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developed. Lessons learned from
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Introduction

Successfully managing a diverse
workforce is a cherished desire but
one of the important challenges faced
by business world today. It is worth
taking up this challenge since a well-
managed diversity confers an organi-
zation competitive edge (Cox& Blake,
1991; Robinson&Dechant, 1997), by
(a) enabling to attract different types
of customers, employees, suppliers,
and other relevant stakeholders, (b)
reducing turnover intentions of em-
ployees and (c) ensuring much needed
organizational flexibility. Overall, man-
aging diversity is also connected to
employer branding.

Conceptualization of diversity var-
ied across studies (Thomas, 1992; Lau,
&Murnighan, 1998). ‘Diversity’ in the
Diversity Scorecard (DSC) mentioned
here includes following four intercon-
nected and often overlapped areas as
mentioned by Hubbard (2008): (a)
workforce diversity (e.g., gender, age,
socio-economic background etc.), (b)
behavioral diversity (e.g., learning
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styles, aspirations, values etc.), (c) struc-
tural diversity (e.g., organizational hier-
archy, connections between different
functional areas, and relationship be-
tween different businesses alliances etc.),
and (d) business and global diversity
(e.g., varied environments, both within
domestic and global fronts within which
organizations operate). Hubbard (2008)’s
DSC is aligned with balanced scorecard
concept of Kaplan and Nortan (1992).
While some organizations take a defen-
sive approach and the primary reason for
incorporating diversity initiatives became
ensuring regulatory compliance by ac-
commodating some minority members
through affirmative action programs, oth-
ers adopt a more proactive approach
where diversity management is initiated
to meet business objectives (Thomas&
Ely, 2001; Ely & Thomas, 2001). The di-
versity initiative taken by Larsen and
Toubro (L&T), Vizag as described in this
paper gravitates towards the latter pro-
active approach, while keeping the eye
on evolving regulatory environment.

Only very few academic researches
have been done in the domain of DSC
development. Bensimon (2004) reported
that a DSC was developed in an
educational institution based on Kaplan
and Nortan’s (1992) balanced scorecard.
Knouse and Stewart (2003) quoted a few
critical areas of diversity measures pur-
sued by companies like Ford, Xerox,
DuPont, IBM, Motorola, Procter &
Gamble, Eastman Kodak, Price water
house Coopers (PwC), and American
Express, etc. The challenges involved in
the experience of DSC development had
hardly been reported. The present paper

studies a particular case to highlight the
experiences of developing a DSC.

What is Diversity Scorecard?

DSC focuses on carefully selected
set of objectives and measures connected
to an organization’sdiversity manage-
ment. DSC, as proposed by Hubbard
(2008) tries to measure and monitor di-
versity management practices under six
critical dimensions: (a) Workforce Cli-
mate/ Culture, (b) Workforce Profile, (¢)
Diversity Leadership Commitment, (d)
Learning and Growth, (e) Diverse Cus-
tomer/ Community Partnership, and (f)
Financial Impact. Measures selected in
the above six dimensions are an aid for
leaders to communicate to customers,
employees, suppliers and other key stake-
holders the diversity objective and
progress towards diversity management.
Each organization, based on their unique
situations, has complete flexibility to high-
light only select dimensions of the DSC.
Both qualitative and quantitative param-
eters need to be developed by organiza-
tions to measure and monitor the progress
in the field of diversity management.
Given the importance of diversity man-
agement, DSC becomes a vital tool to
systematically monitor the progress of
diversity management in critical control-
lable areas. This article shares the pro-
cesses followed and the challenges faced
while developing DSC for an Indian ori-
gin MNC, Larsen & Toubro (L&T). Tak-
ing it as a pilot project, in one of their
units at Vizag, L&T aimed to implement
the learnings of the DSC initiative across
all their units in future.
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Brief background of Larsen &
Toubro, India

