
Human Equity Dividends: 
A Case Study 

l>)' Susan lat$i0t1 

I
n 2001, the South African Division of the world's Jarges1 soft drink producer and 

distributor (the Division) launched a transformational process to buiJd and sus• 

rain an equitable and inclusive workplace that would enhance ifs bwiness 

results dramatically. 

Part of 1he challenge (and what 1nakes this case study notewonhy) lay in 

implementing thls change ln a counuy with over cen official languages, even more 

cultures, and a long and globally scrutinized hismry with racial issues. The goal of 

the five-year effon was ro t.ransfonn the Division into an inclusive, equitable work 

place and realize specific, measurable business dlvklends by 2oo6. To date, the 

Division has been rewatded for its initiatives w ith one coveted award for achieving 

be.s1 business results world-wide in 2003 O>eating approximately 100 01her di\'isions 

in both business volume and proflrahlliry) while simultaneously increasing their 

employee engagement scores by over one third (the highest survey results in the 

global parent organiz::uion). 

\Vh:u follows is a descripdon of 1he framework used 10 achieve these resuhs, 

some of the techniques and mols used, the milestones achieved, and why this 

e"perience srands out as a beSl praaices process. 
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Framewortc/Milestones 
2001-2002 : Visioni ng 

At the found:ation ol the tmnsfor­
m:uion few the Division was :a staged 
organi1.:uioo:al ch:ange pl'OC("S,5 (devcl­
opc..4<1 by consultant, TWI) cnlkd The 
The Tocal Equity Solutk>n (TES). 

'Ole Division's vi.'>ioo was to be 
r«<>gni,:ed as the bdc division in the 
gk>ba,1 org;aniz:ation by doubling their 
revenue contrlbudon O\'er (h-c )'Cats 

and becoming a prdcm:d cmplo)'cr 
to retain and :attrnce the top mlent they 
,vookl need to reach their goal. In this 
phase, the Unk between rt"'.lchlng 
nggrcs.sivc bus.ines.s go:als nod tapping 
the potend:al of :a dl\'crsc ,vorkforcc 
lud to be put on the OiYLsion's lead­

er.ship :agenda: ror the Prcsklcm and 
his direct repons, people ~ues could 
no k>ng<.-r Ix just C'OIK'('fflS for Human 
Resources; th<..-y reprcscntt.-d :a com­

pcdtlve :advan1age. tk.-coming a 'great 
pl:ace to work' bixamc a new people 

~rntegy. crltbl to Increasing future 
busin~ volumes :and profiL'lbillt)'. 
To this end. during the A~ st:i.gc, the 

Division's k'adership rcali.zed six mile-­

stones.: 

I) Developing :a common vision or a 
·gmu pl~ to work' that integrated 
the concept of (:air trc:ttmcnt of all 

c:mplO)'CCS. Leadership Sd aside their 
convcntiona.l notion or equal trc11.1-
mcn1 of pcopk- and c mbr:accd a new 
concept 00.scd on equity as ,vcU as 
respecting, acrommod:ating, and v:du­
ing differences. 

2) Micubring a compdllng buslnes.s 
Cl.SC. 1bey w:anted 10 :achk\'C l'\\'O out­
comes: (I) to :inract, OO·elop, :and 
reuin the talent needed to ddivt>:r the 
growth th::u wouJd m:.akc them 'num­
ber one'; and (2) to bulk! a \Vorkforcc 
that rt.·(kcted thdr cu~omers so as co 
bcuer understand a nd $1llsfy 
customeo' div<..'l"SC needs. Thi.,; 
oon,·cmtion moved the r:ationale ror 
divt"f'Sity ,...-ell lx.-yond rc-ptescntatlon 
to bottom-line busin~ mcasun::mcnu. 

3) Gathering d:ata and setting goals 
necessary to demonstrate dMdends 

Cas• Study 

TES Process,,. 

VISIONING 

V41.10AflON 

OPPORTUNITY 
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Proper metrics would 

be essential for 

den1onstra ting 
dividends fro1n the 

business case to 

garner sustainability 

from leadership 

long-term. 

