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KPIS: GOING BEYOND THE NUMBERS 

 

49% of those living in Toronto identify as visible minorities and over half (51%) of Toronto’s population 
were born outside of Canada.i With numbers such as these, a diverse and inclusive workforce is crucial for 
organizations to attract and retain top talent. However, many organizations within the non-profit sector 
still have a long way to go in fully grasping the concept of Diversity and Inclusion (D&I), what it may look 
like in their workplace, and how to effectively implement and set measurements for D&I policies and 
practices. This project was initially started to simply analyze Key Performance Indicators (KPIs) and best 
ways to measure D&I in an organization. It was soon realized that in order to decipher good KPIs from 
ineffective ones, it is first important to find out how diversity and inclusion is defined in various 
organizations and how it is framed in the context of a particular organization’s culture, its vision and 
strategic plan.  
 
Through defining D&I as well as looking at some key organizations that have been leaders in D&I 
initiatives from various sectors, we will be able to see some strong methods of measuring D&I and how 
non-profit professionals can utilize it in their respective workplaces. 
 

Understanding The difference between Diversity and Inclusion 

On many occasions, organizations and individuals make the mistake of lumping diversity and inclusion like 
peanut butter and jelly; even though they are different, they are often combined as one.  

Diversity refers to variety and difference. As a concept it includes characteristics such as race, gender, 
sexual orientation, (dis)ability, socio-economic status, age, and religion.ii To broaden this definition, 
diversity is also about the diversity of thinking and different approaches of leadership, and problem 
solving approaches. 

“Inclusion is about creating an environment in which employees share a sense of belonging, mutual 
respect, being valued for who they are, and supportive energy and commitment from others so that they 
can do their best work.”iii 
 
As one can see, it is critical to understand this difference since many organizations may have diversity but 
may not have an inclusive culture. Due to this, organizations maybe unable to share their stories fully 
about D&I and the impact of those practices in their organizations. By defining and differentiating both 
terms, organizations can help themselves determine their metrics to track success. 

 
KPIs and its challenges  

Key Performance Indicators (KPIs) help us to measure how well an organization, its projects or individuals 
are performing compared to their strategic goals and objectives. KPIs play an integral role, from the 
onset, in understanding and determining the values and strategic objectives for an organization. KPIs are 
like the North Star, or a compass that gives direction to an organization. Also, one set of KPIs cannot be 
applied to every organization since each organization has different needs, values, objectives and are 
different in size. However, many organizations, and management-level staff do not fully take the time to 
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answer key performance questions or think of connecting the KPIs to their strategic objectives. Due to the 
lack of time spent on creating strong KPIs, much often diversity and inclusion practices and policies are 
sidelined instead of being seen as an integral component of the organization’s strategic plan.  

A recent study from the Canadian Institute of Diversity and Inclusion (CIDI) found that surprisingly few 
organizations conduct even the most basic of measurements of their D&I initiative. “Nearly 79.6% of 
Canadian employers who responded to CIDI’s survey indicated D&I, or equity and human rights, was 
considered a strategic priority within their organizations, but less than 18.8% of employers reported that 
they measure the impact, efficacy or return on investment of their diversity initiatives.” iv  

However, KPIs has its challenges- many organizations only measure how diverse their employee base is (# 
of visible minorities, % of women, # of newcomers etc.) or the number of D&I activities that they have 
done. By simply having hard metrics, organizations sometimes use KPIs to “game” the system instead of 
people actually understanding the intent of KPIs.  The impact is that the organizations maybe achieving 
diversity numerically, but may not be inclusive, in essence defeating the purpose of the diversity and 
inclusionary policies. This is where it is important to bring in qualitative assessments to measure the 
intangible such as employee experience surveys, observational assessment, correlating productivity, 
employment engagement or promotions/successes to diversity and inclusive practices. 

“While an overwhelmingly majority of organizations (71 percent) aspire to have an inclusive culture 
within three years, one in which the diverse backgrounds of individuals are leveraged to drive value and 
business results by creating an environment in which employees feel involved, respected, valued and 
connected – only 11 percent of companies do today.” v 

As well, in the non-profit sector, funding is always limited. Many organizations do not have a dedicated 
staff team or have limited number of people trained to lead diversity and inclusion in the organization 
due to the costs. Furthermore, they do not see the long term added value and business advantage that 
D&I can have on an organization and so often they simply collect some hard metrics, instead of fully 
engaging with its employees to create an inclusive space. 