Larsen & Toubro (L&T) was founded
as a partnership firm in 1938 and later in-
corporated as a private limited company
in 1946 and listed in Bombay Stock Ex-
change in 1948. It is a major Indian con-
glomerate with global presence and has
diverse business verticals or independent
companies (ICs) in the domain of manu-
facturing, engineering, construction, tech-
nology, financial services, defence, aero-
space etc. The company is a market
leader in most of its operational domains
and among the largest and most respected
corporations in India. A thrust on interna-
tionalization, particularly in Middle East,
Africa and South East Asia, has seen its
business grow in spite of challenges faced
by the Indian economy. The DSC devel-
opment process as described in this ar-
ticle took place at L&T Vizag that under-
takes complex mission-critical projects
with a focus on modular design and con-
struction of Naval Platforms. L&T’s
strengths in this domain includes: (a) in-
house design centers for warships and
submarines, equipped with Industry 4.0
practices for digital design, simulation in-
cluding a virtual reality studio, (b) design
and development track record in indig-
enous development of platform-specific
equipment and systems, (¢) multi-location
project management skills, and (d) finan-
cial stability.

Background of the Affirmative
Action Programs in India

Before L&T took up the DSC de-
velopment initiative, at its Vizag unit in

‘ It was mandatory for every orga-
nization to institute affirmative ac-
tion programs, particularly focus-

ing on the areas of gender and dis-
ability-related issues.

2018, several amendments had been made
to the Indian legislation. As a result, it
was mandatory for every organization to
institute affirmative action programs,
particularly focusing on the areas of gen-
der and disability-related issues. For gen-
der-related diversity, Securities and Ex-
change Board of India (SEBI) had issued
guidelines in February 2015 asking com-
panies to appoint at least one-woman di-
rector on their boards (SEBI website).
The larger idea behind SEBI guideline
was promoting inclusion of women across
all levels of the organizations including
leadership positions. The Maternity Ben-
efit (Amendment) Act, 2017 was promul-
gated to encourage career continuity for
women in the workplace (Ministry of
Labor & Welfare, Government of India,
2019). For disability-related issues,
Rights of Persons with Disabilities Act,
2016 was enacted, to encourage private
sector organisations to include 5% dis-
abled members in their workforce (Min-
istry of Social Justice and Empowerment,
Government of India). Confederation of
Indian Industries (CII), a business asso-
ciation in India had urged its member or-
ganizations to maintain at least 1% dis-
abled employees in their entire employee
base (Sarkar, 2016). With the scrapping
of Section 377 of the Indian Constitution
(Economic Times, Sep 07, 2018) which
had criminalized same-sex relationships,
the LGBTQ community was hopeful that
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now organizations would take proactive
actions in the diversity management field.
Some of the MNCs operating in India had
already made policy changes to accom-
modate members of LGBT community.

Phases of DSC Development at
L&T

The step-wise process followed by
L&T, Vizag for developing the DSC is
shown in Fig. 1 with each step further
explained below.

Fig.1 Steps Followed in the Development of the DSC at L&T, Vizag
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Step 1- Identification of DSC Team:
The unit leadership at L&T, Vizag, was
well aware of the importance of diver-
sity management. While the concept of
generating DSC also came from the lead-
ership, it was pursued and implemented
by the Location HR Lead — a woman
executive, pursuing MBA program at a
leading management institute in India.
The implementation was guided and sup-
ported by the Business Leadership,
Heads of Departments and employees of
the Unit. The unit also received support
from Head HR and Head Office. One
of the professors from the management
institute was engaged in to guiding the
entire journey of DSC development. Ini-
tially, a four members DSC team was
constituted with three internal members
and one expert from outside with a fixed
three months’ deadline to come up with
a draft DSC. Except the unit head, all
the other three members were Human
Resource (HR) professionals.

