
Creating & Implementing a DEI 
Strategy & Plan
A guide for HR professionals and employers

Guide Index

1. What is Diversity, Equity, and Inclusion (DEI)?
1. What DEI is and isn’t

2. Four Stages of Diversity

3. Alignment on the DEI Purpose

4. Approach to DEI Planning

5. What is Your Existing State?

6. What is Your Desired State?

2. Six Components
1. Recruitment and Talent Acquisition

2. Employee Experience: Building and Inclusive Culture

3. Training and Development

4. Customer and Employer Branding

5. Community Investment

6. Supplier Diversity

3. DEI Best Practices



Creating & Implementing a DEI Strategy & Plan 

Webinars  |  Blogs  |  Resources

What is Diversity, Equity, and Inclusion (DEI)? 
1. Diversity - Focuses on increasing the representation of protected classes, the groups that have 
historically been disadvantaged – minorities, individuals with disabilities, women, veterans, and 
the LGBTQ population. Beyond that, the definition can also include all dimensions that make 
us different – that may include diversity of economic backgrounds, education, perspective, and 
political thought. Broadening the term helps to bring together a mix of perspectives, enable 
people to bring into that discussion their unique backgrounds and experiences, and have a very 
spirited discussion, it is only then and only then, that you allow for the superior ideas to emerge. 
And that’s how you achieve better outcomes. That’s how you become a better organization.

2. Equity – Focuses on treating everyone fairly, providing equal access to opportunities within your 
organization, equal pay for equal work, and commit ourselves to removing any barriers that may 
prevent that. 

3. Inclusion – Unleashes the power of diversity. Diversity without inclusion, is like being invited to 
the party, but not being asked to dance. We can’t have diversity without inclusion; otherwise, we 
will continue to bring in diverse employees only to lose them through the back door, because they 
don’t see a future with your organization. For you to be able to grow diverse teams and harness 
the power of diversity, you need to build a culture where people feel a strong sense of belonging, 
where employees from all groups and backgrounds are accepted, respected, valued; where they 
can bring their full selves to work; and in the process contribute their best work.

Defining DEI and focusing on the meanings and how they relate to your organization and goals 
can help in the future when creating and implementing a DEI strategy. 

What DEI is and isn’t 
DEI is

• A transformation process with all dimensions of difference

• A business imperative

• Comprehensive and requires an integrated approach permeating 
the entire organization.

• Made up of multiple departments and components 

• Based on organizational diagnostic assessment

• Aligned with core values

• Including effective communication throughout the organization 

• Securing leadership support and buy-in including securing an 
executive sponsor and designate a senior executive to lead efforts

DEI isn’t
• Just about race or gender

• A onetime project 

• Run out of one department (especially HR)

• Easy or a quick fix 

• Just a compliance-based numbers focus

• A short-term need for incremental change

https://circaworks.com/webinars/
https://circaworks.com/blog/
https://circaworks.com/resources/


Four Stages of Diversity
The four stages of diversity help you to evaluate and see where you are in the graphic with the 
descriptions below. As you can see by the graphic below most organizations still fall at Level 1 of 
Compliance-Focused Diversity. 

1. Level 1 - Compliance-Focused Diversity - focuses squarely on compliance with Equal 
Employment Opportunity and the company’s Affirmative Action requirements. This may be a 
federal contractor or a state contractor who is just checking the box of what is needed to stay 
compliant in the workplace. 

2. Level 2 - Programmatic D&I – geared towards increasing the representation of specific 
demographic groups, for example, women, or minorities.   This is where companies accept that it is 
essential to do this, and that it takes time and money to improve diversity and inclusion, but they 
are willing to do it because the benefits outweigh the costs.

3. Level 3 - Leader-Owned D&I – new focus on leveling the playing field for all employees 
by eliminating systemic barriers. Leadership is engaged in the mission, and managers are 
incorporating diversity into their strategy.  This is where a government contractor takes their AAP 
off the shelf and uses it as a working system in synergy with 
its other D&I goals.

4. Level 4 - Inclusive Culture – new transformation and 
everyone is harnessing the immense power of diversity, the 
cornucopia of ideas, backgrounds and influences, to create 
business value. It is fully integrated into the business and 
all aspects of the organization – behaviors, structures and 
systems, so there is not one person or department, or leader 
who is driving it. 
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Looking to Assess 
Your DEI Program? 

Take our quick quiz

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/
https://circaworks.com/assess-your-diversity-and-inclusion-program/


Alignment on the DEI Purpose
Why is Diversity, Equity and Inclusion important to our organization?

