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The pandemic and social justice movements have fundamentally

impacted diversity, equity and inclusion for IT. CIOs must instill

innovative DEI methods into their recruitment strategies and talent

initiatives and redefine measures of success.

Overview

Key Findings

Recommendations

As part of their responsibilities for leadership, culture and people, CIOs need to ensure their

DEI-focused talent acquisition initiatives deliver business success, as follows:

In the wake of heightened visibility of social movements, organizations are starting

to focus more on diversity, equity and inclusion (DEI). Many CIOs want to attract

diverse IT talent and increase inclusiveness in their teams, but they lack the

information and methods to do so.

■

The pandemic has diverted attention, and it has slowed progress on advancing

talent acquisition initiatives with a focus on DEI in IT. Yet, even before the pandemic,

evidence shows that organizations were not putting enough effort here.

■

Most DEI-focused talent recruitment initiatives lack meaningful and measurable

targets and clear business outcomes. Without specific well-developed metrics, CIOs

will always struggle to assess the business value and benefit of DEI in IT.

■

Attract diverse talent in partnership with HR by defining recruitment success

measures, establishing a “return to work” initiative, and collaborating with diverse

institutions. Traditional approaches are not enough.

■

Establish equity by implementing a set of bias elimination techniques and upping

the level of transparency in compensation and benefits.

■
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Introduction
One of the silver linings from the pandemic and social unrest in 2020 is the widespread

realization of the importance of diversity, equity and inclusion. DEI moved from being a

compliance function of the HR department to becoming a key strategic objective for the C-

suite. The pandemic lockdowns had profound effects on workplaces, altering how work

gets done. For some, work, home, school and caregiving were suddenly merged into one

location. For others, everything from living arrangements to whole livelihoods was

disrupted in efforts to mitigate exposure risks while maintaining essential public

services. 1 In May, the killing of George Floyd and the Black Lives Matter movement that

followed brought racial injustice to the fore. These events served to bring DEI into

mainstream consciousness, at last.

Prior to these watershed moments, many corporate DEI initiatives were stalling, as the

energy around the #MeToo movement had waned and the inevitable wearniness and

backlash set in. In high-stress and volatile environments, DEI fell by the wayside and

organizations weren’t intentional about decision making. To back this up, our research

from an early 2020 Gartner survey (see Survey Analysis: Diversity and Inclusion

Programs), indicates that more than half of respondents said their organization is not

putting enough effort into diversifying the workplace (54%). Also, lack of measurable

diversity and inclusion targets was seen as the most common barrier to program success.

Yet, there is hope. The events of 2020 have restored a sense of urgency to renew and

expand the commitment to DEI in IT and across the organization. In the aftermath of

George Floyd’s death, executives and their organizations across the globe came out in

force pledging to rid their organizations of racism and take more action on DEI. 2

Employees are on board too with 9 out of ten committed to taking action on DEI

initiatives. 3 More encouraging, as societal preferences evolve, a DEI-related focus is

becoming more important to a company’s bottom line. Organizations are waking up. One

example, BlackRock, the world’s largest asset manager, plans to push companies for

greater ethnic and gender diversity for their boards and workforces, and says it will vote

against directors who fail to act. 4

If 2020 was the pledge, 2021 will be the year of committed action. CIOs can use the

events from 2020 as a DEI platform in their organizations, by evaluating, renewing and

extending existing initiatives and starting new programs (see Figure 1).

Amplify inclusion in recruitment by applying a set of changes that focus on culture,

assessment and job requirements.

■
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In this research paper, the focus is on talent recruitment. Future publications will focus on

DEI retention approaches and building connections through DEI both across the enterprise

and into the broader community and society.

Figure 1: Revamp IT’s DEI Strategy With Progressive Talent Acquisition

Struggling With the DEI Business Case? Start Here.

