Human Equity Dividends:
A Case Study |

by Suserrt Lavson

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

distributor (the Division} launched a ransformational process to build and sus-

tain an equitable and inclusive workplace that would enhance its business
results dramatically.

Pant of the challenge (and what makes this case study noteworhy) lay in
implementing this change in a country with over ten official languages, even more
cultures, and a long and globally scrutinized history with racial issues. The goal of
the five-year effort was to ransform the Division into an inclusive, equitable work
place and realize specific, measurable business dividends by 2006. To date, the
Division has been rewarded for its initiatives with one coveted award for achieving
best business results world-wide in 2003 (beating approximately 100 other divisions
in both business volume and profitability) while simultaneously increasing their
employee engagement scores by over one third (the highest survey results in the
global parent organization).

What follows is a description of the framework used 1o achieve these resulis,
some of the techniques and tools used, the milestones achieved, and why this

experience stands out as a best practices process.
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Framework/Milestones
2001-2002 : Visioning

At the foundation of the transfor-
maticn for the Division was a staged
onganizational change process (devel-
aped by consultant, TWI called The
The Todal Equity Salution (TES).

The Divisions vision was o b
recognized as the st division in the
global organization by doubling their
revenue contribution over five years
angd becoming a prefermed employer
tox retadn and attract the top talent they
wiolbd need to reach their goal. In this
phase, the link between reaching
agaressive business goals and tapping
the potential of a diverse workforce
had 1o be put on the Division's lead-
ership agenda: for the President and
his direct reporis, people issues could
no longer be just concermns for Human
Resources; they represented a com-
potitive advamage. Bocoming a ‘great
Mace © work” became a4 new poople
strategy, critical to increasing huture
business  volumes amd  profitabdlicy.
Tox this end, during the first stage, the

Division's leadership realized six mile-
stomnes:

1} Developing a commion viskon of a
‘great place to work” that integrated
the concept of fair treatment of all
cmployees. Leadership set aside their
conventional notion of equal treal-
ment af peopke and embraced a new
concepl based on equity as well as
respecting, accommodating, and valu-
ing differences.

2} Articulating a compelling business
case, They wanted o achieve two out-
comees: (1) to attract, develop, and
retain the talent needed to deliver the
growith that would make them ‘mom-
ber one’, and (2) to bulld a workforce
that reflected thelr customers so as o
better wnderstand and  satisty
customers”  diverse  nesds.  This
conversation moved the mationale tor
diversity well beyvond representation
te bottom-line business measurements.

3} Gathering data and setting goals
necessary o demonstrate  dividends

TES Process™
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Proper metrics would
be essential for
demonstrating
dividends from the
business case to
garner sustainability
from leadership
long-term.

...This initiative,
however, took the
extraordinary measure
of also exploring the
attitudes and
competencies of
divisional leaders,
collecting data

to use as a basis

for leadership
accountability.

from their business case, Senior
leaders evaluated how the organiza-
tion was currently operating in terms
of supporing an equitible work envi-
ronment, compared it with their
vision, and esmablished goals for
mowing towards their ikdeal. For this,
they used The Equity Assessment, a
1ol that scores an organization along
a  five-point  equity  continuum,
Executives raed the organization just
below Level 2 (addressing historically
disadvantaged groups is the right thing
to do) and set the goal of moving to
Level 4 (equity is a core organization-
al value that is fully integraed and
sustainable) by 2006,

4) Establishing a clear understanding
of the role and responsibilities they, as
leaders, would have w play in the
ransformation  process,  Leadership
recognized thar their personal invohoe-
ment was critical 1o keeping the vision
alive if they were 10 move dlong the
equity continuum o Level 4, The
President (the first South African-bom
employee 1 hobd the positon) and
the YFP responsible for diversiny
became  enthusiastic, impressive
agents of change, and their commir-
meent influenced the other members of
the executive team,

5) Creating an infrastructune  and
allocating funds o suppon and drive
the change process. The Division
Formed a high-level sgeerdng commitiee,
chaired by the VP for diversity, with
the President acting as execulive

sponsor.  In this way, they strength-
ened the credibiliny of the diversity
function and ensured regular access
o the wp of the organization, The
steenng commdtee, in mrn, reached
out i the emplovees and invited par-
ticipation in a Diversity Adwvisory
Couneil.

) Building a broad base of under-
standing and buy-in, first among all
managers and then amaong all employees.
An organization-wide communicition
plan was highlighted by a seres of
awareness workshops held over a
period of six months in 2002, One
hundred managers and 400 associares
artended a rwo-day tmining program
where consistent messages around the
vision, the meaning of equity, the
business case, and the executive
ERm's Commitment were explained.

2002 : Validation

The next stage of the change
process involved collecting quantita-
tive and gualitative data as a baseline
for ongoing measurenent, The
Division recognized that proper
mietrics would be essential for demon-
arating dividends from the business
case to gamer sustainability from lead-
ership long-term,

Dt collection wols  helped
assess the fairness of onganizational
palicies and processes—a  coOmMMmOn
practice of HR audins and emplovment
system  reviews, This  Division's
inititive, however, ook the extraondi-
miry measure of also exploring the
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attitudes and competencies of divi-
sional leaders, collecting data that it
was preparcd o use as a basis for
leadership accountability.