• Diverse workplaces create a more inclusive culture 

• Employees value a diverse workplace 

• Diverse organizations are more profitable 

Approach to DEI Planning 
• Develop Method to measure current state & conduct evaluation

• Define Benchmarks & establish metrics

• Identify components & subcomponents

• Create phased timeline to align with milestones

• Develop Success Metrics – objectives and key results (OKRs) for each year

What is your existing state? 
• What does your current workforce look like? 

• How does it compare to the industry demographics? 

• How does it compare to available pools of candidates?

• Where are your gaps? 
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Tips on Collecting & Comparing Data

• Survey employees or pull existing diversity data

• Use the labor market information from the state ESDS/Job Center to drill down to 
specific occupations

• Research industry benchmarks

• Identify skill gaps/future needs

• Reference Data USA which drills down demographics by location and diversity

Diverse companies enjoy 
2.3 times higher cash 
flow per employee.

_Deloitte

2.3x
Inclusive companies are 
120% more likely to hit 
financial goals.

_Gartner

120%
67% of candidates seek 
out diverse companies..

_Glassdoor

67%

https://circaworks.com/webinars/
https://circaworks.com/blog/
https://circaworks.com/resources/
https://datausa.io/profile/geo/milwaukee-city-south-puma-wi#demographics
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What is your desired state? 
Formulate your DEI vision with some examples below 

• Organizations workforce mirrors the community it serves. 

• Inclusive culture where all employees can bring their full selves to work and contribute meaningfully. 

• Organization reaping the benefits through greater innovation and higher business and financial 
performance. 

• Diverse employees are developing and advancing at the same rate as everyone else in the 
organization.  

• Senior leaders publicly support DEI initiatives – invested and committed to the process.

• Leaders receive coaching in DEI as well as provide coaching to others.

• Organization understands the composition of its labor force.

• Organization actively identifies and advances diverse employees.

• Diverse talent can identify mentors or role models that look like them at all levels in the organization.

• Organization has a talent retention strategy that specifically addresses retention of diverse talent.

• DEI results are measured, tracked, and communicated.

• DEI is used to promote brand and reputation.

Six Components of DEI 
DEI is broken down into six components that you can then dive into for each depending on the 
size of your company as well as the importance of each component to your company. 

Don’t forget that goals should be 
developed around each component 
especially easy wins to gain 
traction around DEI. Additionally, 
the components should be 
incorporated into the strategic plan 
of the organization and shared 
with employees so that you are 
transparent in your efforts. 

Recruitment
and Talent 
Acquisition

Employee 
Experience/
Building an 

Inclusive
Culture

Training and 
Development

Customer 
and Employer 

Branding

Community 
Investment

Supplier
Diversity

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/
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Set your goals (sample goals provided below)

• To diversify our talent pipeline and hires to 
be reflective of the available talent pool in 
our recruitment area and make our hiring 
process more inclusive. 

• For intern and entry-level hires, focus on 
targeting strategies for minorities and 
women to diversity the hiring pipeline.

• Annual succession planning process 
followed by quarterly ‘pipeline calls’ 
to discuss opportunities for current 
employees to do a short-term project 
or make a permanent move into open 
positions at another operation.

• Create a comprehensive, inclusive 
approach to increase the diverse pipeline 
of candidates for open roles through 
removal of gendered language and 
accessible video interviewing technology. 

Develop method to measure current 
state and conduct evaluation 

• What does your current workforce look 
like? Demographics by role?

• How does it compare to industry 
demographics? Available pools?

• Where are your gaps?

• What is the diversity mix from your top 
recruitment sources?

• What is the makeup of your current 
candidate slates?

• How many diverse candidates proceed 
through each stage of the hiring process 
compared to non-diverse candidates? At 
what stage do most diverse candidates fall 
off?

Strategies and activities
• Establish baseline data and track 

• Diversify recruitment sources: actively 
reach out to diverse populations and 
community-based organizations. 

• Revamp job descriptions: confirm minimum 
qualifications, focus on abilities, and use 
inclusive language

• Review selection process for potential 
bias and disparate impact.  Train talent 
acquisition and hiring managers on process 
and unconscious bias. Consider using blind 
screening tools, cohort hiring, and diverse 
hiring committees.

