with the focus on diversity as a business benefit, the views of members of diverse groups on diversity and equality programmes have often been neglected, resulting in negative business outcomes due to high turnover of dissatisfied diverse recruits (Thomas, 2006; McKay and Avery, 2005).
A similar point is made by Cox:

 “There is a crucial distinction between merely having diversity in the workforce and developing the organisational capacity to leverage diversity as a resource. The challenge of diversity is not simply to have it, but to create conditions in which its potential to be a performance barrier is minimized and its potential to enhance performance is maximized.” (Cox, 2001:15-16)

Australian professor of management Sinclair (2006), identifies poor business outcomes related to workforce diversity as due to: 

· Entrenched discriminatory attitudes and beliefs 

· Conflict between the views and rights of different diverse groups, eg. women and some different ethnic groups 

· Inability to change workplace culture 

· Responsibility marginalised to an overworked HR person 

· Driven by compliance or being part of a multinational rather than a real commitment to diversity and change 

· Lack of awareness of existing systemic discrimination and the need for structural change

· Defining the problem as managing other people’s differences rather than requiring change by those in power 

· An aim of harmony and consensus that inhibits the benefits of conflicting ideas and diverse ways of thinking and doing 

· Diverse people being placed in the difficult position of needing acceptance by the leaders of the status quo while also needing to challenge that status quo.

Common negative outcomes or problems encountered in working with diverse teams and workforces are conflict, poor communication and greater length of time to arrive at solutions, and increased management costs (CIPD, 2005; Monks, 2007). The keys to overcoming these are good management, education and training, and developing a climate of trust and shared purpose. Communication and conflict are discussed below.
3.1 
Poor communication
Gassman (2001), head of R&D at a Swiss-based manufacturing company, writes from personal experience and draws on research literature. He, along with other writers, says that communication and understanding cultural differences around communication are the most significant factors (Cox, 2001; Kiefer, 2007; McMillan-Capehart, 2005). To overcome these types of differences, leaders need to establish a “clear sense of direction” and “common purpose” together with spending time developing trust, cultural tolerance and acceptance. “Building up mutual trust and respect is of central importance” (p. 94). 
Kiefer (2007), in an empirical study of top management team diversity and firm performance found that team process is a key variable in diversity outcomes. She says that communication is the key factor that needs to be skilfully managed to achieve positive outcomes and that employees and managers need to be helped to overcome an innate preference for communicating with those who share values, experiences, language and cultural norms.
3.2 
Conflict

Conflict can be a barrier to collaboration when different people work together, whether they are demographically different or bring different functional perspectives. It is not necessary or even desirable to avoid or eliminate conflict as conflict of perspectives can produce the added value from diversity, but conflict requires effective, constructive management “to transform it from a major liability into a significant asset” (Weiss and Hughes, 2005:94). 
Kiefer (2007) says two types of conflict are related to diversity. Positive or constructive conflict is conflict of ideas and ways of doing things that ultimately leads to better solutions or outcomes. Negative conflict is conflict of emotions, personalities and relationships that needs to be managed so as not to get in the way of the potential benefits arising from diversity of thought, values, experiences and perceptions.  

Chatman et al’s (1998) research on student groups suggests that conflict is beneficial and is related to higher productivity in contexts or organisations where teamwork and co-operation are valued and rewarded over individual effort and initiative. A review of literature by McMillan-Capehart (2005) reached similar conclusions; that to benefit from the positive outcomes of diversity and reduce the negative, organisations need to implement individualised socialisation tactics within a collectivistic organisational culture. This would involve appreciating individual difference while emphasising cooperation and shared purpose or goals.  

Cohesion, which is the emotional attachment of group members to each other, is also aided by homogeneity of the group. Lack of cohesion results in highly fragmented groups and hence negative productivity outcomes. Mutual understanding, attraction and acceptance lead to higher engagement and free expression of ideas and information. However, too much cohesion to the point of conformity pressure equals group think and results in negative process outcome. Norms are established and adhered to in order to keep things comfortable and “outsiders are ignored and deviant ideas or behaviours disregarded or punished” (p. 28). The ability to make quality decisions is, therefore, diminished. Those on the outer are also likely to leave the organisation. Kiefer (2007) found that CEOs frequently complain about groupthink.
4.
How to achieve positive outcomes from diversity
4.1
Dual approach – diversity plus equality

Kirton and Greene (2005) recommend a two-pronged business case and EEO approach and conclude their review by identifying examples of organisational and government models and practices that can help overcome barriers to equality. 

The first component of such an approach is the need to retain a focus on group inequalities and supports rather than on individuals. The second is to integrate equality and business case approaches in order to capitalise on the strengths of each while using one to ameliorate the weaknesses of the other. For example, a weakness of the business case approach is its individual focus but a strength is its focus on valuing difference as a positive attribute to be utilised. A strength of the equality approach is focusing on group inequalities that arise and are perpetuated through disadvantage, discrimination and differing from the norm.

The third component of the dual approach is to broaden the agenda of the business case to link with wider issues of social justice and social responsibility. They point out that the Scandinavian countries have better gender equality through social justice and legislative approach than those in the US which use just a business case approach.

The final component recommended by Kirton and Greene (2005) is changing workplace culture to a new model of work which is not based on the traditional norm of the ideal worker as white, male, able-bodied, full-time and without outside responsibilities. 
4.2
Positive workplace culture 

The practice of achieving effective diversity as opposed to having a diversity and equality policy, is summed up in this quote from the British Cabinet Office, cited in the CIPD report (2005:p.7).

