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Executive Summary 

The independent review into the structural barriers that prevent the progression of Black, Asian
and Minority Ethnic but particularly Black staff, was tendered by the Greater London Authority
(GLA) to identify and resolve issues within the organisation for all Ethnic Minority staff. Whilst the
initial scope of the review requested that it be focused on the experiences of Black staff in
achieving progression and the success of Black external applicants, it would have been wholly
inappropriate to ignore the similar issues facing other Ethnic Minority groups.

Since the GLA’s inception in 2000, the organisation has had problems with its Ethnic Minority
representation and its ability to develop and progress staff from Ethnic Minority backgrounds.
From 2016, under the new Mayor, Sadiq Khan, the GLA have utilised targeted interventions to
improve representation and the experience of Ethnic Minorities. These efforts became more
conscientious and targeted in 2018 and have led the organisation to requesting this independent
review. We have noted that since 2018, the organisation has increased representation from 24%
to 29% (31 March 2018 to 31 March 2021) and have set themselves a goal of 37.1% (the ethnic
representation of London’s economically active population) by 2025 as well as being an anti-
racist organisation. This shows the commitment of the existing leadership within the GLA, to
create a diverse and inclusive workplace.

Through our research we spoke to 51 members of staff as well as the Race Equity Action Group
(REAG) at the GLA and the Mayor’s Office, with more than half of them being from Ethnic Minority
backgrounds - approximately 10% of the Ethnic Minority representation at the GLA. This allowed
us great insight into the issues that Ethnic Minority, and particularly Black, staff and applicants
face in the GLA. We learned that the perception of Black staff is that they are not valued for their
efforts, reporting that they often experience credit for their work given to or taken by white
colleagues, mostly men. A similar perception was raised by Asian staff that they have to do
double the work for less recognition than their White colleagues.

This appears to be perpetuated in the recruitment process where Ethnic Minority candidates,
both internal and external, experience their achievements, knowledge or skills minimised - often
finding that the feedback they receive is in stark contrast to their actual abilities. We spoke to
staff who have PhDs and Masters Degrees that were told they weren’t educated enough or were
too academic, we spoke to staff who have been requested to write blog pieces and other comms
work told that their written English was too poor for a promotion. These and similar stories
highlight a clear bias within the organisation that is limiting progression and recruitment of Ethnic
Minorities.

We also conducted a data analysis, looking at the demographic data from 31 March 2021. From
this data we were able to break down the ethnic representation in directorates, by grades and, by
gender. This allowed us to fully understand where the lack of representation is prevalent and
create targeted interventions. We noted that whilst White men are in the best overall position,
Ethnic Minority men, particularly Black and Other, are most represented in lower grades with a
significant concentration of Black men, 26%, in Grade 3 (all within Facilities Management).
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There is a clear need to improve diverse representation at higher levels in the organisation -
particularly between Grade 10 and 15. We note that some directorates have better overall
representation of Ethnic Minorities but when breaking this down, we see disproportionate
representation of particular ethnic backgrounds and often in lower grades. Other directorates
have generally poorer representation although are more proportionally representative, i.e. they
don’t have a disproportionately high or low representation of one Ethnic Minority over another.
This suggests that the GLA requires both general and targeted interventions to address the
issues.

The recommendations that we have made as part of our review have been designed to be applied
widely - they can be used to cover inequalities across multiple characteristics. Using these
recommendations, The Equal Group will collaborate with REAG to develop a focused action plan
and roadmap to create continuous improvement for Ethnic Minority representation.

Through our investigation, we have spoken to staff from various backgrounds and levels within the
GLA, and we have heard both positive and negative experiences from their time at the GLA.
However, one thing that we did take away from the conversations was the hope that this report
and subsequent actions will bring about the meaningful and lasting change required. This hope
would not exist without the positive efforts made prior to the independent review, and in our
opinion reflects positively on the efforts of the current leadership and particularly the Workforce
EDI team and Race Equity Action Group.
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The Greater London Authority (GLA) have commissioned The Equal Group (TEG) to
conduct an independent review into current processes, policies and actions at the GLA,
looking for any potential barriers to the recruitment and progression of Black, Asian and
Minority Ethnic (BAME), but specifically Black, staff and applicants. This review connects
internal measures with external measures such as the Mayor of London’s social
integration strategy, “All of Us” and the Mayor’s Inclusion Strategy, “Inclusive London”,
which has a specific focus on tackling barriers and inequalities across London. 

Throughout the report we have used the term “Ethnic Minority” when referring to the
collective group of Black, Asian, Mixed and Other Ethnic groups but wherever possible
we will talk about the specific groups. We take the approach of grouping demographic
groups in order to maintain confidentiality and anonymity as much as possible whilst
being able to understand the nuance of lived experience within different ethnic
backgrounds and intersectional identities.