Lastly, KPIs are indicators, not actions. According to Bersin by Deloitte, The Diversity and Inclusion 
Benchmarking Report, most organizations that have diversity and inclusion policies have some metrics in 
place but rarely do they adjust their organizational strategies based on metrics or feedback. This leads to 
organizations simply collecting data for the purpose of reporting, not for the intention of actually creating 
inclusive workplaces. 

The Business CASE 

As cities and organizations are increasingly becoming multicultural and global, it has become an urgent 
business imperative to fill talent pipelines with diversity. A significant body of research shows that diverse 
teams are more innovative and perform at higher levels. “Companies that build diversity and inclusion 
into their teams reap the benefits of new ideas, more debate and, ultimately, better business decisions.”vi 
Organizations that fail to advance and retain a diverse pool of talent are at risk of being unable to 
effectively serve a growing segment of consumers and the community at large. 

McKinsey's research shows that gender-diverse companies are 15% more likely to outperform their peers 
and ethnically-diverse companies are 35% more likely to do the same. Research undertaken by Mckinsey 
(2012) found that companies with diverse top teams exceeded others by 56% in operating results and 
achieved 53% higher returns on equity. Mckinsey also found diversity increases employee satisfaction and 

http://dupress.com/articles/hc-trends-2014-diversity-to-inclusion/#end-notes
http://www.mckinsey.com/insights/organization/why_diversity_matters
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reduces conflicts between groups, and improves collaboration and loyalty.vii Companies that embrace 
diversity and inclusion in all aspects of their business statistically outperform their peers. Lastly, diversity 
fosters innovation and creative through a greater variety of diverse thinking and problem-solving 
approaches.   

While researching on several leading organizations’ diversity and inclusion policies and what they use as 
scorecard/metrics, the following organizations from the private, public and non-profit sector stood out.  

 

PRIVATE SECTOR: Royal Bank of Canada (RBC)  
RBC has been ranked as one of the top 2016 Diversity Employers.   

RBC in its Diversity Blueprint report 2012-2015 goes onto first describing in 
detail both what diversity and inclusion means and how they recognize the 
difference. This is key since not many organizations and leaders have caught 
onto understanding, differentiating and giving their own organizational meaning 
to these two terms. RBC further goes onto stating, diversity includes and goes 

well beyond basic definitions and regulatory requirements in the jurisdictions. It is about understanding 
that having diversity is just part of the story; how well that diversity works together is the key. RBC’s 
framework has evolved to include fostering inclusion and leveraging diversity of thought.viii 

Moreover, RBC has made a commitment to its three pillars. First is the Talent & the Workplace pillar 
where in order to increase the diversity and inclusion of their workforce globally, they must create 
equitable opportunities for all employees regardless of race, age, gender, physical/mental abilities, sexual 
orientation, religion and backgrounds. This requires the visible engagement of leaders who can profile 
issues, champion solutions and lead new approaches. Second is by offering customized and accessible 
services and products to diverse client markets and engaging diverse suppliers, they are able to grow new 
markets and more fully serve existing ones which RBC calls their marketplace pillar. Lastly, it is about 
making a commitment to the community at large. Through its last pillar, the Community pillar, RBC 
recognizes that to be a leader in diversity and a responsible corporate citizen, they must not only advance 
within their organization, but must proactively support and participate in community activities like 
independent research and educational programs and help implement community solutions.ix As one can 
see, RBC is not only striving to create inclusion within its organization, but encouraging and educating its 
stakeholders and the community at large in doing the same. 

Below are some of the metrics, data collection and activities in place to showcase RBC’s success and 
commitment to diversity and inclusion. As one can see, it is simply not just about collecting numbers, but 
also about surveying employees to hear their experiences within the organization, showcasing diversity 
within the leadership team, and as well having events and committees dedicated to marginalized groups 
and their success within the organization.    
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Public Sector: BC Hydro  

In the public sector, BC Hydro is committed to having a workforce fully 
representative of the BC labour market by 2017 and was one of the top 
diversity employers of 2016.x BC Hydro notes that some diversity and 
inclusive strategy that are viewed to be essential for success include: clearly 
defined goals including accountabilities, reporting, measurement and 

timetables; effective sourcing and recruitment strategies; awareness, engagement, and capacity building 
activities targeted at leaders who understand the diversity strategy.  