“To achieve true diversity an organisation may have to make a significant change to its culture. As well as developing a vision of the future in which diversity is valued and thriving, the organisation may need to examine its history and challenge present practice, by looking behind the policy statements to examine the reality experienced by people in their daily work.”
The need for workplace culture change in order for diversity initiatives to be effective is emphasised by many other researchers and reviewers (Kirton & Greene, 2005; Thomas & Ely, 2005; Sinclair, 2006). In New Zealand, Watts and Trlin (2000) researched over 300 private sector companies and government organisations on the employment of immigrants from non-English speaking backgrounds, finding that the key factors in productive diversity were recognition of the reality of diversity, viewing that diversity as an advantage, assisting with positive settlement, and, within the workplace, establishing a culture that fosters productive diversity.

Diversity initiatives without a supporting infrastructure result in failure and consequent resistance. From her review of the evidence on workplace diversity and equality, Monks (2007) identifies the three key characteristics of inclusive workplaces as being freedom from discrimination, valuing diversity and proactively pursuing equality. These characteristics need to be demonstrated through a set of consistent policies which are supported by organisational practices at all levels. 
4.3
Valuing difference versus cultural fit

Cox (2001:12) says the main reasons for failure to effectively manage diverse workforces are misdiagnosis of the problem together with a failure to understand “the shape of the learning curve for leveraging diversity in the workplace”.

Misdiagnosis of the problem and subsequent solution occurs when diversity is interpreted as employing demographically different people who are expected to fit the norms of the existing workplace culture rather than the workplace recognising, valuing, encouraging and rewarding difference. Traditional management styles that look for and encourage cultural fit lead to high turnover of people who are different rather than making good use of their difference. 
Cope and Kalantzis (1997) in their model for productive diversity emphasise shifting away from focusing on cultural fit or selecting on sameness to focusing on recognising and valuing difference and seeking complementarity. This applies not just to technical skills but to other attributes including experiences, life history, style of operation, interpersonal skills and styles, ways of thinking and communicating, languages and links to community networks. Instead of workplace culture being about “sameness and shared values”, productive diversity requires that workplace culture be seen as being about “synergy, reciprocity and change” (p.16). A case study example of the productive approach involves AMP which has drawn on the diversity of its workforce to better meet the needs of its diverse customer base. They have done this by being aware of, celebrating and leveraging the particular experiences and strengths of individuals, improving team dynamics, challenging people to think creatively, sharing information and building a sense of community among their diverse workforce.

Inclusion is another key aspect of the new approach to benefiting from diversity. Rather than avoiding or ignoring difference or encouraging conformity to the dominant norms, inclusion means “encouraging individuals to express their differences and use them to facilitate better decision making and problem solving” for competitive advantage through better service, product quality and productivity (Smith, 1999 p. 1).  

4.4
Models for supporting diversity 
Cox (2001) has developed, tested and measured the outcomes of a model for changing organisational culture so it supports diversity (see Figure 1). The five key elements of the model are leadership, research and measurement, education, alignment of management systems and follow-up. 
From her review of best practice in diversity implementation, Monks (2007) developed a similar four-stage integration model for diversity and equality that involves integrating diversity into all stages of strategic planning and business policies and practice, along with measuring progress and outcomes against goals and benchmarks for which managers are held accountable. She says that such a model should be customised to the special needs of each organisation. Employees should be included in its design and implementation so that ownership and responsibility for making it work are spread throughout the organisation.
Cox (2001) emphasises the need to consider the interdependent nature of an organisation’s systems, policies and procedures to ensure that they are aligned with a diversity strategy which is integrated into the overall organisational strategic goals. Alignment of management systems includes work schedules, the physical environment, orientation, recruitment, performance appraisal, compensation and benefits, training and development, and promotion. Cox (2001:26) describes the process as looking at each of these areas “through the lens of diversity” to see how they might better reflect the demands and potential of a diverse workforce.

Richard and Johnson (2001:3) also note that a combination of diversity policies and practices is needed for effective diversity management. “Simply one or two activities in support of diversity fails to constitute a diversity orientation. Rather, these activities must work together and reinforce one another”. Similarly, Rutherford and Ollerearnshaw’s (2002:2) research on 140 leading UK organisations found that full-scale integration and on-going monitoring produced better outcomes than piecemeal measures. Their research shows that two years of a comprehensive approach has as much or more effect than 20 years of piecemeal change. 
Success depends on integrating diversity policies into the overall organisational strategy and culture rather than leaving diversity implementation to HR departments and line managers (Monks 2007; Mor-Barak, 2005; Rutherford & Ollerearnshaw, 2002; Rajan et al, 2003).Monks points to the value to large organisations of having a diversity council comprising people from all levels and sectors of an organisation to spread awareness, commitment and responsibility throughout the organisation. This is discussed further on the next page. 

The CIPD report (2005) presents a similar list of key components for successful management of diversity from a North American and European study. These are:

· Top management support through belief in diversity as a market opportunity rather than a business threat.
· Corporate values informed by diversity principles

· Integration of HR system at corporate strategy level
· Accept diversity management is a long-term transformational change process 

· People are viewed as capital assets and knowledge workers rather than business costs.