Step2- Development of Business
Case for Diversity Management: The
team debated and documented the busi-
ness needs for diversity management at
L&T. There were multiple reasons for
L&T’s systematic focus on diversity
management. First, L&T’s management
initiated sustainability goals pan L&T,
which encouraged the organization to
look beyond immediate profits. Under the
sustainability objective (Sustainability
Report, L&T, 2017), L&T identified the
need for making the organization beyond
just gender-inclusive. Secondly, given
the significant changes in the Indian con-
text, L&T, like any other responsible or-
ganizations in India, needed to align it-

self with affirmative goals that were
mentioned earlier. Thirdly, though L&T
Vizag primarily serves Indian Navy, va-
riety of skills, attitude and knowledge are
required to become end-to-end solution
provider to the single customer. This en-
tailed measuring diverse skill sets, pro-
cesses and systems. In the years to
come, L&T Vizag is likely to venture into
new markets, both in India and abroad
calling for different and new range of
skillsets. Finally, in western countries,
many organizations have undertaken di-
versity initiatives with utmost serious-
ness, thus creating a distinct image for
themselves in the field of diversity man-
agement. In this context, L&T has come
forward as this has huge scope for fur-
thering diversity initiatives.

Step3- Analysis of Strengths, Weak-
ness, Opportunities, and Threats
(SWOT) of the Organization: With the
inputs taken from few seniors, the DSC
team developed a draft SWOT analysis
for the Vizag unit. This SWOT analysis
was further fine-tuned at a later stage
when focus group discussions (FGD)
happened by taking inputs from different
hierarchical levels.

Step4- Data Gathering: Two types
of data were gathered by the team. One
was the secondary data on age, gender,
religion, caste, disabilities, and skill-sets
of employees, which HR personnel could
provide readily. The second type of data
was concerned with employees’ feelings
about the existing diversity climate preva-
lent in L&T, Vizag and their perception
of existing systems and processes.
After many rounds of meetings and
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deliberations, the DSC team decided to
measure employee-perceived data on a
few key dimensions, using standard
scales: (a) diversity mind-set, (b) diver-
sity climate, (c¢) employee commitment,
(d) ethical orientation, (e) distributive jus-
tice, (f) procedural justice, and (g) inter-
actional justice. Given the exercise in
hand, the intention to measure diversity
mind-set and diversity climate were ob-
vious choices. One member in the group
suggested that she would like to capture
the ethical orientation of employees, pri-
marily for two reasons — first, this was
connected to L&T’s value system and
secondly, irrespective of different em-
ployee identities, this is one common fac-
tor that needs to be there among all the
employees. The group searched the ex-
isting literature and found justification
that diversity is connected to ethical cli-
mate (Stewart et al., 2011) and ethical
orientation. Diversity management en-
courages development of innovative HR
policies and practices (Foster & Harris,
2005), thus the DSC team tried to under-
stand and capture the existing systems
related to distributive justice, procedural
justice and interactional justice percep-
tions which would help them scale up the
HRM system in L&T. Management in
L&T was also eager to know what would
be the impact of diversity management
on employee commitment. Literature
(Triana et al., 2010; Mamman et al.,
2012) suggests that employee commit-

| Management in L&T was also ea-
ger to know what would be the

impact of diversity management on
employee commitment.

ment (particularly affective commitment)
is connected to diversity management.
Thus, this was also incorporated as an
indicator which the group would want to
measure and monitor in the future.

Measures in the Survey

An online survey link was shared
with an e-mail invitation to each em-
ployee across L&T Vizag to participate
in the survey. Each of the constructs in
the survey form was measured on a
seven-point scale ranging from very
strongly disagree to very strongly agree.

Diversity Climate was measured by
using ten items of ‘Organizational Dimen-
sion’ of Diversity Perception scale de-
veloped by Mor Barak, Cherin &
Berkman (1998). Sample item from the
scale includes: ‘Managers here have
track record of hiring and promoting
employees objectively, regardless of their
race, sex, religion, or age.” 4-items of the
scale were properly reverse-coded.

Diversity mind-set was measured by
using 6-items of ‘Individual Dimension’
of Diversity Perception scale developed
by Mor Barak, Cherin & Berkman
(1998). Sample item from the scale in-
cludes: ‘I think that diverse viewpoints
add value.’