• Review onboarding process and duration

• Diversity recruitment marketing plan

• Diversity-focused internship program

Identify potential stakeholders 
• Recruitment a Recruitment & Talent 

Acquisition Team

• Human Resources

• Hiring Managers

• Marketing

Determine phases and timeline

Define benchmarks and establish 
metrics 

• Increase in number of diverse applicants

• Increase in the ratio of diverse applicants 
to total applicants 

• Increase in number of diverse hires

• Increase in the ratio of diverse hires to total 
hires

• Increase in the number of candidate 
referrals from outreach partners

• Increase in the number of diverse 
candidates proceeding through each stage 
of the hiring process

• Increase in number of diverse job seekers 
self-identifying status/affinity

Recruitment & Talent Acquisition

https://circaworks.com/webinars/
https://circaworks.com/blog/
https://circaworks.com/resources/


Set your goals (sample goals provided below)

• To build an inclusive culture and work 
environment hat fosters belonging, full 
participation, and growth for all employees. 

• To ensure all programs offered all include 
inclusion for individuals with disabilities. 

• To create employees a safe place to bring 
their authentic selves to work and provide 
a sense of belonging.

Develop method to measure current 
state and conduct evaluation

• What is the level of job satisfaction among 
diverse employees? All employees?

• What percentage of promotions/transfers 
are going to diverse employees?

• Are there departments, positions, and job 
levels that are more homogenous than 
others?

• What is the attrition rate for diverse 
employees? Reasons for turnover? How 
long do most diverse employees stay with 
the organization?

• What is the participation rate of employees 
in company activities?

• What are employees’ prevailing attitudes 
towards the company’s level of diversity, 
inclusion, and belonging?

• To what extent do employees feel they are 
valued by the organization?

Strategies and activities
• Conduct a Diversity Climate Assessment. 

• Create Employee Resource Groups (ERGs) 
to assist with the onboarding process, 
increase employee engagement, and 
develop future company leaderships. 

• Review people practices, policies, and 
processes for disparate impact and hidden 
barriers.

• Review and update HR Manual/Employee 
Handbook.

• Develop an onboarding and new employee 
orientation process.

• Conduct a pay equity analysis.

• Hold managers accountable for retaining 
and developing high performing diverse 
teams.

• Provide career development planning 
for all employees. Identify high-potential 
diverse employees. 

• Provide mentoring and upward mobility 
programs.

• Implement a reward and recognition 
program.

• Enhance benefits and perks to attract a 
diverse workforce.

• Empower Diversity Council and Employee 
Resource Groups.

• Conduct exit interviews.
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Employee Experience: 
Building an Inclusive Culture

This is a great time to listen to employees. Setting up surveys 
and listening sessions to hear employees talk about the culture 
and what they would like can be very beneficial to help either 
find or back your goals.

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/
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Identify potential stakeholders 
• Management

• Human Resources 

• Diversity Council and ERGs

Determine phases and timeline

Measuring Inclusion and Belonging 
• Qualitative Measures:

• Attitudes: Improvement in employee 
attitudes and perceptions

• Satisfaction: Increase in employee job 
satisfaction

• Engagement: Increase in employee 
engagement and participation in 
company activities. Number of 
employees involved in one or more 
employee resource groups and number 
of employee events held 

• Authenticity & Disclosure: Employee 
level of comfort to disclose opinions, 
thoughts, feelings, and authentic self. 

• Value & Recognition: Extent to which 
employees feel the company values 
their work, ideas, and contribution.

• Quantitative Measures:

• Career Progression: Improvement in the 
rate and time of promotion of diverse 
hires

• Diversity in Higher Roles: Increase 
in the diversity mix for supervisory, 
management, and leadership positions

• Better Employee Relations: Reduction 
of discrimination grievances and 
complaints.

• Retention: Reduction in turnover rates 
of diverse hires and in general

• Business Performance:  Higher level of 
productivity, innovation, and creativity

https://circaworks.com/webinars/
https://circaworks.com/blog/
https://circaworks.com/resources/
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Set your goals (sample of goals below)

• To raise the cross-cultural competency, 
awareness and understanding of 
employees and managers on Diversity, 
Equity, and Inclusion issues to engender 
empathy, value diversity, and promote 
inclusive behaviors.

• Identify current gaps in DEI training and 
find programs that would fit the needs of 
our employees and management team. 

• To advance a strategic goal to ensure 
everyone feels respected through 
organizational behaviors that reflect 
elements of diversity and inclusion. 

Develop method to measure current 
state and conduct evaluation

• What type of DEI training is currently 
available or has been offered to 
employees?

• What opportunities and resources are 
currently available to employees to learn 
more about DEI and other cultures?

• What is the level of understanding and 
competency employees have on diversity, 
equity, inclusion, unconscious bias, other 
related concepts and issues? Where are the 
gaps and areas for improvement?

• What are the level of employee skill 
and confidence in practicing inclusive 
communication and other de-biasing/
counter-bias behaviors?