Other lists of key steps to achieving positive outcomes from diversity initiatives include commitment and leadership by senior management; manager accountability; measurement of progress; integration and targeting to specific business aims; support networks; mentoring for women, minorities, and any other under-represented groups, and practical behavioural based training (Rajan, 2003; Rutherford & Ollearenshaw, 2002; Layne, 2002; Hyter & Turnock, 2005; Opportunity Now, 2004; McKay & Avery, 2005; Watts & Trlin, 2000; Mor-Barak, 2005; Kochan et al, 2002; Catalyst, 2002b). 
4.5 
Leadership

The importance of commitment, support and role modelling by senior management, according to Monks (2007) , is the power it brings to initiate and influence organisational change by demonstrating that equality and diversity are highly valued. 
Examples of strong diversity leadership given by Cox (2001) include a senior manager prioritising a diversity steering group meeting over an out of town meeting, and this being accepted by the General Manager, and top management attending the opening and close of every diversity awareness and training session.  

In a study of 708 organisations which assessed how different interventions affected the diversity of management roles, Kalev et al (2006) found that efforts to moderate managerial bias through diversity training and diversity evaluations were less effective in increasing the numbers of white women and black people in management than mentoring and networking, or establishing managerial responsibility and accountability for diversity. The latter tactic resulted in the largest increases in managerial diversity. 
They found that diversity committees were the most effective way to spread responsibility for diversity throughout the organisation. Diversity committees were associated with a 30% increase in black women in management, compared with a 14% increase from having diversity staff and a 6% decrease from having a diversity training programme. The numbers of white women in management increased by 14% with a diversity committee and by 9% with diversity staff. There was no change as a result of diversity training. For black men, the results were 10%, 14% and 6% respectively.
Table 1:  Increased diversity of management: managerial responsibility compared with training   

	Increase in proportion in management
	Diversity committee
	Diversity staff
	Diversity training

	White women 
	14%
	9%
	0 (no change)

	Black women 
	30%
	14%
	-6% (decrease)

	Black men
	10%
	14%
	+5% (increase)


Source: compiled from data provided in Kalev et al (2006:605).
Interestingly, Kalev et al found that organisations are more likely to have diversity training than diversity committees or diversity staff.

Monks’ (2007) review also emphasises the importance of having a diversity co-ordinator or council. And Hyter and Turnock (2005:176) found that organisations that are most successful in achieving inclusion and development goals are those with a senior person dedicated to making those goals a reality.
4.6
Management style, role of managers and accountability
As highlighted above, diverse workforces require new approaches to management. Monks (2007:13), says that diversity management is about “maximising employee potential plus equal opportunities”. This involves a culture shift in management style from controlling to trusting, which in turn involves a shift from focusing on inputs and processes (time in office, traditional ways of doing things) to outcomes.  

Line managers have been identified as being critical to the success of diversity policies. Line managers who see diversity and equality as legal compliance or marginal issues can undermine policies by rewarding traditional ways of working, refusing access and not informing staff about diversity initiatives (Monks, 2007; McPherson, 2006; Kirton & Greene, 2005). Research into why managers are unsupportive identifies lack of knowledge, training and support, together with under-resourcing for the short-term costs that may be incurred. Drawing on research on 500 UK companies with diversity initiatives, Rajan et al (2002) identified that barriers to managers implementing diversity policies include time pressures and other perceived priorities, attitudes and inexperience in dealing with diversity, and a culture of presenteeism and long hours. Similar problems were also found by Wentling (2004) and Mor-Barak (2005) who recommends training for managers alongside accountability.

Kirton and Greene (2005) also note that because of the unequal representation of certain groups of employees in management, line managers and senior managers tend to be disproportionately from the dominant group, which makes implementation of a diversity and equality policy inherently problematic. In a New Zealand example, the EEO Trust (2007b) employee engagement survey found that managers had more positive perspectives of their workplace culture and initiatives than staff did. Kirton and Greene (2005) cite a study that found that line managers generally perceive disabled employees as a problem or burden. To overcome this, senior managers need to be convinced of the benefits of effective diversity management, and line managers need to be made accountable for implementing and achieving it, and provided with appropriate training and support.  The need for accountability by management is also noted by others (Monks, 2007; Schmidt, 2007; Simmons & Weathers, 2007). 
Valuing people is critical to effective diverse workplaces, according to the CIPD report (2005). They use the concept of a psychological contract between employers and employees which is based on the adoption by employers of people management practices such that employees feel a sense of fairness and trust which encourages employee engagement. Again, this involves a fundamental shift in management style from control to trust.

4.7
Training in managing diversity

Line managers who are charged with implementing equality and diversity policies need training and support, while those managing diverse teams need special support and training to enhance potential benefits and overcome any conflict and communication problems.

Smith (1999:12) points out that training needs to go beyond increasing awareness of diversity to developing the skills needed “to resolve group conflict and engage in effective problem solving and decision making with diverse groups”.

Cox (2001) recommends tailored training using interactive, practical methods. However, Kalev et al’s (2006) review of research suggests that interactive workshops often generate a backlash, and their research did not show strong positive outcomes from training. However, Cox notes that successful training depends on skilled facilitators and preparation of the participants in terms of the purpose and expectations of the training. 
4.8
Measurement
The importance of measuring the success of diversity initiatives is agreed on by all the writers in this field. Monks (2007) identifies three key functions of diversity and equality measurement: measurement of an activity drives action (what gets measured gets done), measurement is necessary to justify costs, and measurement is necessary to monitor progress on goals and benchmarks. A fourth, noted by the European Commission (2003) review, is to learn what works and why in order to drive investment decisions in the future. 
On the importance of measurement, Simmons and Weathers (2007:33) say:

 “By constantly taking the temperature of corporate diversity programs 

and looking more closely at the facts at hand, business leaders can channel investment into their companies’ diversity efforts in a more focused, more productive way.”
See the Appendix for a description of the measurement process. 
4.9
Managing diverse teams 

In terms of team-specific approaches to diversity management, time is needed to build a team culture and develop positive communication styles. This involves training team members and managers in understanding and respecting the value of diversity, developing skills in cross-cultural communication and facilitating constructive conflict.
From interviews with diversity practitioners, Linnehan et al (2003) identified five behaviours which may enhance the effectiveness of a diverse organisation: 
· Interacting frequently with members of other groups 
· Discussing issues related to diversity 
· Discussing potentially difficult issues with members of other groups 
· Avoiding the use of offensive language 
· Confronting and educating those who use offensive language or tell offensive jokes and stories.