... This initiative, 

however, took the 

extraordina1y 1neasure 

of also exploring the 

attitudes and 

co1npetencies of 
d ivisional leaders, 

collecting data 

to use as a basis 

for leadership 

accountability. 

rrom their business case. Senkw 
le:aders cv:llu:ned how I.he org:an17-'I• 
1.ion was currenl.ly opcr.u.ing in terms 
<JI supponing ao equit::d.>re work envi­
ronmem. compared il wilh 1helr 
v lsloo. and esublished 3021s for 
mewing tOW2rds 1heir ide:ll. For this, 
they used The Equity Assessmen1, :t 

tool that SOOte$ i ,n Of8.tni.ution along 
a five-point equity oootinuum, 
Executi\·es rat.e<I the oc:g:anit:uion jll9: 
below Le\'el 2 (:lddre...iing hiStorially 
dis,d\':aruaged groups is the fi8ht thing 
10 do) and sec the goa.l of moving to 
t.c,ttl 1 (equity is a COfC Of8:l.niution• 
al value that is fully uuegr.ued .ancl 
SUSl2in2ble) by 2006. 

-0 Establishing :a cl~r undersundin.s 
of the role and respon.sibilides they, a.s 
leader$, would have to pb.y in 1hc 
1ransfonua.lion process. LeaOership 
recognized th:u their personal invoJve.. 
1neM w:as cri1ie:il 10 keeping the visi,on 
:tli\.-e if 1hey ~ 10 move :'! lo ng the 
equily continu"m tO Level 4. 'O)C 

Prcsiden1 (lhe fU"SC Sovth Afriean-bom 
emplO)'t'e lO ookl the p()Sition) and 
d,e VP responsible for <liversi,y 
became c nthusias1ic, impres.sivc 
ageol$ of ctun.se. :and 1heir oommil• 
men1 inlluenc«l lhe 0th.er member$ of 
che executive team. 

5) Creating an mfrJMrvcture an<l 
:11llocating funds 10 suppon and drive 
the ch:ange PrOCeSS. The Division 
bmed :a high·IC\-el ~ecrillg c:omn,iuee, 
chaired by lhe VP for di\'1!11ity, with 
the President ati.il\8 as executive 
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Spol'l$0r. In 1his w:iy, they Strength• 
ened the credibility or the diversity 
(unetion :ind er\Sl.lred rcgul:2r :lCCCSS 
to tlle 1op of 1.he organi.zadon. The 
steering committee, In rurn. re:.tehed 
out to 1he employtts 2nd Invited p,tt­
tidp.11ion in 1 Oiversit)• Advisory 
Council. 

6) Building a broad bra,:;c or under• 
S12odlng and ~y-tn, firsc among au 
man:a.ser-s :tnd then among :al ~oees. 
An ~ rti7-1.lion°\lo'ide coinmunic:u.io rt 
plan was Mghlighted b)• a series cl 
awatene$S "'Ork.shops held O\'cr a 
period of sue monchs m 2002. One 
hundred man.1gers and 400 :assoc:ta1cs 

:11rrended a rwo,,d:11y 1r2irtin.g program 
where col'l$i5tetw mess:tges 2round tJ,e 
\ 'iSiOn, the 1neanin.3 of equily, the 
business c;1.se, 2nd lhe executive 
teaan·s c:ommilme'lll were expl2inocl. 

2002 : Velldatlon 
The next St.'8e of the ch.1nge 

pr00e$S im'()J\'ed (X)ll«ting (lu.'Ullita­
liVC and qu.1litlti,·e d:ua as a b.,1s,elinc 
for ongoing measuremeru. The 
Divis.ion recognized thal proper 
metric$ would be e$St:n1i.1I for demon• 
SCr.l1.in_g dividends (N)m the bvsine5$ 
oase to samer sustainability from lead.• 
erShip IOft8•tenn, 

Oa1a colleaion tools helped 
.1.ssess the faimeSS of organization.11 
Policies and processe$-4 commo n 
J)r.'.lctice of HR :l.uditS :ind empk)ymeru 
sys1em review,. Thi.s OMSion·s 
initialh'C, 00'\\'t\'tr, look lhe e:araordi• 
nary me.I.Sure or also exploring the 



auirudes and competencies of divi• 
s ionaJ leader$. coUccting data dw d 
was prepared to U$C as a 005b for 
leadership accountabilit)'. 