Many organisations have policies and processes in place - some historic, some
implemented in good faith - that can create unforeseen barriers for particular groups. In
the UK, Ethnic Minorities have often found themselves restricted by these intangible
barriers that many employers and employees are unaware of - often dismissed with
“that’s the policy” or “that’s the way we’ve always done it”. As these policies, processes
and even implied agreements are embedded into a culture it can be difficult to identify
them, particularly when reviewed internally. 

TEG have conducted a desk-based analysis of the current data from GLA, as well as key
policies and processes related to recruitment and progression, and conducted multiple
interviews and focus groups to attempt to understand the experiences and opinions of
staff at the GLA. Through this we endeavoured to understand more about the disparate
experiences within the GLA and the factors specifically restricting Black, Asian and
Minority Ethnic, but particularly Black, staff and applicants from being recruited into the
GLA and securing higher grade positions. 

Whilst we have made reasonable attempts to build an accurate picture of the GLA as an
employer, we have been limited by time and resources as well as executing our
assessment remotely, given the prevalence of Covid-19 at the time of being
commissioned to undertake this work. We acknowledge that these limitations might
have had an impact on our ability to observe some issues in their proper context,
however we do not believe that this has had a significant impact on any of our findings
or recommendations. 

We have focused on the staff experience and how we solve the issues present in the
GLA. Our data and policy analysis has been included in the appendices of the report as
evidence for the key issues and our recommendations. We have presented the key
issues with recommendations that we’ve broken down into Objectives and Key Results.
The intention is for these to be used in collaboration with the Race Equity Action Group
to produce a SMART Action Plan and roadmap.

Introduction
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The GLA has made great efforts in the past few years to become a more diverse and
inclusive organisation. Looking at just the data, we can see a significant shift from 2018
onwards - this is likely in part due to the efforts made in the years since Sadiq Khan became
Mayor in 2016 but has been continued and enhanced by the workforce and leadership since
2018. In this period, we can see that Ethnic Minority representation has continually increased,
with only a small drop from 30% to 29% in 2020 - unfortunately the timescale and scope of
this report has not allowed us to investigate this further but it is likely a result of the
pandemic.

The majority of the current GLA leadership have a passion and drive to make the GLA a
diverse and inclusive workplace, this has allowed many initiatives to be implemented. These
initiatives include Our Time - a programme aimed at improving opportunities for women in
the GLA. The GLA recognised that generally the pay gap is worse for Ethnic Minority women
than White women and ensured that 50% of the positions in the Our Time programme were
reserved for Ethnic Minority women. Other initiatives include the BAME Talent Programme
and BAME Internship Programme where a focus was placed on providing development
opportunities to Ethnic Minority staff and increasing employment opportunities within the
GLA for young Ethnic Minority Londoners.

The GLA’s Ethnic Minority staff make up 29% of the workforce (on 31 March 2021), compared
to 2018 where it was 24% - some changes in representation, particularly reductions in relative
rates of representation, occur when the organisation has grown in headcount but recruitment
of Ethnic Minority staff has not grown proportionally. Under the current leadership, Ethnic
Minority representation saw it’s highest mark at 30% on 31 March 2020. This has been the
result of concentrated efforts to improve representation over a number of years.

We note that in the Workforce Reports, the organisation makes a commitment to being
representative of London - targeting a 37.1% Ethnic Minority representation across the
organisation. This is both ambitious and realistic - London’s economically active population,
i.e. those in or looking for work, have an Ethnic Minority representation of 37.1%. There has also
been an acknowledgement following the BAME staff network requests to address racism and
inequity, that the actual demographics of London show a 40.2% Ethnic Minority
representation and the disparity is likely in part due to people outside the 16-64 age range as
well as current societal issues that keep people with additional intersecting characteristics
out of the workforce. Having awareness of intersectional issues across London should allow
the GLA to target interventions in a more holistic manner, helping to address further
inequalities for Ethnic Minority people who are also disabled, LGBTQ+ and other protected
characteristics.

It should also be noted that this Independent Review was not a request from the Race Equity
Network or REAG but as a result of senior leadership recognising there was a problem at the
GLA. This recognition that the issue had to be addressed and would likely be difficult to
effectively address through an internal review shows the commitment of the senior
leadership team to make progress on the GLA’s EDI journey.

Most of the work that has gone into this report would not have been possible without the
previous efforts of the GLA. Whilst the GLA has a long way to go to regain the trust of many
Ethnic Minority staff, the efforts made so far have provided some reassurance that the GLA
have a genuine desire to deliver meaningful and impactful change for all minority groups.
With the reassurance that the GLA intends for this report to provide the framework for the
organisation to move forward, we feel many of the staff that we have spoken to felt confident
speaking out with the hope that their openness and honesty would drive and inform the
necessary changes.

GLA Efforts and Progress
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Lastly, the GLA requests that this report and subsequent recommendations provide an action
plan for addressing the issues we have identified, as well as any potential future concerns,
showing a desire to address this issue both immediately and long term. Whilst this action plan
will be owned by REAG and the Corporate Management Team (CMT), it will provide the
opportunity for all staff to get involved in its delivery.