Case study – Brent Council (Godwin, 2006).

Brent Council in the UK wanted to increase the numbers of women in management. The council used a number of initiatives including using the CEO as gender equality champion, training women to serve on recruitment panels, developing mentoring programmes to boost confidence and skills, offering a work-life scheme that included managers being obliged to consider requests for flexible working, and creating empathetic management aimed at creating a culture that takes account of people’s caring responsibilities. All this was in the context of a wider approach to promoting diversity in general. 
Outcomes after three years included an estimated saving of 1.5 million pounds in reduced absenteeism, reduction in staff turnover from 24% to 12%, and an increase of more than 50% in the numbers of women in higher paying positions.
The key lessons learned included the need for extensive communication of the reasons for the new approaches and the importance of working with line managers to overcome any resistance. This involved emphasising that new working arrangements could be on a trial basis, and providing training and support in managing staff on different work patterns.

A guide to implementing diversity in the New Zealand public sector that incorporates the approach outlined in this section is available from the State Services Commission (www.ssc.govt.nz/display/document.asp?docid=6532). This publication, Equality and Diversity: Guidance for applying the new Public Service EEO Policy, uses the concept of a diversity lens applied to all stages of policy and practice. 
5.
Conclusion
Although there are exceptions to the rule, the consensus is that diverse workforces are the reality of the future and have the potential to improve business results. Negative results are generally explained as being due to poor implementation of diversity and equality policies or poor management practices. 
Reviews of studies across large numbers of organisations are consistent in the key factors identified as being associated with positive business outcomes: leadership commitment, workplace culture, training and communication, and measurement and accountability. It also seems that positive business outcomes depend on reasonably high proportions of diverse people at all levels of an organisation. 
Most studies on the outcomes of demographic diversity in the workplace relate to gender and ethnicity or race. None include disability yet it could be argued the experience of living with a disability provides a different perspective in the same way as other diversity characteristics.

The shortage of research into the links between diversity and business outcomes in the New Zealand context reveals a significant gap in our knowledge given our unique demographics and business context. New Zealand business school academic Pringle and her co-editors (2006) conclude, along with Kirton and Greene (2005) in the UK, that there is a need for country-specific research on diversity rather than relying on US-dominant material. In comparing the differences between the US and European contexts, Stuber (2002) found that they were mostly explained by different legal, social and business environments and concluded that there is a need to acknowledge and leverage different situations in different parts of the world.

The European Commission (2003) recommends that governments play a role in providing information and raising awareness of diversity issues, particularly in the form of case studies of organisations that have invested in diversity policies. They recommend:

· The development of a compendium of case studies

· Support for demonstration projects in leading companies in different sectors and of different sizes

· Surveys of organisations within a country/area to assess the extent of diversity policies, obstacles to adoption, and costs and benefits 

· Support for organisations that promote diversity
· Support for national studies designed to establish links between investments in diversity and business benefits

· Support for conferences to highlight the benefits of workforce diversity 

· Development of formal and informal networks to share information about costs and benefits, and measurement

· Establishment of programmes to develop new tools for measuring the benefits of workforce diversity programmes

The EEO Trust is undertaking a number of these or similar activities, for example, Diversity Practitioners Groups meet in the three main centres so members can share experiences of managing a diverse workforce, diversity case studies are available from PeoplePower
, on-going employer and employee surveys explore diversity-related issues, and The Diversity Effect symposium was held in 2007, with more events planned for 2008 and subsequent years.
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7.
Appendix: How to measure progress and outcomes

“Measuring diversity is about assessing and driving organisational change and impact. It is about implementing metrics and creating a tool, a vehicle, that ensures the creation, management, valuing and leveraging of a diverse workforce for organisational effectiveness and sustained competitiveness.” (Wheeler, 1996:7) 

How to plan a diversity impact assessment

1)
Objectives: identity your diversity and organisational objectives and research questions i.e. what is it you want to find out from this information

2) Measures: choose appropriate and feasible measures for each of these and, where appropriate, benchmarks and targets. 

3) Data sources and methods: determine what data collection methods you use to gather this information e.g. surveys, records, focus groups, short-term special projects.

See Table 1 for examples.

6.1
How can improved outcomes be linked to diversity initiatives?
In order to link diversity initiatives to improved business results using the case study approach, it is important to show that intermediate goals of increased staff and management diversity have occurred. While improved business outcomes may be due to a range of factors, not just increased diversity, they do at least help demonstrate that there is no penalty from increased diversity. A reasonable time lag between the implementation of diversity initiatives and the measurement of outcomes allows time for the initiatives to have an impact. 

The second approach to measuring business outcomes compares the outcomes in organisations that have implemented diversity initiatives and improved the diversity of staff and management with those that have not. This is an experimental control group research design involving many organisations and is usually carried out externally, for example by the EEO Trust in its Diversity Survey. This approach controls for other factors that may also contribute to business outcomes.

The former approach is explored here.