It’s been proven that diverse teams and organizations are more successful, they

outperform organizations that aren’t, and they’re more profitable. 5 The business case

should not be in question. However, if you’re at the beginning of your DEI program, or at a

point where renewed justification is needed, our research can help. See Building the

Business Case for D&I in Your Client Groups and Making the Case for D&I During an

Economic Downturn. Also, see Gartner’s EPIC Program — Call to Action to Achieve Gender

Pay Equity. For a starter set of metrics and measures, CIOs should investigate the D&I

Metrics Universe and Ignition Guide to Selecting and Communicating Diversity and

Inclusion Metrics to assist in driving accountability in IT.

Analysis
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Recruit Diverse Talent

Gartner defines diversity as “a collective mixture of differences

and similarities (e.g., individual and organizational characteristics,

values, beliefs, experiences, backgrounds, preferences,

behaviors).”

The technology and communications sector, both corporate IT and technology

companies, is the most important vertical industry on the face of the earth in 2021. It

generates trillions in revenue, drives consumer spending and controls the channels of

communication and information worldwide. Tech, us, you, CIOs, CDOs, everyone with a job

at Facebook, Google, Gartner, Amazon, Microsoft and the rest has a special obligation to

respond to this rolling set of crises.

Promoting diversity inside corporate IT and in technology companies will have an

outsized, positive effect on society, in addition to all of the proven, documented,

indisputable benefits it will have for your organization and its stakeholders. However, not

enough is being done. The results from a Gartner D&I study show this (see Figure 2).

This research note is restricted to the personal use of teyler@vitechinc.com.
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Figure 2: Organizations Are Not Doing Enough With Diversity

To help increase DEI focus in attracting and recruiting IT talent, CIOs should begin with the

approaches described in Table 1 and track progress with the measures outlined.

This research note is restricted to the personal use of teyler@vitechinc.com.
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Table 1: Diverse Recruitment Actions and Measures

(Enlarged table in Appendix)

Example: Return to Work

The TechUPWomen Program, led by Sue Black, focuses on training women from minority

groups into tech careers. Working closely with industry, the TechUP team creates a

program tailored to industry needs, while also ensuring every participant gets an amazing

learning experience. 7

Establish Equity

Gartner defines equity as “Fair treatment and equality of access to

opportunity, information and resources for all, while striving to

identify and eliminate unfair biases, stereotypes or barriers that

may inadvertently exclude underrepresented employees.”

This research note is restricted to the personal use of teyler@vitechinc.com.
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The equity challenge has become crystal clear during the pandemic, with COVID-19 acting

as a catalyst, amplifying previously ignored, or unaddressed, inequities. Our research

shows that organizations are making strong signals of positive intent when it comes to

race (see Figure 3). It’s important to keep in mind that all aspects of diversity should be

included in the equity conversation. CIOs must grasp this opportunity to firmly instill

equity into the talent acquisition processes in their organizations. They may never have

such a moment again.

Figure 3: Organizational Response to Racial Injustice

This research note is restricted to the personal use of teyler@vitechinc.com.
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Embed Equity in Recruitment Practices

Traditional recruitment programs are not quite as equitable in opportunities provided as

one may think. There is typically individual and structural bias laced throughout each

phase of the recruitment cycle in favor of socially dominant identity groups (for example,

candidates identified as male, white, able-bodied). CIOs must work with HR and leverage

technology to ensure equity is designed in! An important thing to note is there are no

specific metrics that directly measure equity; rather equity is correlated with diversity goals

and inclusion scores. Thus, an issue with diversity or inclusion can most likely be traced

back to an issue with equity somewhere within the organization. That being said, there are

measures you can track that give insight into levels of equity in the organization, albeit

indirectly.

CIOs can consider the actions and associated diversity measures to target in Table 2.

This research note is restricted to the personal use of teyler@vitechinc.com.
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Table 2: Equitable Recruitment Actions and Measures

(Enlarged table in Appendix)

Examples: Job Postings

Google runs its job postings through a bias-remove tool, and this has resulted in an 11%

increase in applications from women. 9

At adidas, women leaders in IT are involved in all steps of the process of writing job

advertisements to reduce the presence of unconscious bias, and are well-represented as

interviewers in the hiring process. In adidas’ words: “Speak Her language, convince Her to

apply, and get Her in the door for a conversation.”