Commitment was measured by using
Allen and Meyer ‘s (1990) Affective Com-
mitment scale. There were total eight
items. Sample item includes: ‘I would be
very happy to spend the rest of my ca-
reer with this organization.’ 3-items of the
scale were properly reverse coded.
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Distributive Justice was measured
using Niehoff& Moorman’s (1993) scale
ranging from very strongly disagree to
very strongly agree. Sample item of the
scale includes: ‘My work schedule is fair.’
The scale had total five items.

Procedural Justice was measured
using the approach followed by McFarlin
and Sweeney (1992). Respondents indi-
cated the extent to which procedures
used for determination of pay increases,
communication of performance feedback,
evaluation of performance, and
promotability were fair. Sample scale
item includes ‘The way promotions are
decided just and fair.” There were total
4-items in the scale.

Interactional Justice was measured
by using Niehoff & Moorman’s (1993)
scale. Sample item of the scale includes:
‘My work schedule is fair’. Instead of
using the term ‘general manager,” we
made a small modification and used the
term ‘my supervisor’. The scale had to-
tal nine items.

Ethical Orientation was measured
by ten items of Froelich and Kottke’s
(1991) scale. Sample item includes: ‘It
is okay for a supervisor to ask an em-
ployee to support someone else’s incor-
rect viewpoint’.The reason for choos-
ing Froelich and Kottke’s measure was
that the scale indicated applicability
across industries and related to common
ethical conflicts found to be prevalent
in organizations. This measure also
seems to be useful across different gen-
ders and socialization experiences. Con-
sistent with the ideology of the scale

items were properly reverse to imply
that higher scores reflect a greater ethi-
cal orientation.

Sample Characteristics

Out of a total 228 employees, 116
employees responded to the survey. The
team could gather 101 usable samples
(thus 44% representations) which were
used for further analysis. Out of 101
employees, 12 were female members, 84
were male members and 5 members did
not specify their gender. Mean age of the
sample respondents was 35 (SD.=8.99),
and the mean experience was 12 years
(SD=7.64).

Survey Findings

The survey findings are given in
Table 1. Dimensional scores gave an
overall understanding on employees’
perception of the organizational system
(distributive justice, procedural justice,
interactional justice), diversity climate,
and three attitudinal orientations—
namely, diversity mind-set, employee
commitment, and ethical orientation. To
identify how to improve on the existing
processes, systems, and mind-sets the
survey was followed by two days’ fo-
cus group interactions with three dif-
ferent groups of employees and inter-
views with five senior members of
L&T.

Step5- Focus Group Discussion
&lInterviews: The DSC team initiated
focus group discussions (FGDs) with
various functional groups which included
various departments viz. Finance, Design,
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Table 1: Online-Survey findings

Dimensions Definition/Interpretations Mean(SD)
Diversity Diversity Climate has been defined as organizational environment 5.01(0.83)
Climate where individuals from multiple backgrounds, mind-sets, different

working and learning styles feel comfortable to work.
Diversity Diversity Mind-set has been defined as individual’s ability to 4.90(0.73)
Mind-set appreciate the value of diversity in the workplace.
Employee Employee commitment can be defined as emotional attachment 4.98(0.94)
Commitment of the employees to the organization such that they strongly

identify with and get involved in their organizations. Overall

employees enjoy their associations with the organization.
Distributive Distributive justice deals with the perceived fairness of the 4.48(1.01)
Justice amount of compensation (or other outcomes) employees receive.
Procedural Procedural justice deals with employee’s concerns about the 4.44(1.16)
Justice fairness of the decision making process used to determine

outcomes (outcomes can be promotion, rewards etc.)
Interactional Interactional Justice is concerned with the quality of interpersonal 5.11(0.89)
Justice treatments received by the employees from their supervisors,

during the enactment of organizational decision.
Ethical Ethical orientation, connected to an employee’s personal values 5.34(0.94)
Orientation provide the basis for taking moral judgements.

Future Opportunity Group and Quality
Management Teams covering senior, mid-
level and junior employees of L&T,
Vizag. The key discussion format of the
FGD is provided in the Appendix. Though
the discussion format served as an over-
all guideline, the conversations went be-
yond the given structure.