6.2
What to measure

Experts identify three main stages in the measurement process: implementation, diversity outcomes and business outcomes (Monks, 2007; European Commission 2003). Wheeler (1996) divides diversity measures into four stages: creating a diverse workforce, managing a diverse workforce, valuing a diverse workforce, and leveraging a diverse workforce. The first relates to recruitment and retention measures; the second to career development, training, mentoring, promotion, appraisal, and the mitigation of litigation, complaints and grievances; the third to workplace culture, leadership commitment and modelling, attitudes and the removal of barriers, and the fourth to bottom-line impacts and reputation.

6.2.1
Using diversity scorecards

The business benefits of effectively managing a diverse workforce vary widely and will relate to the particular goals, challenges and operational contexts of each organisation. DiversityInc (2006) recommends beginning the measurement process by identifying the desired business outcomes then mapping the processes that will help achieve those outcomes. For example, advertising in media targeted towards diverse audiences, training employees in working within a more inclusive culture, tying management rewards to achieving diversity goals, assigning personnel to diversity implementation, and providing a budget for diversity initiatives. 

Stuber (2002) found that the four main diversity aims and objectives in European organisations were:

1. To have a diverse workforce

2. To have an inclusive and respectful environment for all (i.e. workplace culture)

3. To reflect and relate to diverse customers and stakeholders (managing diversity)

4. To benefit from potential in diversity of stakeholders (leveraging diversity)

The relevant measures would be the proportions of diverse groups in the workforce at all levels, a rating of workplace culture/ inclusivity, measuring the impact on customer satisfaction and success in entering new markets, and measuring the actual business outcomes. 
This type of alignment is known as a ‘diversity scorecard’. Common components of diversity scorecards are the demographic representation of the workforce; workplace culture; leadership commitment; customer relations; market access; innovation; productivity linked to employee engagement and morale; profitability linked to reduced turnover and absenteeism; programme implementation and effectiveness; and management of talent/human capital including retention, attraction, development and advancement.

Some examples of diversity scorecards are described below. 

Catalyst (2005) defines a diversity scorecard as “a carefully selected set of objectives and measures for those objectives derived from an organisation’s overall business strategy and linked to its diversity strategy” (p. 4). The scorecard should be tied to accountability built into managers’ performance reviews, and should include monitoring progress on objectives, identifying areas that need modification and determining business outcomes. 

Hubbard’s (2004) diversity scorecard has six components: financial impact, diverse customer/community partnership, workforce profile, workplace climate/culture, diversity leadership commitment, and learning and growth.

The (CIPD, 2005) balanced scorecard identified three inputs from which there is a financial output to measure the business case: customer focus, employment relations and faster product development through innovation and learning. This model was developed by working back from anecdotal reports which showed the ways in which some organisations became convinced that effectively managing a diverse workforce worked for their business.

Henry (2003) sets out an example of a diversity scorecard followed by a list of potential measures of its components. For example, for the training component, the objective is to ensure all employees attend at least one class and outcome measures are the percent of training completed and percent change in attitudes and competencies before and after training.

Wheeler (1996) identifies the key measurement components (with measurement tools in brackets) used by leading edge companies to measure diversity effectiveness as: demographics (organisational statistical data); organisation culture (audits, surveys, focus groups); accountability (checklists, 360o feedback, peer reviews, employee attitude surveys, evaluations that incorporate diversity, self-evaluations); productivity, growth and profitability (retention, turnover, absenteeism, employee morale, ideas and problem solving capability, sales and marketing data, customer satisfaction); external benchmarking (what other companies are doing using industry-wide studies), and programme measures (training effectiveness, uptake of initiatives, mentoring, participating in networking groups, improved management practices, role modelling).

Case study example of diversity scorecard from Catalyst

Sodexco – over 100,000 employees

Aim: To increase diverse representation in management

Four areas:

· Recruitment

· Promotion

· Retention

· Qualitative (e.g. participation of managers and leaders in training and diversity councils)

Internal representation is compared to external population measures.

Scorecard design is reviewed annually.

Results are reported to senior managers quarterly.

Accountability: 10-15% of managers’ and 25% of senior leadership’s bonuses are directly linked to progress on the diversity scorecard once they have been taught how to use it.

6.2.2
Implementing diversity initiatives

The implementation phase involves a range of inputs and processes such as policies, written plans, specific initiatives such as harassment prevention procedures, leadership commitment, resourcing, communication, accountability and incentives for managers, support networks, education and training, and measurement.

Wheeler (1996) includes many of these in a category called ‘valuing a diverse workforce’. His measures include culture and environment, use of work-life benefits, networking groups, leadership behaviour and style, attitudes, type of workers (part-time etc), barriers to contributions etc.




As discussed earlier in this review, a positive workplace culture is essential to successful diversity outcomes. Some experts include this as an intermediate diversity outcome (i.e. in the next stage) as it is in part an outcome of the diversity implementation components, but it is also a precursor to achieving a more diverse workforce at all levels, and subsequent business benefits.

Chrobot-Mason et al (2006) break down the conceptualisation of a diversity climate or culture into policies and practices; perceptions of organisational and leader support; perceptions of bias, discrimination and prejudice, and perceptions of experience of being a dominant/non-dominant group member within the organisation. Thus the workplace culture is employees’ response to or perspective on the organisational context in which they work.

See Table 2 (below) for examples of how to measure these implementation steps, including workplace culture.

6.2.3
Diversity outcomes 

Diversity outcomes are the intermediate outcomes that result from successful equality and diversity practices. For example, diversity outcomes include the proportion of staff and management who are from diverse groups and the proportion of people promoted who come from diverse groups.