1'he Oivi$k>n took advan1age ol 
awarcnes.s training ~Oil$ to lever• 
age d:t.ta gathering, usiog tw0 primary 

coobc 
• An Equity ~IU contraScd 

managers' a nd emplo)·ecs' 
perceptions or the current 
organiution with those or the 
cxccuth 'e team. {Not $Urpri5ingly , 
thcte were signif'icanl differences in 
the way groups positioned the 
comJXIO)' on the equity continuum.) 

• A Oh:ersit)' Quoticm measured 
lcvt-ls or employee satisfuction and 
pcrccpcions o( fairness a~ a 
\\'Ide range or policies and practices.. 
Some or the most inlctt"Sting 
findings addressed discrimirunion 
and percqxk>ru o( opportunities ror 
advaooemcnt ror difrett"llt grou1>5 in 
the organization. 

In 3dditlon, the Prcsidc-nt and his 
dlrccc tt"pons completed various tools 
to assess thclr effective!~ as cqui• 
table leaders and to better undersand 
the talents requi~ 10 be successf'uJ in 
the Division. Pot enmplc, each mem­
bcf- d the lcadershJp team completed 
a 360 asses:sment tool designed to 
me:asure seven core competencies 
rd.'ltttl to effectively kading in a 
dh'ffSe work environment. Rcsuhs 
pointt"d to dign1t)• and respect a.s a 
needed key competency for the 
executives (scores were tower than 
norms). 

Bccau:IC dat.:i g.tlhering in the foll 
or 2002 coincided with ~n ocgaruza. 
tion•widc employee engiigcment 
Sun •ey, the leadership benef11.ed from 
the integration of all resultS for a oom, 
prehensive snap.sh0t of che over.111 
OivisKIO. Once ree<t»,ck wa$ scudied 
by the Prt:$idcnt and h is dir«t rcportS, 

it w.a, 311.ircd "ith front•linc ma03,gcrs; 
the most credl)le souree of inf'orma, 
tiOn r0r employees, Managt'f'S used :i 
comprche-n$i\·e suppor1 pack.:\ge in 
their lisccning $C$$i00$ wilh emplO)•· 
ccs.. and lundM1.nd,k-a.m discu!SiOJlJ 
were held lO augment the pr0CC5,,'i and 
gathtt emplO)'CC reedbact.. 

2003 & 2004 : Oppoltlnity 
W'flh all the data collected and 

anatyzcd, senior leader, faocd :some 
brutal f'aas noc. only a~t their organ• 
il:atlon but about their individual 
bchaviOurs. l.n f'.lrly 2003 dley began 
the proc:;eu of identifying k<:)' oppor• 
runitics for change. wi1h frve areas as 
prioritie.s: 

• Satisfaction with work 
• Leadership 
• Communication 
• HR policie5 and procedures 

• Discrimination 
1ltc CXCCUri\'C (C2,m considered 

obstacles and developed $Crategic-s 
that \1/'0Ukl bridge the gap to a te,.-cl 4 
org:aniution by 2006. An Equity Index 
provided them with lll1 .ic:courubility 
fmmcwork for four l)'pe.5 or gocal$ 
to be achicv«I, ca(h with ,pecif,c 
objecti~ , timetables and succe" 
mcui.a. 

C••• Study 

"We've launched a 

1najor transformation 

process within this 

organization, and I'n1 

delighted with the 

results so far. Our 

strategy clearly 

contributed to our 

outstanding business 

results in 2003 and 

1'1n excited about 

working to achieve 

our longer-tenn 

objectives. " -DiVL<ion CEO 
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Case Study 

Summary/Status 

While the Division has made 

significant progress and been 

recognized for its outstanding 

achievements, major gaps still 

remain to reach all the equity 

index measurements and level 4 

by 2006. Many elements of the 

transformation plan will break 

new ground for both the 

organization and its leaders. 