In the three rounds of FGDs around
10-15 participants were present in each
of the rounds. Each of the sessions with a
particular group lasted for almost two
hours. Before the beginning of the discus-
sion, participants were handed over the
FGD format to reflect and write down their
own perspectives. After discussions in
each session, the filled in forms were col-
lected back from the participants. In ev-
ery FGD two DSC members joined and
took detailed notes of the deliberations.

Many employees shared their
thoughts where they equated di-
versity management with increas-
ing the number of women in an or-
ganization.

Given the Indian context, many em-
ployees shared their thoughts where they
equated diversity management with in-
creasing the number of women in an or-
ganization. Thus, DSC team members’
first task was to elaborate different as-
pects of diversity, which touches upon
diverse processes, diverse customers,
suppliers, diverse thought processes, re-
gions, religions, gender, sexual orienta-
tions, abilities, and competencies. Once
this basic definition got clarified, almost
all the participants in the discussion
groups felt that there is a pressing need
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to focus on diversity management at
L&T.

Detailed survey results were shared
with the participants by the DSC mem-
bers, with an invitation to further dis-
cuss on ways to improve the scores and
identify areas where L&T, Vizag could
bring in improvements. Suggestions
were made on improving the perfor-
mance feedback system in the organi-
zation, focusing on important skill sets,
better time management during meet-
ings. Except for a handful of employ-
ees, most of the participants were en-
thusiastic about the entire exercise, and
actively participated in the discussions.
After the FGD, DSC members also con-
ducted interviews with five senior ex-
ecutives. Three of these executives
were located at L&T, Vizag, while the

other two were placed outside Vizag
unit. Detailed notes were again taken
during the interviews.Both FGD and in-
terviews helped to fine-tune the SWOT
analysis which was attempted previously
(in step-3), identifying important action
plans (Table 2), setting concrete targets
for the DSC, and most importantly, es-
tablishing buy-in for diversity manage-
ment initiatives in the organization.

Step6- Generation of the initial
draft DSC: The DSC was established
at L&T Vizag keeping L&T’s vision, mis-
sion, and values at the core. They first
decided to establish a diversity council
to implement the diversity initiatives in
line with the DSC. Primarily, the goals
mentioned in the draft scorecard (fig. 2)
were established based on its realistic
attainability.

Table 2: Examples of Diversity Initiatives Specified by L&T, Vizag

Workforce Profile  Key Initiatives

Gender Diversity
their career breaks.

Recruitment efforts focused on hiring/re-hiring high-potential women after

Creating visible high potential women leaders through training/mentoring/

fast-track promotions.

Collaborating with engineering colleges to recruit talented women engineers.
To check there is no reverse discrimination in male members, paternity leave
policy of maximum 15 days can be introduced.

To promote women empowerment outside L&T Vizag, initiating scholarship
programs for talented female candidates in select schools/ colleges can be
organized as part of CSR activity.

Accommodating
Different abilities
and disabilities

2% of jobs where disabled individuals can be accommodated may be
identified. L&T already supports disability-based schools as part of CSR
activity. Talented students from these schools, who can fit the requirement of

certain jobs may be accommodated.

Audit can be carried out to check whether the building, parking space etc. are
accessible by all employees irrespective of their ability/ disability.

The organization is already exploring the possibility of upgrading the seating
arrangement, which can be further reinforced with universal design principal
(RPwD, 2016 Act of Government of India also mentions about Universal

Design).
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Generational
Diversity

The unit already had fresh/ young talent with 50% of its employees in the age
brackets of not more than 30 years. Maintaining a healthy ratio of both
seniors and juniors need to be ensured instead of only focusing on young
employees or the senior employees. For this time to time, employee database
checking is required.

Employees should be encouraged to participate in gym, yoga, and pursue their
hobbies outside their work time.

Best buddy, best mentor-mentee pairs can be encouraged to take challenging
assignments and recognized.

Talented young employees should be given challenging visible projects which
they can present in different important forums.