Wheeler (1996) separates diversity outcomes into ‘creating a diverse workforce’ (representation, turnover, length of stay, replacement costs, national demographics, returns from leave and skills and languages) and ‘managing a diverse workforce’ (promotions, movement of career paths, succession planning, performance reviews, litigation/complaints/grievance, parity, compensation analysis, numbers of staff and management who attend training).

See Table 2 (below) for examples of how to measure intermediate diversity outcomes.

6.2.4
Performance outcomes or business benefits 

Wheeler (1996:10, 28) calls this stage “leveraging a diverse workforce”.  Monks’ (2007) review identifies four key areas in which organisations judge diversity related performance outcomes: human capital benefits, increased market opportunities, enhanced organisational reputation and improved employment relations.

Ways to measure human capital suggested by DiversityInc (2006) include employee attitude surveys and focus groups on diversity management in the organisation, auditing employee data on diversity of staff and progression, and evaluating diversity training and awareness. 

Thurlow, Mills and Mills (2006) point out that relying only on quantitative data on workplace diversity has failed to uncover underlying problems with diversity management, ie. why and when it does or does not work, and recommend qualitative research within organisations. This could include semi-structured open ended interviews and informal discussion. As Einstein once remarked, not everything that counts can be counted, and not everything that can be counted, counts.
See Table 2 (below) for examples of how to measure performance outcomes or business benefits.

Other examples of measures of diversity performance outcomes can be found in Hubbard (2004), and Appendix III: Metrics in Henry (2003) which has a list of potential measures for internal and external demographics, employee satisfaction, career development, training outcomes and components of diversity initiatives. 

Table 2:  How to measure diversity impacts
	Stage
	Indicators
	Measures
	Data source

	Implementation
	Policies
	Do you have a diversity policy/strategy and is it integrated into core business objectives?
	Policy and procedure documents

	
	Written plans
	Do you have one?

Are managers accountable for implementing the plan?
	Policy and procedure documents

	
	Initiatives


	Which of the following diversity initiatives do you have? Where relevant, which groups use them? How satisfied are staff with them?

· Harassment prevention measures

· Mentoring of target groups

· Flexible work hours

· Flexible work location

· Job sharing

· Part-time work at senior levels

· Graduated return from parental leave

· Children welcome in workplace

· Transition to retirement options

· Study leave/career break

· Domestic/special leave

· Unpaid leave to observe religious or cultural holidays

· Celebrate different cultural events

· Support staff to develop English skills

· Ensure diversity considered in every business initiative, policy and procedure

· Liaise with community groups to maximise recruitment and retention

· High emphasis on development and promotion of all employees

· Social events that are inclusive e.g. families welcome or not held in family time; alternatives to alcohol
	Policy and procedure documents Administrative records

Staff surveys 

	
	Leadership commitment
	Do your CEO and other leaders support, promote and role model diversity?


	Policy and procedure documents

Written and spoken communication

Attendance at events, training etc.

% of budget allocated to diversity

	
	
	Do you have a diversity coordinator or council?

How often do they meet?

How close is their relationship/reporting level with the CEO?
	Documents



	
	
	Is resourcing provided for implementing a diversity programme e.g. data collection, surveys, communication, training, diversity personnel?
	Budget documents

	
	Communication


	% of employees aware of diversity initiatives

Types, frequency and content of communication re diversity
	Staff survey

Communication media

	
	Accountability and incentives for managers


	Are management held accountable e.g. as part of their KPIs or in their contracts? 

What % of managers are evaluated on diversity management?

Have managers’ attitudes and behaviour changed?
	Policy and procedure documents, performance contracts

Interviews/surveys with managers and staff – 360o reviews

	
	Support networks


	Do you have network groups for diverse employees?

Do employees find them useful?
	Documentation

Survey/focus groups 

	
	Education and training


	Do you have diversity awareness and training programmes?

How many attend?

Do you have measures of desirable change e.g. attitude and knowledge change?
	Administrative data

Training evaluations



	
	Measurement


	Do you collect data on the gender, ethnicity, age, disability status of all employees?

Do you collect data on the diversity of senior management?

Do you have data to measure business outcomes e.g. staff turnover, productivity, recruitment data, data on markets and sales?

How and where are diversity outcomes reported?
	Administrative data/EEO monitoring data

Administrative, financial, production, sales, HR data

Documents e.g. Annual Report

	Workplace culture/climate
	Policies and practices
	Is diversity considered and integrated into strategic and operational planning?
	Policy and procedure documents

	
	Perceptions of organisational and leader support
	% positive perceptions

% negative perceptions
	Employee surveys/focus groups



	
	Perceptions of bias, discrimination and prejudice
	% positive experience

% negative experience
	Employee surveys/focus groups



	
	Perceptions of how it is to be a dominant or non-dominant group member 

in the organisation
	What is the difference between average and specific demographic groups?


	Employee surveys/focus groups



	
	Staff satisfaction, engagement
	How satisfied or engaged are different employees? 
	Staff survey

	Diversity outcomes
	Workforce diversity


	% of workforce by diverse groups

% recruited by diverse groups

% applicants by diverse groups
	EEO monitoring data 

	
	Management diversity
	% at management level by diverse groups
	EEO monitoring data 

	
	Diversity retention
	% retained by length of time by diverse groups
	EEO monitoring data 

	
	Training and development
	% training opportunities by diverse groups

% promoted by diverse groups
	Administrative/EEO monitoring data 

	
	Decision making teams
	% diversity of decision making teams
	Administrative/EEO monitoring data

	
	Product development/creative teams
	% diversity in product development or creative groups
	Administrative/EEO monitoring data

	Performance/

business benefits
	Reputation, image


	Has your organisation been recognised in any award programmes e.g. EEO Trust Work & Life Awards?