This research note is restricted to the personal use of teyler@vitechinc.com.
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Amplify Inclusion in Recruitment

Gartner defines inclusion as “the achievement of a work

environment where all individuals feel respected, accepted,

supported and valued to the degree to which diverse individuals

are able to participate fully in decision-making processes and

development opportunities within an organization.”

The impact of COVID-19 has redefined inclusion in many ways, especially when it comes

to recruitment. But what does inclusivity in recruitment really mean? It is the process of

connecting with, interviewing, and hiring a diverse set of individuals through

understanding and valuing different backgrounds and opinions. It should be intersectional

and consider more than just gender or race. An inclusive recruiting environment considers

how different experiences, opinions and values can work together to achieve a common

goal. Figure 4 highlights some of the barriers faced when recruitment is not inclusive.

Figure 4: Hiring Process Excluding Skills Talent

CIOs, with this heightened awareness, must look at ways to remove these barriers and

make the process more inclusive for all. Table 3 offers some recommendations.

This research note is restricted to the personal use of teyler@vitechinc.com.
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Table 3: Inclusive Recruitment Actions and Measures

(Enlarged table in Appendix)

Example: Job Requirements

Take neurodivergent individuals, for example. In a 2018 survey, 72% of HR professionals

said that consideration of neurodiversity wasn’t included in their people management

practices, and 17% said that they didn’t know if it was included. 11 In effect, HR has been

filtering “out” neurodivergent individuals — a talent pool that is going largely untapped.

For more on neurodiversity as a potential untapped talent pool, see Neurodiversity Is the

Secret to Bridging the Talent Gap.

Example: Leverage Technology to Reduce Bias in Assessments

This research note is restricted to the personal use of teyler@vitechinc.com.
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CapitalAssets* leverages its applicant tracking system (ATS) to remind recruiters of bias

and biased language while they screen candidates. The company does this by embedding

reminders about biased language into the ATS itself. CapitalAssets relies on technology to

assist in the recruiting process while also actively using it to reduce bias. For a deeper dive

into ways of crafting a more inclusive hiring process, see 5 Ways of Crafting Inclusive

Hiring Processes.

The events of 2020 can represent a sea change for DEI, presenting the CIO with a once-in-

a-career opportunity. CIOs can be a force for real change and make a meaningful

difference in many lives. To do so, accountability is key across IT. CIOs must implement a

“progress on measurable DEI goals” as a key metric when evaluating job performance and

determining compensation. With a specific lens on talent recruitment initiatives, examples

of metrics that CIOs should be linking these to include:

As with all change efforts, raising awareness is always the best first step. By

implementing these recommendations and measures, CIOs can add some much-needed

teeth to their existing talent acquisition strategy and make 2021 the year of action and

meaningful progress. Just start now.

Evidence
1  Research: U.S. Unemployment Rising Faster for Women and People of Color, Harvard

Business Review

2  Top CEOs Vow “Real Change” on Racism, LinkedIn

3  Diverse Employees Are Struggling the Most During COVID-19 — Here’s How Companies

Can Respond, McKinsey & Company

4  BlackRock to Push Companies on Racial Diversity in 2021, Bloomberg

5  Diversity During COVID-19 Still Matters, McKinsey & Company

6  HR Q&A: Can We Set Hiring Quotas to Meet Diversity Goals? SHRM

Percentage of women hired at a leadership level■

Percentage of neurodivergent individuals hired at a direct-report level■

Percentage of underrepresented employees hired at a management level■
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7  TechUPWomen Return to Work Program

8  17+ Women in Technology Statistics to Know in 2020, Leftronic

9  Google Diversity Annual Report

10  By the Numbers: What Pay Inequality Looks Like for Women in Tech, Forbes.

11  Majority of Employers Fail to Embrace Neurodiversity, EmploymentSolicitor.com.

Note 1: Legal Requirements and Ethical Guidelines
It is very important to ensure that all tracking and data usage is done within legal

requirements and ethical guidelines. Partner with DEI, legal and compliance colleagues to

learn what the requirements are and how to satisfy them. When doing any type of work

with representation data, HR teams must follow limitations and restrictions.

