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Why this 
handout?

What do we see  
in organisations?

Few organisations measure whether 
their diversity and inclusion initiatives 
are effectiveOnly a quarter of the 

organisations report they 

measure whether their 

initiatives regarding employee 

inflow and throughflow are 

effective. This is even lower for 

employee inclusion and outflow. 

Thus, organisations are missing 

out on untapped potential 

within all domains.

Diversity and inclusion 

initiatives do not always 

have the desired effects and 

can sometimes even have 

unintended negative effects. 

It is, therefore, important to 

determine the effectiveness of 

your initiatives. This handout 

will show you how to go about 

this.

Measuring for impact 
Handout for measuring the effectiveness 
of diversity and inclusion policies

This handout is a collaboration 
between Utrecht University and 
Foundation InclusieNL and was 
made possible financially by the 
Ministry of Social Affairs and 
Employment.

Source: Database Netherlands Inclusivity Monitor, October 2021
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How can you measure the effect of your initiatives? 
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Determine prior to the initiative what you want to achieve. Formulate your goal SMART (Specific, 
Measurable, Acceptable, Realistic and Time-bound) to increase the likelihood that your initiative is 
effective.

Choose a measurement method that suits your goal and your capabilities. Diversity and 
inclusion initiatives can aim to achieve changes in the behaviour, skills, attitudes and knowledge 
of individual employees, but also to achieve positive outcomes at the organisational level, such 
as more diversity, less turnover, and less absenteeism. Your goal largely determines which 
measurement method is most suitable. Furthermore, it is important to choose a measurement 
method that fits your needs and available resources.

Draw up a 
plan of action

Make an inventory of the people involved, such as participants, trainers, managers, et cetera. 
Map out what efforts you expect from whom and make clear agreements about this. Do not only 
draw up a plan for during the effect measurement but also lay out (globally) what the next steps 
will be and what and who you need for this.

Collect data and analyse them to determine the effect of your initiative. You can choose to do 
this yourself or outsource the effect measurement. Report the results to the stakeholders you 
defined in step 3. Should your initiative have had the desired effect, you can set a more ambitious 
goal. Should the goal not have been achieved, adjust your initiative based on an evaluation with 
the stakeholders. 

Formulate the goal

Choose a method 
of measurement

Measure the effect 
and adjust

1
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https://static1.squarespace.com/static/61f950abce7da8698c111d18/t/627397579e013116217c0649/1651742551907/Senen%2C+Jansen%2C+et+al.%2C+2021_Handreiking+SMART+doelstellingen.pdf


Do I find it very 
important to avoid 
socially desirable 

answers?

Can I retrieve 
data from 

observations?

Do I find it 
very important 
to determine

cause and
effect?

Do I have 
a lot or  

little time  
and budget?

Do I want a
representative
or an in-depth

picture? 

Can I register 
these data?

Yes

No

Employee 
outcomes

• Behaviour
• Skills

• Attitudes
• Knowledge

Organisational 
outcomes

• Diversity
• Performance

• Turnover
• Absenteism

What do 
I want to 
measure?

2
Choose a 

measurement 
method

4
Conduct 

the effect 
measurement

Experiment

Comparing participants of the 
initiative (the experimental group) 
with non-participants (the control 
group)

Observation

Watching and/or listening in 
on the implementation of the 
initiative 

Focus group

Asking open-ended questions 
to a group of people by a 
moderator

Interviews

Engaging in a conversation 
with a respondent based on 
predetermined topics

Surveys

Conducting a structured 
questionnaire with mostly 
multiple-choice questions

HR metrics

Collecting key performance
indicators within the
organisation

Collect 
data

Stake-
holders

Evaluate Analyse List of 
tasks

Report 
results

Next 
steps 

Specific

Time-
bound Measurable

Realistic Acceptable

1
Formulate 

the goal 

No

NoYes

Yes

Yes

No

A little

Representative

A lot

3
Draw up a 

plan of action

In-depth
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Within six months, we aim to promote 
equal opportunities in the selection 
procedure by using a script containing 
the same interview structure for all 
candidates.

We inform the selection
committee; we randomly select
job interviews; we instruct
observers.

We will measure the behaviour of 
selectors. It is important here to avoid 
social desirability. The data can be 
retrieved from observations. It is not 
necessarily important to establish cause 
and effect. So, we opt for observations.

We randomly observe at job interviews whether the 
selection committee applies the script to all candidates. We 
see that the script is still too often discarded. We, therefore, 
adjust our initiative by offering training on why and how to 
conduct an interview using a script.

By offering Inclusive Leadership 
training, we aim towards a 
more positive evaluation of the 
organisation’s climate for inclusion.

We post an announcement of
the study on the intranet; we
have the data analysed by a
third party; we report back the
results in a newsletter.

We will measure how employees perceive
the climate for inclusion. For this, we do
not necessarily need to avoid socially
desirable answers, but we would like a 
representative picture. Therefore,
we are going to conduct surveys.

We conduct a pre- and post-measurement with the use of 
a survey, such as the Netherlands Inclusivity Monitor. The 
climate for inclusion was evaluated more positively after 
one year, but there is still room for improvement. We will, 
therefore, start offering the training to our managers on a 
regular basis and continue to conduct measurements.

We want to increase the 
throughflow of young people 
into permanent employment 
by 10% within one year through 
the introduction of a mentoring 
programme.

We discuss with HR what data 
they can record and when we 
need them.

We will compare HR outcomes, namely  
throughflow numbers. This data can be
registered. That is why we choose HR
metrics.

We use HR metrics to assess how many more young 
people have obtained permanent employment. After one 
year, this has only increased by 8%. We check whether the 
goal is realistic, adjust it if necessary, and investigate what 
is needed to achieve the goal.

We set up a multicultural network to 
ensure that, within two years, employees 
with a migration background are less likely 
to leave the organisation involuntarily. We 
aim for members of the network to leave 
the organisation 10% less often than non-
members.

We send employees who are 
leaving the organisation an 
anonymous link to a question-
naire in order to identify their 
reasons for leaving; we ask 
about migration background and 
network membership.

We will identify reasons for leaving the 
organisation. Social desirability plays an 
important role here, and these data cannot 
be retrieved from observations. We are,  
therefore, conducting an experiment.

Via an experiment, we compare the reasons for turnover 
of employees who are members of the network with the 
reasons of employees who are not members. It turns out 
that members are 16% less likely to leave the organisation 
involuntarily than non-members. We therefore decide to 
to bring even more attention to the network among all our 
employees with a migration background.
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1. Formulate the goal 2. Choose a measurement method 3. Draw up a plan of action 4. Conduct the effect measurement

Examples