Though client security issues are of utmost priority, wherever possible latest
technology (Chabot) can be used to ensure free flow communication.
Particular care needs to be taken to ensure that senior employees can keep
themselves updated along with the young employees.

Workplace
Climate/Culture

Key Initiatives

Performance
Feedback

Workplace Habits
Feedback

Instead of waiting for the completion of a performance cycle, continuous
feedback needs to be provided. In case needed training sessions on “effective
feedback giving” should to be conducted for the superiors.

Career planning and growth need to be integrated for each employee.
Employees need to be sensitised about on-time starting and completion of
meeting as a sign of professionalism. Unnecessary overstretching of meetings
should be discouraged through posters/ e-mails/ face to face meetings.

Apart from open forum for all, small groups based on their common interest
areas, domain knowledge/ expertise should be encouraged. Some employees
feel more comfortable in small groups, rather than in an open group set up.
In case feasible flexi-timing/ alternative Saturday offs can be further explored.

Diversity Leadership Key Initiatives

Commitment

Diversity Council

Development of diversity policy guideline.

L&T website/advertisements should reflect the diversity initiatives
undertaken by the organization.

DSC and other initiatives need to be continuously upgraded and monitored.

Learning & Growth

Key Initiatives

Duration of job rotation at the induction level can be increased and made at
least of 6 months duration

After completion of a course, employees should be encouraged to take up a
project of their own and they should be encouraged to share/ use their
new-found knowledge

Through various forums, e-mails, face to face meetings, and internal newslet-
ters accomplished leaders should be requested to share their parts of the
stories of how they handled a critical situation or lessons learned from the
important assignments, etc.
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Customer/Community Key Initiatives
participation

Customer Delight

Emphasis should be provided on documenting the deliverables to the customer

with an achievable specified target date. This can also reduce the stress level

of the employees.

During FGD, it came up that there are gaps between customers’ expectations
and the current competency levels of L&T in certain situations. This gap
needs to be addressed immediately.

Supplier Diversity

L&T has fixed supplies for major raw materials which are provided by the

client. For minor supplies, the possibility of collaborating with minority-
owned businesses (such as disabled run businesses/ veteran run small
businesses) can be further looked into (in case feasible).

Financial Impact Key Initiatives

After systematically incorporating diversity initiatives the organization may
explore diversity return on investment (DROI)

At a much later stage, the organization may explore connecting diversity
management as another competency area for all the employees.

Wherever possible quantitative tar-
gets were mentioned. According to prac-
tice, many of the goals specified were
also qualitative, in nature. Though the unit
scored reasonably well in the perceptual
data, on the six dimensions of workplace
climate or culture, the DSC team mem-
bers set the final target scores based on
their interactions with the senior leaders.
The DSC team decided that within 60
days after the acceptance of the draft
DSC, they would revisit the progress of
its implementation.

Step 7= Finalization &Presenta-
tion of the Diversity Scorecard: The
draft DSC got circulated across all the
functional areas of the unit for further
inputs. Except for a few questions, which
the team members clarified, no major
change was suggested. Thus, the DSC
was finalized and presented in the
monthly business review meeting. At
L&T Vizag, the Diversity Council was
also constituted, which is driving the
implementation of the DSC goals.

Recently two of the diversity cham-
pions from L&T had participated in a HR
conference organized by one of the de-
fence sector government organizations.
In this forum L&T had presented and
promoted the ideas connected with the
diversity management and DSC. Also
taking note of the implementation of di-
versity initiatives at Vizag unit, L&T
Construction, another business vertical of
L&T had started to show keen interest
on diversity initiatives. Thus, in the years
to come the overall diversity initiatives
at L&T are going to take a consolidated
shape.

Reflection on the Diversity
Scorecard Generation Exercise

In the Indian context, where affirma-
tive action-based diversity initiatives are
common in the public sector organizations
(Haq, 2012), L&T Vizag (in the private
sector) took an innovative approach of
involving the employees and jointly
creating the Diversity Score Card (DSC).
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However, it did not restrict itself solely
to the number based affirmative action
targets and also tried to incorporate the
workplace culture, supplier diversity, skill
upgradation, digitization and other em-
ployee and business-related issues. Some
of the key lessons learned from the ex-
ercise include, the importance of: (a) lead-
ership commitment, (b) establishment of
business case for diversity management,
(c) focusing on specific goal setting, (d)
clarity on the process of DSC develop-
ment, (e¢) change management related
concerns, and (f) role of diversity cham-
pions.