Why do people apply for jobs with you?

Why do customers come to you/stay with you?
	Awards data

Interview process

Surveys

	
	Attracting and recruiting talent – resolving labour shortages
	% positions filled

Time to fill position

Quality of appointee

Degree of fit with requirements
	HR administrative data

	
	Return from parental leave
	% return from parental leave
	HR Administrative data

	
	Reduced turnover and absenteeism


	% reduction in turnover

by diverse groups

% reduction in absenteeism
	HR Administrative data



	
	Employment relations


	Reduced litigation/grievances

Greater employee satisfaction and engagement
	Administrative data

Employee satisfaction or engagement survey

	
	Customer loyalty and satisfaction
	Lost customers/new customers

Market and sales data
	Customer complaints

Customer satisfaction survey

	
	Improved performance in existing markets
	Improved sales 

Increased market share
	Sales and market data

	
	Success in new markets
	Improved access to diverse markets
	Sales and market data

	
	Innovation, creativity
	Number of new ideas that result in new product or service
	R&D data

	
	
	Dollar return/savings from new product/service
	Sales data

Costs data

	
	Productivity 
	Outputs per employee
	Production data

	
	Financial performance
	Increase in net profit, return on investment, return on assets, return on equity, stock performance, return to shareholders.
	Financial data


6.3
Costs of effectively managing diversity versus doing nothing
Ultimately the business outcomes of any intervention must take into account both the costs incurred in applying the intervention, in this case a diversity programme, and the potential or existing costs of doing nothing. The European Commission (2003) concludes that effective systematic measurement of costs and benefits is essential to keep programmes running. However, most measurement to date is at the intermediate level of attitudinal and demographic change with little quantitative measurement of the costs and business benefits of diversity programmes.

Monks (2007) outlines a cost benefit analysis which compares the costs of effectively managing diversity versus the costs of doing nothing. Table 3 is adapted from Monks and includes material from Smith (1999) and Coussey and Jackson (1991) who present similar approaches.

Table 3:  Costs of managing diversity versus doing nothing
	Costs of implementing diversity and equality policies
	Costs of not implementing diversity and equality policies

	· Data collection and monitoring

· Training

· Communication

· Specialist staff

· Working conditions and benefits

· Management time

· Recruitment initiatives
	· Staff replacement costs – recruitment and training

· Absenteeism

· Legal costs – discrimination claims, grievances

· Productivity losses through conflict, miscommunication, low morale, understaffing or lack of necessary skills,

· Loss of knowledge, skills, poor customer service

· Lack of new markets and increased sales


6.4
Collecting diversity data

Systems are needed to ensure relevant data is collected. The CIPD (2005) recommends using a combination of data sources including employee statistics, employee surveys, customer satisfaction surveys or statistics, and benchmarking results to other organisations within and across countries.

The EEO Trust provides an on-line tool to assist in collecting diversity monitoring data (www.eeotrust.org.nz/toolkits/index.cfm).

Data on employee diversity needs to be collected for all stages of the recruitment and development process from applications received through recruitment, training, performance appraisal and promotion. It should be made clear that this information is required for the purpose of monitoring diversity/EEO outcomes and is not part of the selection or promotion process (SSC, 2002). One way of keeping the two parts of the process separate is to ask all job applicants to complete a form which asks about disability, ethnic origin, age and any other characteristics being monitored for diversity. This form could be attached to applications but it needs to be separated from the application forms before they go to selection panels. Redford (2005) noted that one organisation has changed its application forms to include a tear-off diversity slip which is only used for monitoring purposes. Staff turnover rates also need to be monitored in terms of diversity. 
To measure workplace cultural transformation from the perspective of employees, Guillory (2004:27) recommends using a questionnaire of up to 60 items, plus open questions, taking 20-30 minutes to complete, that is tailored to the organisation’s circumstances. Such a survey is also useful at the development stage of a diversity programme to identify the most relevant diversity issues to focus on. It can be used to measure workplace climate, inclusion and work-life issues, and to track change over time. Under-utilisation of the skills and energy of various employee groups can also be picked up through such surveys. Guillory (2004.32) provides an example of how to calculate the costs of such under-utilisation. 

Rutherford and Ollerearnshaw’s (2002) UK research found that 85% of the 140 leading public and private organisations in their study had the means to measure diversity and equality outcomes. The means used were:






Public

Private

Employee statistics


89%

 79%

Employee surveys


78%

 61%

Data on customer satisfaction 
63%

 29%

Service provision outcome
 
 43%

 13%

Diversity scorecard

 
  4%

 26%

Other




17%

 16%

6.4.1 Issues in collecting diversity data 

The obstacles to collecting data include perceived legal barriers to collecting and using sensitive demographic data; difficulties in changing the culture of businesses; lack of awareness of benefits, rationale and methods for implementing diversity policies; lack of management expertise in diversity management and fear of change/risk taking (European Commission, 2003).

The EEO Trust Diversity Survey 2007 shows that few New Zealand organisations collect data to monitor progress on EEO/diversity, with only 39% (62% public sector) of respondents saying that they do this. The lowest level of collection is for disability data (49% all organisations and 65% public sector), and ethnicity (57% overall, 78% public sector) compared with 70% for age (80% public sector) and 84% for gender (91% public sector).