• What % of diverse employees are currently 
paired with a mentor?

Strategies and activities
• Conduct Training Needs Assessment

• Develop Training Curriculum (Foundational 
and Advanced)

• Develop/Offer a DEI Resource Library

• Develop Mentorship Program

• Make use of heritage commemoration/
affinity days to educate 

• Create forums for discussion of DEI 
(roundtable discussions, brown bag 
lunches and dialogues)

Identify potential stakeholders
• Human Resources 

• ERGs

Determine phases and timeline 

Sample DEI Training Curriculum 
• Foundational Level Courses:

• Diversity 101: The value of engaging 
with difference

• Inclusive communication practices & 
skills

• Understanding and countering 
Unconscious Bias

• Privilege and power in the workplace

• How to be an effective ally

• Advanced Level or Job Specific Courses: 

• Inclusive hiring 

• Managing diverse teams 

• Diversity-competent mentoring

• Leading like an ally

Define benchmarks and establish 
metrics 

• Percentage completion rates for employee 
and manager-level training courses

• Improvement in employee knowledge base 
in DEI

• Increase in employee cultural competency, 
understanding and acceptance of 
difference

• Improvement in staff relations 

• Percentage of diverse employees assigned 
a mentor and have tools and resources to 
be successful

Training & Development

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/
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Set your goals (sample of goals below)

• Diversity Employer of Choice. Establish 
and promote company as one of the best 
places to work for diversity talent. 

• A Diverse and Inclusive Brand. Promote 
company as a diverse and inclusive brand.

Develop method to measure current 
state and conduct evaluation:

• Employer Branding

• What does our current customer 
imagery, messaging, and tone 
reflect and communicate?  Who 
does it reflect? (Use survey, focus 
groups, interviews to get input from 
stakeholders)

• How is our employer brand currently 
perceived by diverse job seekers? What 
is important to them? (survey diverse 
job seekers)

• What drew diverse employees to our 
company? What is important to them?

• What are our gaps and future needs? 

• Customer Branding 

• What does our current employer 
brand imagery, messaging, and tone 
(website, product flyers, social media, 
exhibit booth and other collateral) 
communicate?  Who does it reflect? 
(Use survey, focus groups, interviews to 
get input from stakeholders)

• How is our brand currently perceived 
by women/minority/IWD/vets/LGBTQ/
older worker job seekers who use our 
site? Our customers? What is important 
to them? (survey job seekers and 
customers)

• What drew diverse jobseekers to our 
website? What is important to them? 
(stakeholder interviews)

• What % of D&I product buyer persona 
are women/ minority/IWD/vets/
LGBTQ? (secondary research)

• What drew customers to use our 
products and services? What is 
important to them? (stakeholder 
interviews)

• How do we compare to competitors? 
(Research industry benchmarks) 

• What are our gaps and future needs? 

Strategies and activities
• Conduct Brand Perception Survey

• Reflect D&I focus in all recruitment 
advertising, collateral, and activities

• Career site

• Job descriptions

• Leverage diverse employees for 
testimonials and events

• Identify and target high demographic 
density recruitment opportunities

• Reflect D&I focus in appropriate sales and 
marketing advertising and collateral 

Identify potential stakeholders
• Marketing

• Talent Acquisition

Determine phases and timeline 

Define benchmarks and establish 
metrics 

• Inclusive branding (imagery, messaging, 
tone) in all recruitment collateral and 
career site

• Participation of diverse employees in 
recruitment activities

• Increase in the ratio of # diverse applicants 
and hires to overall # applicants and hires

• Increase in percentage of diverse job 
seekers visiting our career website

• Increase in number of diverse job seekers 
willing to self-ID affinity

• Increase in customer base and retention

• Increase in target demographic market 
share

Customer & Employer Branding

https://circaworks.com/webinars/
https://circaworks.com/blog/
https://circaworks.com/resources/


Set your goals (sample of goals below)

• To support diverse populations and 
contribute towards the improvement of 
the communities in which we live and work 
by connecting our diversity, equity, and 
inclusion initiatives with our corporate 
giving and volunteer programs. 

• Partner with local organizations to identify 
and plan volunteer projects for groups of 
employees to provide company-sponsored 
volunteer days. 

• Provide opportunities for employees to 
volunteer and give back to the community 
through charitable giving. 

• Create a formal framework to elevate 
industries, communities, and quality of 
life for everyone through encouraged to 
donate their time and resources through 
corporate matching of charitable giving 
and paid time off for volunteering. 

Develop method to measure current 
state and conduct evaluation

• What percentage of our current corporate 
giving beneficiaries are women/
minority/IWD/veteran/LGBTQ charitable 
organizations? 