Leadership Commitment

Since the unit head of L&T Vizag,
and other senior leaders were support-
ive from the very beginning of the project,
the DSC development became feasible.
In this particular case due to the fact that
the unit head of L&T was actively in-
volved in driving diversity initiatives, it
became easier to take along other lead-
ers in the journey of development of DSC.
In order to enhance the role of leader-
ship in diversity management field, some-
times executive coaching, and participa-
tion in diverse network groups can be-
come effective tools to ensure leaders’
awareness and effective participation in
diversity management initiatives
(Dreachslin, 2007;Tatli&Ozbilgin, 2009).

Since the unit head of L&T Vizag,
and other senior leaders were
supportive from the very begin-
ning of the project, the DSC
development became feasible.
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Establishment of Business Case

After coming to consensus on the
term ‘diversity’, the top leaders need to
develop the primary reasons for pursu-
ing diversity management. In case pos-
sible, the business case for diversity man-
agement needs to be properly docu-
mented and shared among the team
members, who are subsequently going to
define the diversity goals.

Goal Setting

Challenging, but realistic goal setting
becomes an imperative for DSC devel-
opment. All the goals may not be hard-
core number-based targets. But at least
specifying which goals to monitor in the
future can become a good starting point
for diversity management.

Clarity on the Process

Problems in developing the DSC in-
clude that there are insufficient recom-
mendations and available resources for
developing the scorecard. This was also
mentioned by Ahn (2001) in his experi-
ence of applying balanced scorecard in
an organizational context. Due to lack of
clarity on the process of development of
DSC, in this particular case the members
had to spend a lot of time and energy on
figuring out how to proceed. Wondrak and
Segert’s (2015) study of DSC with three
organizations give some indications on the
navigators of DSC development, based
on Hubbard (2008)’s structure.However,
more detailed processes are called for
to fully reap the benefits of DSC. This is
an area where academicians and practi-

tioners can join hands by sharing cases
of successful and not-so-successful di-
versity goal setting exercises.

Change Management Related
Concerns

Diversity initiatives require change in
the organizational systems, processes, func-
tioning, and thoughts. Diversity related
change has been described as systematic,
multi-level and non-linear transformation
process (Gonzalez, 2010). It is a system-
atic change since it involves change con-
nected to both external and internal con-
texts of an organization. It is a multilevel
issue since it touches upon, individual, group
and organizational behavior, processes and
outcomes. Since diversity related change
may often involve spiraling up and down,
thus it is non-linear by nature. Increased
level of diverse group interactions may have
unintended impact of increasing inter-group
conflicts, prejudices etc. within an organi-
zation. Like any other change initiative di-
versity initiatives are also likely to bring forth
uncertainty. Diversity related change can
increase cynicism (Kossek & Zonia, 1993)
or engagement, depending upon whether
the organization is able to build up individu-
ally relevant programs and benefits. Orga-
nization needs to take care of the fact that
change may create tremendous physical
and mental issues (Foster & Harris, 2005)
for both minority and majority members in
the organization. The solution to this prob-
lem lies in the incorporation of a DSC

crease cynicism.

‘ Diversity related change can in- \
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development process that involves employ-
ees right from the beginning, not at the
middle or fag end of the process. Most
importantly listening to employees’ voices
and concerns helps build an organization
ally relevant DSC for all. Senior leaders’
involvement right from the initial phase
becomes essential. Senior leaders are ex-
pected to participate in diversity education
and subsequent processes of diversity plan-
ning. In those cases, where there is skepti-
cism from some stakeholders, steadfastly
moving ahead with the diversity agenda is
possible provided the leaders themselves
are aware of and are convinced about the
business reasons for diversity management.
DSC team members also help tremendously
in moving forward with the diversity
agenda, as was seen in this particular case.