Through our investigation, we have spoken to staff from various backgrounds and levels within
the GLA, and we have heard both positive and negative experiences from their time at the
GLA. However, one thing that we did take away from the conversations was the hope that this
report and subsequent actions will bring about the meaningful and lasting change required.
This hope would not exist without the positive efforts made prior to the independent review,
and in our opinion reflects positively on the efforts of the current leadership and particularly
the Workforce EDI team and Race Equity Action Group.
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This section will present the experiences and sentiments expressed by a wide and varied
cross-section of staff at the GLA, as well as London more broadly. Participants in focus
groups and one-to-one interviews with The Equal Group were given absolute freedom to
express their views on their experience(s) in and of the GLA. We engaged with 51 GLA staff
members from across the organisation including all members of the CMT and key personnel
in the HR department as well as the Race Equity Action Group. From this broad group of staff,  
between 35 and 40 were from Ethnic Minority backgrounds, equating to just over 10% of
Ethnic Minority staff at the GLA.

In the following sections we focus on themes that were regularly brought up in discussion
across all focus groups and interviews. These themes will, in part, form the basis of the
recommendations found later in this report.

Staff Experience and
Sentiment
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Recruitment  
Among the focus groups conducted by The Equal Group, a common emerging theme noted
several systemic barriers within the GLA’s recruitment process that disproportionately
disadvantage Ethnic Minority applicants, in particular, Black applicants. It is crucial to note
that these feelings were not unique to any one group or person, and the sentiments
expressed form the basis of a need to overhaul existing recruitment processes towards more
equitable outcomes.

It was noted across several groups and demographics that the recruitment process for roles
within the GLA is a lengthy and arduous undertaking for any potential applicant. This coupled
with the assessment of rigorous technical and behavioural competencies, which are non-
negotiably tested at either application, interview or test stage - presents barriers that
disproportionately affect Ethnic Minority staff, and in particular, Black staff. To paraphrase a
number of staff who addressed the competency framework:

"The competency framework and supporting statement make the recruitment process
very difficult. The task of writing a 1500 word supporting statement to cover 8 required
competencies when it’s not clear if those competencies are entirely necessary. The
process should focus on the technical requirements or identify 3 minimum requirements
and encourage managers to recruit for potential.”

This sentiment gains yet more weight when considering the tendency for an application
process like the GLA’s to favour those of a particular educational and social background.
Whilst Oxbridge, Redbrick and Russell group universities are becoming more diverse, this is
only in the last few years and invariably have not significantly improved their Black
representation.

The need to diversify the person specification for any open role has been noted as a priority
by several Black staff members at the GLA, alongside an organisation-wide commitment to
be more flexible in its application. Many Black staff members at the GLA noted that their
contributions are seen as lesser than that of their White colleagues, beginning with the failure
of managers to appropriately acknowledge when ‘Black colleagues have done more outside
the GLA [than their White counterparts]’ and continuing to foster an environment where
‘Black staff have the perception around them that they are not qualified.’

https://www.ox.ac.uk/about/facts-and-figures/admissions-statistics/undergraduate-students/current/ethnicity
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The personnel that manage the end-to-end process of recruitment (the hiring managers)
were also believed to be non-diverse, unqualified to make recruiting decisions (in some
cases), but overall, generally positioned to advantage White candidates through the
application process to the detriment of Black and other Ethnic Minority candidates. The
current recruitment guidance does not stipulate that recruitment and interview panels must
be diverse, rather it is framed as an example of ‘exemplary’ recruitment conduct as and when
it can be achieved. This is at odds with widespread sentiment amongst Black staff members
at the GLA who remain surprised at the fact that it is not a requirement for interview panels
to be diverse, including leaders at higher level grades, as well as long-standing staff members.

The importance of a diverse recruiting panel was emphasised by one staff member
occupying a high-grade position:

"All of it rests on the panel, the whole panel, fully participating and challenging the
shortlisting panel. I’m challenging the hiring managers all the time, who is on the panel,
where are you advertising, who have you chosen and who will challenge your decisions.”
- “Good recruitment practice should involve the whole panel fully participating and
where possible, challenging hiring managers to understand who is on the panel and why.”

A diverse interview panel is critical in allowing Ethnic Minority applicants to see that the GLA
has diverse staff members adopting decision-making roles, as well as offering Ethnic Minority
applicants the ‘opportunity to show how capable [we] are’ to a much more varied and
representative cross-section of people. Many EDI practitioners see that the impact of
diverse interview panels rests on the elimination of shared biases, the ability for interviewers
to gain a more well-rounded perspective of the candidate and the chance for applicants to
gain a sense of what the organisation looks like. Internally, research has also shown that
another benefit of diverse interviewing panels is that it provides development opportunities
for existing staff members, who are able to undergo dedicated interview skills training and
add this to their responsibilities and achievements within the workplace. 