In 2005, a strategic sourcing 

initiative will allow the 

organization to access and build 

a pipeline of diverse talent to 

populate leadership and feeder 

groups based on organizational 

'fit' as well as skills and 

experience. Ongoing reviews 

and realignment will be 

important over the next two 

years to keep the organization 

on track. In 2004, the Division 

resurveyed using employee 

engagement and diversity quo­

tient instruments as checkpoints 

for qualitative measurements on 

the equity index. The equity 

assessment will be used in both 

2005 and 2006 to monitor 

progress along the equity 

continuum. and in 2005 the 

organization will also apply 

to be recognized externally as 

one of the top 10 employers 

in South Africa. 

QUA lf TITAllV( 

• lntte:t.$C represenwHon of t.'lrget 
groups fO parity 

• ltUPfO\'t R:tentiOn ror ~II 

~phk:g,wps 
• Ot2m:111k:.'tlty reduce numl;,er or 

hat:1ssment :ind discrimination 
co1,1pbinis 

• lncre2se Lhc d i\ •ersit)' of feeder :lnd 
100.naS,tement i;trou ps 

QUAl l TATIV( 

• lmpro\-e eng;agement scores with 
a focus on conunu.nkadon, 
lc:Klctship, and commitment 10 
diversity 

• Achieve 1.£.·vel 4 on the Equity 
Continuum 

M ACIO UTtllfAl 

• Achieve 1op ten r:ankin3 in 
Elctcm:il 

UST EM P l O'l'U SUIV[T 

• Cornply wilh Employment £quiJy 
legislation 

• SU,passin3 Equity Conlinuum n~ 

MICRO llfTUNAL 

• Achte\'e Level 4 on t~ seven core 
competencies or equiJab!e 
leadership ror all mana.ge:rs. 

With 1.hc JtO'.tls and success n)CI• 
rb lderulfltd. the Steering Committee 
and Diversify Advisory C.OUndl set OU1 

10 butld :1 three-.ye:ar roadmap to decail 
the action plans :l.nd annual mile­
scones to be achie\'cd. 

2004. 2005, 2006 : 
Transformation & Sustaining 
Success 

At this poilll:, 1he ro:i.dnup to 
Lc:\'el 4 h:u been wriucn., and several 
key c lements h:ive :lll'C3dy been exe­
cu1ed In 1hc 1rnnsrorm11k>n process 
and s ubsequem sus1erumce: 
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An extensive and contp«"hcnsi\.-e 
HR policy :ind prncc~ audit was led 
by I.he Divi:sion's Dive-I'll~ Ad\'isory 
Council. A new policy manual h.t$ 
been prepam.J along w~, a comrnu­
ni('atiOn pl.'ln to ensure all tnaJ\3$erS 
:ind empl~ h:a\'e :icces.s 10 the 
upd:ued docuinent. Tbe PoliC)• :ind 
pr-JaieeS environment now represe~s 
·l)es1 pr.'tCCicc" for the A/rie"an conti• 
1lent and the global Ofs;ll'l.iz:lliOl'I. 

8uUdif\g equit.1;bfe le:tders ,vm be 
:an ongoin8 re:inJre of 1he ro:"tmap. 
Quanetly execu1ive ~in3s with 1he 
PresideM c:on1inue; 1eam building aOO 
co:tching :a~ now fully integ.r.ued in10 
d.e Je-,1<lership ageod:i. POJ 

&u«I on a,, f111err:ie1v u:itb 7>-ct.'Or 

UIJ/$011, ~sidenl, 1'r'I Inc,, tbe 
C()11$lllWnl U!Orkit:g u:itb lbe Dll.Ji$i()t1 

011 tbfS 1m,l!{onna1ton. 1h?wr W1lso11 

fS 011eof Ca11ada:f leadtug oo,,m1ltattl$ 

Ott f$$ttet of cqt.tll)' l11 the u'-Orllplnat, 

n,id mMI rece1111)• autborwl Oivel'$ity 
at 'M:H'k: 11,e DltSincss C.1se ror Equity 
(/<Jim Wf/ey 6 S<,,,s). 