Recommended by the Authors
Some documents may not be available as part of your current Gartner subscription.

Ignition Guide to Selecting and Communicating Diversity and Inclusion Metrics

Gartner’s EPIC Program — Call to Action to Achieve Gender Pay Equity

Survey Analysis: Diversity and Inclusion Programs

Building the Business Case for D&I in Your Client Groups

This research note is restricted to the personal use of teyler@vitechinc.com.

https://techupwomen.org/
https://leftronic.com/women-in-technology-statistics/
https://kstatic.googleusercontent.com/files/25badfc6b6d1b33f3b87372ff7545d79261520d821e6ee9a82c4ab2de42a01216be2156bc5a60ae3337ffe7176d90b8b2b3000891ac6e516a650ecebf0e3f866
https://www.forbes.com/sites/tanyatarr/2018/04/04/by-the-numbers-what-pay-inequality-looks-like-for-women-in-tech/#5ffdc13960b1
https://www.employmentsolicitor.com/neurodiversity-employers/
https://www.gartner.com/document/3963707?ref=authbottomrec&refval=
https://www.gartner.com/document/3996476?ref=authbottomrec&refval=
https://www.gartner.com/document/3981481?ref=authbottomrec&refval=
https://www.gartner.com/document/3970869?ref=authbottomrec&refval=


Gartner, Inc. | G00740905 Page 14 of 14

© 2021 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of

Gartner, Inc. and its affiliates. This publication may not be reproduced or distributed in any form

without Gartner's prior written permission. It consists of the opinions of Gartner's research

organization, which should not be construed as statements of fact. While the information contained in

this publication has been obtained from sources believed to be reliable, Gartner disclaims all warranties

as to the accuracy, completeness or adequacy of such information. Although Gartner research may

address legal and financial issues, Gartner does not provide legal or investment advice and its research

should not be construed or used as such. Your access and use of this publication are governed by

Gartner’s Usage Policy. Gartner prides itself on its reputation for independence and objectivity. Its

research is produced independently by its research organization without input or influence from any

third party. For further information, see "Guiding Principles on Independence and Objectivity."

This research note is restricted to the personal use of teyler@vitechinc.com.

https://www.gartner.com/technology/about/policies/usage_policy.jsp
https://www.gartner.com/technology/about/ombudsman/omb_guide2.jsp


Gartner, Inc. | G00740905 Page 1A of 5A

Table 1: Diverse Recruitment Actions and Measures

Source: Gartner

Actions Measures

Showcase your existing diverse talent. During the interview process, involve
vocal role models from underrepresented groups. Making these individuals
highly visible during the interview process can give confidence to candidates
from diverse backgrounds.
Change the recruitment process by changing the focus from hire fast to hire
diverse.

Target diverse institutions and societies to expand the scope. Different
markets have different definitions of what diversity is, based on the
composition of their own population. In the U.S., a best practice would be to
recruit from historically Black, Hispanic and female institutions. In addition,
encourage existing divergent employees to refer candidates from diverse
groups/institutions to apply. Increase the referral bonus as an incentive. 6

Create “return to work” programs for those who have taken career breaks
(see Maverick* Research: Midcareer Retirement — Work, Retire, Repeat).

Number of divergent employees involved in the interview process.■

Number of divergent leaders and managers making final decisions on
hiring.

■

Percentage of divergent employees on interview panels in IT.■

Percentage of applicants from diverse institutions applying for graduate
positions; set a target to meet over a period of time.

■

Percentage of applicants from diverse groups that apply via referral
scheme.

■

Set meaningful, realistic objectives for shortlists and make them part of
how hiring managers are evaluated.

■

Set a target for the number of women from a return-to-work program you
aim to hire each year.