This comes under a general sentiment among Black staff members at the GLA, who have
expressed that the progression of Black staff members has long been curtailed and
deprioritised, and opportunities that allow for Black staff members to move upwards within
the GLA are sidelined in favour of maintaining the status quo, where one ‘boys’ club’ [gets]
replaced by another ‘boys club’ and Black staff remain ‘at the bottom of the hierarchy’. Whilst
this was strongly referenced by Black staff, a similar sentiment was raised with other Ethnic
Minority staff. This is especially relevant to the recruitment process, as the failure of the GLA
to actively enforce diverse hiring panels as a necessity continues to disadvantage Ethnic
Minority staff.  

On the contrary, some Black staff members have noted that where an exemplary academic
record and highly relevant past experience exists among Black candidates and colleagues,
there is a view that these achievements are seen as superfluous at best, and inadequate at
worst. This carves out a grey area for some Black colleagues, who believe their contributions
are both underestimated and derided at the same time. A few colleagues including some
long-standing colleagues at the GLA expressed:

"We will never get promoted, no matter how qualified we are, you can look at senior
levels and we’re just not there. Even with the same or higher qualifications, we are at
lower grades compared to White staff. They’d suddenly then say, we’re too academic –
even having years of experience isn’t seen as a plus.”

This staff member’s account points to the unwillingness to properly reward and progress
Black candidates with appropriate levels of responsibility and remuneration, as supported by
quantitative data showing that Black staff members seldom progress beyond the Grade 12
level. Instead, Black staff members have noted that there is a tendency to informally rely on
and exploit the skills and expertise of its Black staff by 'ask[ing Black staff members] to do
things which are way above [their] roles without reward’, and ‘White men [getting] credit
when the Black women did all the work’. 

https://harver.com/wp-content/uploads/2020/03/White-paper_-The-state-of-diversity-recruiting-v8.pdf
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Several focus groups and interviews held by The Equal Group were started with the question,
“what do you believe to be the biggest problem for Black and Ethnic Minority staff within the
GLA?”. Of all responses given by participants and interviewees, progression was seen to be
the biggest issue with a specific focus on the lack of robust talent management support in
place to ensure that Black and Ethnic Minority staff members were being offered fair chances
to advance within the GLA. This was seen to hold Black and Ethnic Minority staff back in their
roles, as the requisite support, mentoring and encouragement from managers across all
levels, departments and directorates was not perceived to be readily available for these
groups.

The interviews and focus groups showed that this had been identified and rectified by
individual managers seeking to provide more support than what they saw their
contemporaries offering. However, the problem of a lack of widespread and aligned provision
of both support and mentoring was also identified by these same managers - some staff
alluded to the fact that the current mentoring scheme wasn’t easily accessed and not always
inclusive for all Ethnic Minority staff. One staff member in leadership interviewed by The
Equal Group stated: 

"If someone wants to speak with me informally, I say yes because of the journey I’ve
been on and knowing I want to give back to others when I didn’t have the same support. I
know line management can sometimes be a blocker so I want to provide as much
support as I can. An organisation like the GLA needs to institute something like this.”

A manager providing this support as a direct result of recognising the distinct lack of
provision across the GLA demonstrates the need for a robust talent management policy that
requires managers to be more proactive. Similarly, a staff member recognised that even
structured attempts to support talent may negatively affect Black staff members the most,
as indeed they find themselves at lower grade-level roles with fewer hopes and opportunities
for progression:

"I have heard from some people who had approached me in confidence that they didn’t
feel like [Our Time] was a programme that had recognised long-term employees who
had contributed significantly. They felt excluded by it.”

This points to a limitation to existing talent management initiatives, while further
strengthening the need for more managers to implement ‘informal’ means of mentoring and
supporting staff members; managers should be engaging with staff regularly to understand
what support they need to achieve their review goals. The lack of consistency across the
GLA’s managerial personnel in providing this was highlighted by another leader:

"People have said to me that no one has ever spent time with me on my career and
[discussed] what my potential is. I’ve run an open-door policy where anyone in the team
can get some time with me and talk to me privately. Over 3-4 years, I’ve had people
come to me with negative and positive experiences. And sometimes I’ve had to call out
managers for the things they’ve said and done – in some respects, this has worked.” 

The effectiveness of this kind of initiative has been useful in allowing those leaders who
engage with their staff members to better understand the needs and goals of people in their
teams. If this was to be rolled out more widely, the GLA would gain a far greater and more
comprehensive understanding of the structural issues that have both historically and
currently stifle Black and Ethnic Minority staff members’ progression opportunities. It should
be noted that managers are expected to have career conversations with all members of their
teams - the experiences of Ethnic Minority staff, suggests that some managers avoid having
meaningful conversations with non-White staff.