The UK Opportunity Now survey has much higher data collection rates for all groups (EEO Trust Diversity Survey Report, 2005) as did the survey by Rutherford and Ollerearnshaw (2002) which found that 89% of public sector respondents collected employee data on disability status, 100% on ethnicity, and 70% on age.

Opportunity Now (2004) recommends that employees should be allowed to monitor and update their information on-line
. 

EEO Trust experience indicates that some New Zealand employers are reluctant to collect EEO data as they believe it breaches the Human Rights Act to do so. However, although it is illegal to discriminate on these criteria in the area of employment, it is not illegal to collect this information. The State Services Commission (2001) guide on EEO data collection states that this data should be kept to show that policies and practices do not impact disproportionately on particular groups in contravention of the Human Rights Act.

People often choose not to disclose ethnicity and disability information as they fear negative consequences. Therefore it must be stressed that this information is aimed at improving employment conditions and opportunities and that it is confidential and will be kept separately from individuals’ administrative files. Coussey and Jackson (1991:51) say that “where a full explanation is given, there is no evidence that greater numbers of people from ethnic minorities refuse to cooperate”. Provision of such data should be voluntary and the reason for collecting it should be emphasised to encourage voluntary compliance.

Subjective and changing definitions also create difficulties in collecting ethnicity and disability data. The State Services Commission (2001) lists EEO data collected in the New Zealand public sector as sex, self-identified ethnicity on the same basis as New Zealand census, self-identified disability status, age (collected as date of birth), occupation and management tier. They recommend that ethnicity information be collected at the time of application and at appointment, but disability information only at appointment so as to avoid any chance of influencing the appointment decision. Disability status needs to include the disability category e.g. hearing, visual, mobility, intellectual etc (SSC, 2001).

The State Services Commission (2001) also advises on the issue of multiple ethnicity and how it can be recorded either as dual ethnicity or using a priority ranking system. In order to be able to compare workplace representation of various groups it is important to use the same definitions and procedures as Statistics New Zealand uses in processing census data on national and workforce populations.

6.4.2 Benchmarks

An organisation’s diversity status or progress can be measured against three types of benchmarks: the national workforce, the workforce within its particularly industry or occupation and international comparisons. In addition, regional differences may need to be taken into account, for example, in the ethnic composition of the available workforce. 

In comparing workplace diversity with external measures of diversity, it is important to compare with workforce data rather than population data as a whole as these might not be the same due to age differences in the workforce compared to the whole population. It is also necessary within occupational groups to compare with the diversity of those groups overall. For example, although 15% of the population is Māori, this does not mean 15% of engineers are Māori. Also, in occupational groups where there are only a few positions, it is probably not possible to be representative of the diversity in the overall workforce. The EEO Trust provides an online tool for capturing and benchmarking workforce diversity data. (www.eeotrust.org.nz/toolkits/index.cfm).

Low turnover in some occupational groups will also slow the process towards increasing diversity so it is important to measure the percent of new recruits who are from diverse groups, not just the percentage of total staff. 

External benchmarking against other organisations within and outside the sector is also useful. The EEO Trust biennial Diversity Survey (and in alternate years its Work-Life Survey) provides this information for respondents. 

6.4.3 Other sources of data for diversity monitoring

As well as regular collection of diversity data for monitoring purposes, staff surveys and /or focus groups and exit interviews can be used to measure organisational culture (Wheeler, 1996), to gauge staff satisfaction with policies and procedures, and to identify problems (Catalyst, 2002b). 

For large organisations, that information should be broken down by diversity groups and sections within an organisation in order to identify where the implementation is and is not working. However, this ideal must be balanced against issues of privacy and confidentiality. In small organisations, it may be necessary to suppress publication of actual numbers.

Measurement can also include linking diversity outcomes to business performance in terms of increased productivity and customer satisfaction, and reduced staff turnover and absenteeism. A number of guides are available for organisations wanting to do this, many of which are available from the EEO Trust library. Some are on work-life initiatives rather than diversity initiatives, but the measurement process is transferable. A guide to calculating staff turnover is also available on the EEO Trust website www.eeotrust.org.nz/toolkits/index.cfm. 
Source: Cox, T. 2001: Creating the Multicultural Organisaiton. A strategy of capturing the power of diversity. University of Michigan Business School Series. Jossey-Bass





Figure 1: A Strategy for Meeting the Challenge
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� While a high proportion of New Zealand’s GDP is still agriculturally based, increasingly it is at a value added rather than raw commodity level, and only a small proportion of the workforce (6%) is involved directly in this sector. While manufacturing is still the largest sector of the workforce (14%), 12% work in property and business services, 10% in health and community services, and 8% in education. (Statistics New Zealand, Business Demographics at Feb 2007), � HYPERLINK "http://www.stats.govt.nz" ��www.stats.govt.New Zealand�


� Statistics New Zealand, 2006 census of population and dwellings, table builder table on birthplace and highest qualification. � HYPERLINK "http://www.stats.govt.nz" ��www.stats.govt.New Zealand�.


� Ministry of Education, Tertiary education of New Zealanders: a census analysis. October 2007.


� � HYPERLINK "http://www.eeotrust.org.nz/awards/leaders.cfm" ��www.eeotrust.org.nz/awards/leaders.cfm�


� � HYPERLINK "http://www.eeotrust.org.nz/peoplepower/index.cfm" ��www.eeotrust.org.nz/peoplepower/index.cfm� 


� The UK has a data protection Act. Before implementing overseas practices in New Zealand, the local legislative context should be explored.
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