The Division ook advantage of
AWaAreness training sessions o lever-
age data gathering, using two primary

toels:
= An Fquity Assessment  contrasted
Mmanagers’ and employees’

perceptions of  the  current
organization with those of the
executive team. (Not surprisingly,
there were significant differences in
the way groups positioned the
oompany on the equity continuuam.)

» A Dhiversity Quotienl measured
levels of employes satisfaction and
perceplions of faimess across a
wide range of policies and practices.
Some of the most interesting
findings addressed discrimination
and perceptions of opportunities. for
advancement for different groups in
the oreanization.

In addition, the President and his
direct repons completed varous tools
to assess thelr effecivencss as equi-
table leaders and to better understand
the talents required 1o be successful in
the Division. Por example, each mem-
ber of the leadership team completed
a 30 assessment tood designed o
MeasUre seven Core  competencies
related o effectively leading in a
diverse work environment. Results
pointed to dignity and respect as a
necded key competency  for  the
excoulives (scores were lower than
NEOCmS).

Because data gathering in the fall
of 2002 coincided with an organiza-
tion-wide employee Engagement
Survey, the leadership benefited from
the integration of all resulis for 3 come-
prehensive  snapshot of the overall
Division, Once feedback was studied
by the President amd his direct reports,
it was shared with front-line managers;
the most credible sounce of informa-
tion for emplovess, Managers used a
comprehensive  suppon package in
their listening sessions with employ-
ces, and lunch-and-beam discussions
were held o augment the process and
gather employee feedback,

2003 & 2004 : Opportunity
With all the data collected and

analyzed, scnior leaders Ffaced some
brutal facts not only about their ongan-
fzation but abowut their individual
behaviours. In early 2003 they began
the process of identifying key oppor-
tunities for change, with five areas as
priorities:
Satisfaction with work
Leadership
Communication
HR policies and procedures
Dliscrimination

The cxecutive team considercd
obstacles and developed  strategies
that woulkd bridge the gap 1w a Level 4
onganization by 2000, An Equity Index
provided them with an accountability
framework For Four types of goals
o be achieved, cach with specific
objectives, timetables and success
metrics:

Cass Study

“We've launched a
major transformation
process within this
organization, and I'm
delighted with the
results so far. Our
strategy clearly
contributed to our
outstanding business
results in 2003 and
I'm excited about
working to achieve
our longer-term
objectives.” -pivision CEO

Profiles in Diversity Jowrnal  JanuanyFebruary 2005 43



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 eguity
index measurements and Level &
by 2006, Many elements of the
transformation plan will break
new ground for both the
organization and its leaders,

In zo05, a strategic sourcing
imitiative will allow the
organization to access and build
a pipeline of diverse talent to
populate leadership and feeder
groups based on organizational
' as well as skills and
experience. Ongoing reviews
and reatignment will be
important over the next two
years [0 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 eguity index. The eguity
assessment will be used in both
2006 and 2006 (o manitor
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,

QUANTITATIVE

* Increpse representation of turget
Eroups (o party

# Improve retention for all
demographic groups

* Dramatically reduce number of
harassment and discriminaton
complaints

= [nerease the diversity of feeder and
MENAZETIE EroUps

OUALITATIVE

s Improve engagement scores with
a focus on comamunscaibon,
leadership, and commitment 1o
dliversiy

= Achieve Level 4 on the Equiny
Continuum

MACRD EXTERNAL
= Achicve top ten ranking in
External

BEST EMPLOYER SURVEY

¢ Comply with Employment Equiry
legislation

= Sumpassing Equity Continuum nomms

MICRD INTERNAL

= Achieve Level 4 on the seven core
competencies of equitable
leadership for all managers.

With the goals amd success met-
rics identified, the Steering Commites
and Diversity Advisory Council set out
o build a three-vear roadmap to detail
the action plins and annual mile-
stoncs to be achieved,

2004, 2005, 2006 :
Transformation & Sustaining
Success

At this point, the rcadmap o
Level 4 has been wrinen, and several
key elements have already been exe-
cuted in the transformaton prooess
amdd subsequent sustenanoe:

An extensive and comprehensive
HE policy and practices audit was led
by the Division's Diversity Advisory
Council. A new policy manual has
been prepared along with a commu-
nicition plin 1o ensure all managers
and emplovess have access o the
updared document. The policy and
PrLCTiCes environment now represents
‘best practice” for the African conti-
nent and the globwl organizion

Building equittble leaders will be
an ongoing feanre of the roadmap,
Cuanerly executive mestings with the
President continue; team building and
coaching are now fully integraed into
the leadership agenda. ['DJ

Bawed on an fndervierr with Trevor
Wilscers,  Presidens, TWI Inc., ihe
constalicnt working with the Division
ol this rrangformaiion, Trevor Wilson
s one of Coanadda s leading eonsultants
on fenier of equily in by wonliplace,
and most recendly awibored Diversity
at Work: The Business Case for Equity
{fabre Wiley & Sons),
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