The provision of tailored support for staff members who are seeking progression (both
linearly and laterally) has been perceived to circumvent Black and Ethnic Minority staff
members, who, in interviews and focus groups, noted that support and encouragement from
their managers was non-existent in relation to the same offered to their White counterparts.
One participant in a focus group for Ethnic Minority staff members observed that:

Talent Management 
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"I have definitely observed a lot of promoting their own people, White Managers will
always mentor and encourage White juniors in the team. It creates difficulties when
there is a White Manager who is making your life difficult. The additional labour that is
done by people of colour and women of colour, looking at people in the same job and the
same grade, the amount of work piled onto her is noticeably different to the White man
or White woman before them. You don’t have anywhere to go for support but there is
nobody around you telling you that it’s unreasonable.”

This account combines a number of aspects already noted elsewhere in this section,
demonstrating the interconnectedness of managers’ affinity bias towards White colleagues,
the overworking of non-White colleagues, and the lack of support available to share and
address these experiences. Other staff noted that in some situations where they have
achieved progression, their previous role hasn’t been filled and they’ve been expected to
perform both their new role and previous role.

The suggestion is that job roles and responsibilities become less clearly defined for Black and
Ethnic Minority staff who are expected to undertake more than their job description covers,
yet this is at the expense of a structured and tailored personal development plan so that
their skills and contributions are noticed and lead to progression - even where progression is
achieved by Ethnic Minority colleagues, they are experiencing vastly different expectations
to White colleagues. To mitigate this, some interviewees and participants noted that a
targeted initiative that functions as a ‘pathway’ towards a senior role that reflects Black and
Ethnic Minority staff members’ ambition and skills should be implemented. This will involve
and necessitate a transparent action plan which will outline what skills and requirements are
needed at every stage of a role to progress, and will be implemented across the GLA to
ensure that appointment decisions are not characterised by bias. This is to be viewed in
conjunction with a wider offering of support by managers that will uncover and continuously
monitor staff sentiment, particularly among Black and Ethnic Minority staff with regards to
progression. These processes will be explored further in the recommendations section of this
report.

EDI Learning/Talent Programmes 
The GLA has created several initiatives in recent years that promised to mentor, upskill and
ultimately progress BAME (Black, Asian and Minority Ethnic) staff members. These
programmes are developed and managed internally, and those that have been discussed
within the interviews and focus groups that The Equal Group have conducted are the BAME
Talent Programme and the Our Time programme.

The programmes have been met with some degree of positivity, with some staff members
welcoming the targeted support of Ethnic Minority staff on the BAME Talent Programme, and
of Ethnic Minority Women on the second cohort of the Our Time programme. This was,
primarily, due to the outward commitment that the GLA appeared to be making to advance
Ethnic Minority colleagues who, as data shows, tend to populate the lower grades of the
organisation. Black colleagues are concentrated in Grades 4-9, although men are seen
particularly concentrated in Grade 3, whilst Asian staff are concentrated in Grades 7-9.
Where White staff see concentration in Grades 7-9, they have significant representation in
Grades 10+.

The ‘success stories’ of the BAME Talent Programme were expressed to The Equal Group by
a contributor to its rollout, though it is worth noting that alongside these, the limitations of
the programme were also raised and explained. The strongest aspects to the programme
were seen to be the bespoke development and progression plans for participants, the one-
to-one mentoring provision with a senior colleague and the ability to provide high-potential
BAME staff with a ‘safe space to have someone focus time on them’. However, as
mentioned, the limitations of this programme came by way of uncertainty around how
scaleable it was, how much budget could be assigned to it and how, too much was trying to
be achieved in a comparatively short space of time.
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These apprehensions were echoed in the wider staff population, particularly amongst Black
staff. They expressed that they were unsure of what came out of both this programme and
the Our Time programme in terms of tangible career growth for their participating Black
peers, with one staff member expressing that for the Our Time programme (dedicated to
supporting women), only non-Black women were progressing. They went on to say that:

‘one [Black] member of staff after a year of that programme didn’t meet the standard
required. The performance review process is put in place so that you can say in 12
months whether this person is able to meet the standard or not.’ 

That this staff member was still experiencing similar, negative feedback after the Our Time
programme was expressed to be a worrying indictment of the both the managers who were
delivering the programme and their own line manager, as it was thought that for a year-long
programme there would be better support and acknowledgement of the experiences of
Black, Asian and other Ethnic Minority women - leading to appropriately designed
progression plans. The focus group for Black staff agreed the programmes aimed at
progression and development need to be more aware of and considerate of the experiences
of Ethnic Minority women. They also agreed that some White managers across the GLA need
to be more stringently assessed on their managerial capabilities, contributing to the overall
view that White managers who become arbiters of Black and ethnically diverse staff
members’ abilities ultimately leads to and perpetuates the lack of progression for these
groups.