Role of Diversity Champions

In this particular case, DSC activity
was primarily driven by the Human Re-
source Department. Ideally the DSC
team’s composition should have profes-
sionals from varied functional back-
grounds, so that divergent thinking can
take place. At a later stage, when FGDs
took place, the company addressed this
issue. Itisimportant that after the initial
employee buy-in for diversity manage-
ment, each manager, irrespective of their
own functional background, should be a
co-partner towards development and
monitoring of the DSC.

Limitations
The current case study has a limited

scope since it is restricted to a particular
company’s single unit. However, given

that diversity management related seri-
ousness is in its initial phases in the In-
dian context, the case is located in a de-
veloping country context, where many of
the ‘diversity’ related questions do not
have any standard set of answers. The
need for contextualizing diversity man-
agement initiatives has been emphasized
(Holvino& Kamp, 2009). Each organiza-
tion has to find its own way to effectively
define, measure, and monitor the
progress of diversity. The current case
took perceptual surveys to set the bench-
marks. Perceptual data may suffer from
subjective biases, even though importance
of perceived data has been emphasized
by Hubbard (2008). In future, L&T Vizag
may use different measures to capture
and monitor the progress in diversity
management area. As Dass and Parker
(1999) mentioned, there is no one best
way of managing diversity in the work-
place, each organization based on its own
contextual considerations need to set its
own diversity goal.Constructively built
DSC that takes note of different employ-
ees, customers, suppliers, and other rel-
evant stakeholders — can go a long way
towards building an inclusive work envi-
ronment.
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Appendix

Focus Group Discussion Format

Greetings!

As you are aware, organizations are becoming keen on building an inclusive workplace and embrac-
ing different forms of diversities. Diversity takes us beyond gender, age, ethnicities. It also in-
volves diversity of thoughts, and competencies, and diversity of customers, suppliers, processes,
and systems that we deal with. We will try to have a relook on all the diversities that we are al-
ready dealing with, and will come up with ways to measure and monitor these diversities effec-
tively. Questions that we need to ponder over include:

1.

SR

% =

Do we have a gap between where we are and where we want to be in terms of the customer(s)
that we serve?

Is this gap significant?

Are we all comfortably able to express our viewpoints, even when such views are unique?

Which diverse skill sets should L&T focus on? Can we think of measurability of such skills?
Are we able to integrate our junior members with the senior members adequately?

Do we have enough representations of female members in our organization? Apart from
gender which other forms of diversity do we need to look into?

Do we need to have certain measures that will help us integrate work-life balance?

Do we need to look into supplier diversity?

What initiatives can we take to make our organization more inclusive in nature where each
one of us will feel more committed, and engaged?

Together we will try to build up certain benchmarks for different diversity related issues and initia-
tives connected to our business. With your thoughts, suggestions, opinions, open discussions let
us make L&T Vizag as a role model for diversity initiatives in India.

338

The Indian Journal of Industrial Relations, Vol. 56, No. 2, October 2020



	SRC General cover OCTober 2020.pdf
	Page 1
	Page 2

	Contents.pdf
	1 Jerome Joseph &Muncherji N.pdf
	2 Minakshee Das.pdf
	3 Juili Milind Ballal &Varadraj Bapat.pdf
	4 Varun Sa.pdf
	4 1 Varun Sa.pdf
	4 2 Varun Sa.pdf
	4 3 Varun Sa.pdf
	5 Ekta Sharma.pdf
	6 Shreya Shah & Pooja Purang.pdf
	7 Aparna M Varma & Rahul Sivarajan.pdf
	8 Padma Tripathi & Shailendra Singh.pdf
	9 Anita Sarkar, Pankaj Chadha & Pratibha Jeyachandranx.pdf
	10 Arup Roy Chowdhury, B K Mangaraj & M G Jomon.pdf
	11 Okechukwu Ethelbert Amah.pdf
	12 Som Sekhar Bhattacharyya.pdf