• What is the process for selecting corporate 
giving beneficiaries?

• How do we compare to industry standards/
market availability? (Research industry 
benchmarks, how many charities benefit 
minority/women/IWD/vets/LGBTQ in 
Milwaukee, MN, and DC areas)

Strategies and activities
• Identify opportunities at the intersection 

of corporate giving program and DEI 
initiatives.

• Collaborate with other businesses and 
local organizations in yr geographic are of 
operation.

• Identify impact projects that would 
positively impact diverse communities

• Mobilize employees for volunteer events

Identify potential stakeholders
• Corporate Giving Team

• Employees 

• Leadership 

Determine phases and timeline 

Community Investment 
• CEO Pledges:

• National: CEO Action for Racial Equity

• Local: Metro Milwaukee Chamber of 
Commerce Region of Choice Pledge

• Increase number of diverse hires 

• Increase number of diverse hires 
into management positions 

• Public Statement:

• Condemnation of George Floyd 
Murder, Police Brutality, and Racism

• Withdrawal of Executive Order 
13950 imposing restrictions on 
diversity training

Define benchmarks and establish 
metrics 

• Number of volunteer hours logged

• Increase in average volunteer hours

• Percentage of employee participation and 
engagement

• Money donated to support programming 
for diverse communities and non-profits 
serving diverse populations. 

• Number of business locations in low-to 
moderate-income census tracts
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Community Investment

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/


Set your goals (sample goal below)

• To diversify our supply chain to grow our 
business, provide innovative solutions, 
promote healthy competition, create cost 
savings, and improve quality and delivery. 
To communicate our diversity commitment 
to suppliers and vendors and encourage 
them to support diversity and inclusion.

Develop method to measure current 
state and conduct evaluation

• What does our supplier base look like? 
(Survey for demographic status)

• What percentage of our eligible spend 
goes to minority/women/IWD/vets-owned 
businesses?

• How do we compare to industry standards/
market availability? (Research industry 
benchmarks, how many minority/women/
IWD/vets-owned businesses in Milwaukee)

• What is our current process and criteria 
for selecting suppliers? (Stakeholder 
interviews)

• What are our gaps and future needs? 
(representation, process improvements)

Strategies and activities
• Develop a Supplier Diversity Code of Ethics

• Develop purchase order terms and 
conditions to include acceptance of code 
of ethics and EEO/DEI statement

• Establish a process for vetting and 
selecting suppliers and vendors 

• Establish a process for recertifying 
suppliers and vendors 

• Outreach to diverse suppliers and vendors

Identify potential stakeholders
• Procurement

• Controller

• Leadership

• Accounts Payable/Finance

Determine phases and timeline

Define benchmarks and establish 
metrics

• Increase in percentage of eligible spend 
with diverse suppliers

• Expansion of procurement channels for 
goods and services to include women/
minority/IWD/vet-owned suppliers

• Number of outreach events attended/
hosted to seek diverse suppliers

• Number of new diverse suppliers added

• Cost Savings from utilizing diverse 
suppliers (utilizing diverse suppliers 
increases competition, impacting overall 
cost)

• Market share/penetration for diverse 
suppliers

• Suppliers agreeing to Supplier Diversity 
Code of Ethics 

• Increase in the number of Business 
Partners and Suppliers that make Diversity, 
Equity, and Inclusion a priority.
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Supplier Diversity
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Sample Graphics for Planning DEI Components 
These are sample graphics you can use to easily lay out each component of DEI and then lay out 
your goals, targets, tactics and metrics for each. Additionally, you can lay them out into a timeline.

https://circaworks.com/diversity-outreach/
https://circaworks.com/assess-your-diversity-and-inclusion-program/


Conduct research and build your business case for DEI.

Secure support and buy-in from Executive Leadership Team.

Set goals that align with your company’s business goals. 

Adequately resource and prioritize DEI in your budget.

Ensure all departments support and contribute to the DEI OKRs. 

Embrace DEI as a transformation process. 

Endeavor to staff public-facing positions with diverse employees to mirror your customer 
audience.

Staff project development teams, customer service teams, sales and marketing teams with 
diverse staff to help connect with diverse customers and bring out the diverse voice and 
perspective.

Seek opportunities to drive innovation and encourage diversity of thought in ideation and 
decision-making.

Create a robust communication and marketing plan to share DEI goals and initiatives with 
internal and external stakeholders.

Track and measure progress. Use technology to collect data and share progress reports.

Stay up-to-date on regulations, and developments, and trends.

Make DEI a shared responsibility.
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