It is worth noting that sentiment among Black staff members around the advent of these
programmes has not been wholly positive due to a tendency for ‘the GLA to operate….on a
deficit model, mentoring, coaching, all this stuff’ when it comes to directly supporting
Black staff. It is crucial to view this sentiment alongside the GLA’s inability to adequately
identify or acknowledge the skills and experience of Black staff at application and interview
stage. The GLA’s talent programmes run the risk of becoming arenas within which qualified,
able and exemplary Black staff members are being ‘infantalised’ and led to believe that their
sole means of progression is through this route.

The outward image of the GLA’s talent programmes was a point of contention for Black staff
members in The Equal Group’s interviews and focus groups. The BAME Talent Programme’s
rapid changeover of leadership was seen to obfuscate its results. This supports a wider
accusation of there being underhanded practices, where it was said that ‘the GLA have a
habit of passing things on, and you never really know why’. This is especially detrimental
when it comes to diversity and the fear many Black staff members have that diversity
initiatives are poorly thought-through, lack longevity and result in a loss of faith in leaders
who are seen to ‘throw some crumbs and [hope] it’s going to distract [people].’

Managers and Leadership
Among conversations with all staff members within the GLA, managers and senior leadership
teams were prominent talking points with regards to the recruitment and progression of
Black and Ethnic Minority staff. The points raised motion towards the desire for greater
connectedness, involvement and awareness from managerial staff when it comes to issues
regarding diversity, and, more proactively, a need for managers to be more vocal and action
recruitment and progression processes which work to eliminate disadvantages for Black and
Ethnic Minority staff.

During the focus groups and interviews conducted, staff expressed varying levels of faith in
senior management personnel, with some people identified as committed changemakers;
though, often, these same people were further described as ‘lone wolves’ - signifying a lack
of alignment across leaders in all Directorates. Where perspectives on leadership appeared
most bleak for staff, this was due to managers appearing to only ‘pay lip service' to diversity
across the GLA, as the members of a focus group for Black staff expressed:

“Managers pay too much lip service to diversity without much action and accountability.
Black and BAME staff have to ask for more training but White staff don’t need this
training to advance a few grades. Lots of things are simple to implement but we spend
too much time just talking about it.” 
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A second perception from the same group added:

“There’s a lack of accountability among managers and no one is asked to step down if
they don’t deliver on diversity and inclusion. That’s how managers fail on these issues.
You will be responsible for a diversity action plan yet you create a culture where no
Black people progress - it doesn’t make sense.”

These sentiments go some way towards explaining the lack of progression Black staff face
within the GLA. Managers are perceived to lack the desire to prioritise actionable, measurable
and long-term strategic interventions, and, as a result, White staff are more likely to fare well
against the existing culture, environment and processes at the GLA. This standpoint has been
identified not only as unique to lower-grade staff members. Some leadership staff
interviewed by The Equal Group expressed that the problem with managerial staff and
leadership positions at the GLA is that there are ‘too many’, and of these many posts, it is
inevitable that some managers will be more advanced and committed to EDI than others. An
example of this observed that there were instances in which managers were actively
contributing to the difficulties faced by Black members of staff in achieving an internal
progression appointment, staff members noted:

“We want to understand what happens when Black and Ethnic Minority staff do go for
higher grade positions, as skills and experience gained outside of the GLA are often
minimised and dismissed. Ideally, the approach is to lean into the additional skills people
have and see where they can add value. Instead, managers can pigeon-hole people and
make them do their jobs in a narrow sense, missing the opportunity to understand and
unlock employees’ potential.”

This finds a noticeable continuity with the feeling expressed in focus groups for Black staff
members. That is, managers are dismissive of the additional skills and experience Black and
other ethnically diverse staff members have, resulting in a structural barrier to progression
that suppresses the full potential of non-White staff members. On the contrary, when these
skills are utilised, a Black staff member - who has remained in their grade-level for many
years - expressed:

“I took ownership of a project, then someone who was promoted because of its success
attributed all of the credit to White staff.”

This demonstrates an informal, unofficial reliance on the skills and contributions of Black staff
members who, in turn, are not adequately rewarded with progression, opportunities for
progression or credit for projects within the GLA they have designed and delivered. Where
these achievements are accredited to White colleagues, it becomes clear that, structurally,
managers are confident in erroneously attributing success to White colleagues, which
subsequently, creates the conditions for comparatively steady progression for this group -
all while non-White colleagues remain stuck in lower grades.

Managers were also seen to be visible in their favouritism towards White colleagues, accruing
benefits such as progression opportunities, distribution of ‘better’ work and access to wider
staff networks for these people. Notably, this was candidly detailed in the focus group for
White colleagues at the GLA, where one contributor commented that:

“Managers can have favourites, teams can be a bit cliquey and that can be a barrier for
Black and Asian staff where the manager is White. For internal vacancies, there is a
perception that the manager already knows who will get the role and for Black and Asian
staff who are not favourites, it’s difficult to complain about. But I am close with a few
Black and Asian staff members and whilst those very capable staff members don’t get
progressed - White staff do.”