One of the ways this company has tackled the issue of diversity and inclusion is by encouraging managers 
to hire skilled newcomers at junior-level positions, providing a defined career advancement plan, 
including timelines for performance and development reviews.xi Furthermore, it created an Aboriginal 
Education and employment strategy to engage the aboriginal community in seeking meaningful 
employment with BC Hydro. It has also gone above and beyond by reviewing its hiring process to look for 
systemic barriers which may unintentionally limit the hiring of qualified, skilled people from diverse 
backgrounds. This is a rare activity that many organizations unfortunately do not play an active role in and 

Fig. 1: RBC 2013 Diversity 

and Inclusion Report 
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so may lose out on hiring talented skilled individuals or in retaining these individuals in their organizations 
due to employee dissatisfaction.  

On a quarterly basis, BC Hydro tracks the number of its employees from diverse backgrounds, 
occupational category and career progression and annually, it runs an enterprise-wide engagement 
survey to understand how employees experience and view the organization (qualitative assessments – 
going beyond the numbers). Survey questions include how safe employees feel to voice their opinion, 
whether leadership behaviour is consistent with BC Hydro values which helps to keep leaders accountable 
and responsive to employee feedback. In addition, all BC Hydro staff have access to the Ethics Office and 
Ombuds Program, where if a situation is not consistent with BC Hydro’s diversity and inclusiveness, 
employees can report it confidentially.xii As one can see BC Hydro’s success in being a top diversity 
employer and having highly engaged and satisfied employees is not just by increasing diverse employees, 
but also by conducting comprehensive surveys on employee experience, having specialized programs for 
minorities and a separate group that can take into account employee feedbacks.  

Non-Profit Sector: United Way of Greater Toronto 

Like RBC, United Way differentiates diversity and inclusion - “At United Way 
Toronto, Diversity and Inclusion are at the core of our work. They are 
embedded in our values and integrated in our commitment to celebrating the 
unique contributions and leadership of every individual in our organization.”xiii 
Through a combination of quantitative and qualitative assessment United 

Way is a leader in reporting its D&I practices and successes. 
 
Like many organizations, United Way shares data on the number of women, ethnic minority, people with 
disability etc. But where they succeed and are leaders in is creating successful inclusive spaces and 
activities by collecting employee experiences, data from observations to see how their D&I initiatives is 
impacting their workforce and more importantly the productivity and engagement of their employees in 
the organization.  

 
 
 
 
 

Fig. 2 Values in Action: Diversity and Inclusion 

at United Way Toronto 
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Furthermore, “seven out of ten companies reported that [when it comes to leading D&I initiatives in the 
workplace] the buck stops at the C-level and their board of directors.”xiv At United Way, the CEO plays an 
active role in holding leadership team and the organization overall accountable for its D&I initiatives. 
Diversity & Inclusion are core values of United Way and deeply embedded into who they are and the 
work they do. Each staff member is required to participate in an Authentic Leadership workshop which 
provides tools and practices to explore who they are as individuals, both within and outside of their work 
environment. United Way also has a dedicated diversity team who represent a broad spectrum of 
knowledge, skills and experience and ensures that D&I initiatives are implemented and assessed 
regularly. 
 
Through examining these three unique organizations from different sectors, what has been found is that 
all three organizations have taken progressive steps (relative to other organizations) in initiating D&I 
practices in their organizations, and at the same time have made D&I a core component of their 
organizational strategic planning. Moreover, all three organizations are well-aware about the changing 
faces of our society and the need for that to be reflected within their organizations.  

Organizations of Tomorrow 

Organizations can start by focusing more on understanding what makes people feel included. Do 
employees feel they are known and valued as individuals? Are they well-connected to other people in the 
organization? Are they given a voice in decision making? Going beyond the numbers, organizations can 
collect valuable data through observations and employee surveys, polls, one-on-one feedbacks etc. It can 
also assess its D&I practices through going through a checklist that is similar to DiversiPro’s Diversity on 
Six Cylinder metrics, where organizations can focus on diversity in the board and executive level, if there 
are any specialized programs for diversity in the workplace, additional training that employees could do, if 
there are inclusive hiring processes in places etc. Hard metrics (quantitative) are vitally important, but by 
looking at the leading diversity organizations, it is clear why going beyond the numbers helps 
organizations get a better assessment and a complete story on their D&I success.  
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