■
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Table 2: Equitable Recruitment Actions and Measures

Actions Measures

Remove bias in job postings. Research shows that when a job qualification
summary is greater than 54 words, women applicants decrease dramatically.
Job descriptions may have unconscious gender bias if they include adjectives
that are stereotypically masculine, such as “strong” and “drive.” Similarly, job
descriptions can inadvertently exclude disabled applicants through words
such as “speak” or “carry.”
Go blind in your resume review. Blind recruitment is the process of removing
any and all identification details from your candidates’ resumes and
applications. It helps your hiring team evaluate people on their skills and
experience instead of factors that can lead to biased decisions.
Work with HR to ensure job descriptions have been analyzed using natural
language processing software and resumes have been stripped of anything
that could lead to biased decisions based on gender, race, age or ethnicity.

Track the increase in applicants and new hires in underrepresented groups
(women, disabled, racial and ethnic groups) after removing bias from job
descriptions and going blind in interviews.

Achieve gender pay and benefits equity. While this might seem obvious, it still
needs to be restated and reinforced. Despite increased organizational focus
on equity, women in technology are paid 80% of their male counterparts’
salaries. 8

Gartner’s benchmark data on the most important attributes for an
organization’s employment value proposition (EVP) covers ten attributes.
Compensation is still No. 1. CIOs must ensure that pay equity exists and is
explicit from the outset of the hiring process.

Examples of KPIs for pay equity include:

For a comprehensive set of KPIs on fair compensations, make a note to
review in detail Gartner’s EPIC Program — Call to Action to Achieve Gender

Example — percentage increase in females applying for a role■

Example — percentage increase in black males successful in getting to the
interview stage for a position

■

Female:male pay ratio■

Female:male pay gap■

Female:male promotion rates■

Attrition attributed to salary inequities■
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Source: Gartner

Pay Equity.

Track intersectional hiring metrics. Current diversity metrics are too narrow
if they lump people into the same category. For this very reason, traditional
diversity metrics have failed to drive programs that honor complex identities.
Create intersectional approaches to workplace diversity because social
identities (race, gender, class, sexuality, age) overlap and intersect in dynamic
ways (see  What If the Road to Inclusion Were Really an Intersection?).
Push for more intersectional diversity metrics to get a better understanding
of the complexity. For example, a white man in his thirties, who is single, from
an upper-class background, who has a PhD, is different from a white man in
his fifties with a high school degree who is a caregiver for a sick parent.
Tracking intersectionality can show this.

Examples to track include:
Percentage increase in women of color in tech roles■

Percentage increase in millennial black men in tech roles■

Percentage increase of neurodivergent male and females in tech roles■
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Table 3: Inclusive Recruitment Actions and Measures

Actions Measures

Define job requirements based on work outcomes, not credentials. CIOs,
working with HR, must create a more inclusive hiring process by rethinking
the needs definition process. Move away from the traditional profile of
educational background, top ranking university degree, and prior work
experience. This approach is resulting in excluding many candidates who
would otherwise be very capable. This can result in candidates being “filtered
out.”

Shift from “culture fit” to “culture fit and add.” Changing the mindset when
hiring from the candidate being a “good fit” with the current culture to being
both a “fit” and an “add” to the culture can have a significant positive impact.
However, this must be something that is instilled in the mindset of those
participating in candidate assessment and selection processes. Do not
depend on new employees changing the culture on their own. It’s a
combination of existing and new.
Create “culture add” training to help the interviewer think about ways
candidates can bring something more to the culture. 9

Leverage technology to reduce bias in assessments. Candidate assessments
should be reviewed for biases to give all candidates equal opportunities to
perform well.
To mitigate biased decision making, work with HR to ensure that new
technologies are being leveraged to help remove bias from the sourcing and
interviewing processes.

Increase in the percentage of new hires without university degrees after
changing to more outcome-based job requirements.

■

Percentage increase in inclusive culture score.■

Percentage increase in employee satisfaction.■

Track the percentage of hiring managers completing “culture fit and add”
training and set targets to increase it quarter over quarter.

■

Percentage increase in applicants from underrepresented groups (women,
disabled, racial and ethnic groups) after using tech to reduce assessment
bias.

■
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