This was echoed in contributions from the same group, connecting this practice to the failure
of the GLA to; adequately progress Black and Ethnic Minority staff; to consistently have
diverse interviewing panels; and to eliminate biases where talented Black and ethnically
diverse colleagues were sidelined if they don’t ‘speak in the same jargon’ as their White
counterparts.
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These were seen as barriers to the recruitment and progression of Black and ethnically
diverse applicants and staff members, with responsibility resting with managers who have
the internal platform to promote diversity and inclusion, as well as actively challenge pre-
existing processes and mindsets that halt its progress in the workplace.

The same White focus group also expressed a concern that there seemed to be a cultural
divide between White managers and their Black team members. This was most prevalent
when performing annual reviews or when the manager felt the need to challenge the team
member. This in turn brought up the idea of “the model minority”, where Asian staff members
were seen as more desirable and manageable than their Black colleagues. Through probing
this issue, it seems that this could be explained by an inability to connect through the
cultural divide - this could be resolved through cultural awareness training and celebration of
different cultural backgrounds. 

It will also be important that managers understand that they cannot approach all staff in the
same way and may have to tailor their approach. In a country that has a clear issue with
racism, it is safe to assume that most, if not all, ethnically diverse staff will have experienced
racism at some point - some of those experiences will likely have occurred in workplaces and
will have created a sense of distrust between them and any leadership. We have seen
evidence of systemic racism in our healthcare, within our education, in the justice system
and our government, the same institutions we expect to be doing more. Systemic, structural
and institutional racism are part of the fabric in our society, we only have to look to two
reports from Runnymede to find the evidence - “Facts Don’t Lie” and “England Civil Society
Submission to the United Nations Committee on the Elimination of Racial Discrimination”.
This shows that it can embed itself into our lives and will only be eliminated through
conscious and deliberate challenges to the system.

Where an organisation purports to be anti-racist or have strong EDI initiatives, seeing or
experiencing racism in the workplace is even more egregious - this has left some Ethnic
Minority staff feeling that EDI measures are insincere and tick box. Managers will have to
understand these feelings, recognise the potential difference in experience and work with
their team members to find the individual best practice for their development.

https://www.runnymedetrust.org/uploads/publications/Facts%20Dont%20Lie%20(2021)-Begum%2C%20Treloar%20.pdf
http://runnymedetrust.org/uploads/CERD/Runnymede%20CERD%20report%20v3.pdf
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We have listed out the key issues that the GLA currently have in relation to the experiences
of Ethnic Minority staff, particularly when it comes to recruitment and progression. We have
grouped the key issues into specific themes to allow us to focus on the areas where the issue
is most prevalent. We have used these themes to form the framework for our
recommendations. The recommendations will be in the form of Objectives and Key Results
and will be the basis of the action plan - the action plan will be a collaboration between The
Equal Group and the Greater London Authority, this should ensure that the actions are wholly
deliverable by the GLA.

Key Issues

The Equa l  Group :  Independent  Rev iew at  GLA

EDI Strategy and Implementation
From our investigation there does not seem to be an internal, fully developed, robust Equality,
Diversity and Inclusion Strategy - instead there is a collection of documents which make EDI
appear ad-hoc and not a priority. These documents include the Diversity & Inclusion Action
Standard, the pay gap action plans, the workforce reports and to some extent the Dignity at
Work policy. EDI has to be seen as a strategic imperative attached to the organisation’s
mission and business strategy. Whilst this review was to focus on issues around race, we feel
that no EDI issue can be dealt with in isolation. EDI has to be looked at holistically with a
strategy that seeks to resolve issues for all protected characteristics.

We suggest that the GLA works to tie together all existing EDI initiatives, such as the pay gap
reports (appendix B,2), D&I Action Standard, EDI work groups, etc under the same framework
of a corporate level EDI Strategy. The strategy should provide a detailed analysis of the
progress that has been made, the current status (in terms of data and staff feedback) and
articulate an ambitious vision for where the GLA wants to be by the end of the particular
control period (currently 2025). This should include existing and past efforts for diversity and
inclusion, such as the BAME Talent Programme and Our Time, and explain how initiatives like
these will be expanded and carried forward.

EDI Action Plans 
We understand that each directorate is supposed to have its own EDI Action Plan, however
we only saw 3 in the course of our review, with a further 6 being specific to individual teams.
The action plans we saw were inconsistent, suggesting that there is no guiding framework for
them to work to, or any central scrutiny of these plans, with there being solely a requirement
for them to provide their own action plan. This has provided at least 9 different approaches,
and only 3 of them are vaguely similar - however, these 3 were by far the least appropriate or
complete action plans.

There needs to be a corporate level action plan informed by the EDI Strategy. The EDI
Strategy is a high level commitment to improving EDI within an organisation, it provides a
vision of success and a high level understanding of how to achieve that vision.

In order to deliver the strategy, an EDI Action Plan complete with SMART goals will need to be
developed. Using the OKR framework in the strategy, we can break down the objectives into
smaller tasks or SMART goals - each goal should be specific, detail what success looks like
with a clear way to measure success, how it will be actioned, how it supports the delivery of
the objective (relevant), who is accountable for the action and when it should be completed
by (time).

https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.ajpwe8w551k3
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This EDI Action Plan should then inform and provide the framework for all directorate level
action plans which should subsequently inform the unit level action plan. When developing an
action plan the teams should be encouraged to get feedback from the Workforce EDI team
and sign off from the next senior person, i.e. the unit level should be signed off by the
Executive Director, the directorate level by the Chief Officer and the GLA action plan by the
Diversity and Inclusion Management Board as a collective.

Recruitment 
As part of the GLA’s Workforce Report for the period 1 April 2020 to 31 March 2021, it is noted
that:

"The proportion of external BAME applicants has increased from 42% to 46%, shortlisted
applicants decreased from 37% to 31%, and the number of external recruitment
appointments from BAME groups decreased from 39% to 28%. The number of internal
BAME applicants decreased to [from 42%] 41%; those shortlisted decreased [from 39%]
to 37% and the number of internal BAME appointments was 32% [down from 36%].
(p.34)”

This data necessitates an interrogation of each aspect of the recruitment and selection
process as outlined in the document of the same name. Since shortlisted applicants from
ethnically diverse backgrounds decreased in number following initial applications from an
increased pool of BAME applicants, it is imperative that the content of the person
specifications for each available role is investigated and, where possible, diverse shortlisting
panels are enlisted to screen applications at the earliest stage. This is applicable to both
external and internal candidates. You can see a full analysis of the recruitment policies and
process in appendix B,4.

https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.xmg3vnm4f076
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The data representing internal candidates requires a greater understanding of the internal
conditions at the GLA for existing Ethnic Minority employees. This will span areas outside of
recruitment and selection processes and procedures, as it is imperative to understand what
provisions the GLA has in place to support the development and upskilling of Ethnic Minority
employees. These provisions must serve to build confidence in Ethnic Minority staff as there
is a perception that the system is set against them - this will limit the amount of Ethnic
Minority staff applying but also their confidence and ability to showcase their skills and
experience during the process. It will be important to ensure that steps are taken to eliminate
or mitigate bias and discrimination in the workplace and especially within the recruitment
process. These are instrumental contributing factors – or barriers - to internal progression
and need to be investigated as rigorously as recruitment and selection procedures in place
at the GLA.

Advertising, job description and person
specification
More broadly, attention needs to be given to the advertising of all open opportunities to
ensure the number of Ethnic Minority applicants is maximised for each available role.
Additionally, the continued monitoring of ethnicity data (where supplied) is critical to
understanding at the particular recruitment stage(s) that seem to be a barrier for Black and
ethnically diverse candidates. Since Ethnic Minority appointments for this period were 32%
despite higher percentages of total applicants overall, it is also worth examining the process
and content of interviews and final application stages to minimise the potential for bias.

Within the scope of the GLA’s early recruitment activity, it is recommended for managers
and Human Resources Business Partners (HRBP) to discuss any diversity criteria that will
need to be prioritised to allow for a more balanced shortlist as the recruitment process
moves forward. For the purposes of this review, the additional consideration here will see
managers and HRBPs establishing the extent to which it is appropriate for people from
underrepresented ethnic groups – particularly Black applicants - to be specifically
encouraged or targeted to apply for any open role. This will be examined and implemented,
as necessary, by considering the diversity of the existing team and any historic
underrepresentation of Black and ethnically diverse candidates in the role in question.

Embedding this action from the outset of the application process will ensure that the
consideration of diversity is at the forefront of all recruitment activity - specifically around
roles where Black and ethnically diverse applicants are historically underrepresented. This is
an action that can be applied to other protected characteristics (e.g. female/non-binary
applicants, LGBTQI+ applicants and disabled applicants) and serves the purpose of ensuring
a diverse applicant pool from the very start of the recruitment process which is less likely to
dwindle as the process moves forward.

The messaging, language and tone conveyed within the GLA’s job descriptions and person
specifications is crucial as these documents will be read by potential applicants who will
ascertain whether the job is the right fit for them, and whether they are a right fit for the role.
For Black applicants, it is imperative that the GLA remove any trace of racial bias within their
job descriptions and person specifications. On the contrary, the inclusion of specific
elements within the job description and person specification could ensure ethnically diverse
applicants are aware of the commitment the GLA has in diversifying its applicant pool.

These could include the GLA’s commitment to EDI, stating that each employee will be
responsible for achieving an EDI objective of their own and a positive action statement; “we
particularly welcome applications from Black, Asian and Ethnic Minority candidates”. How the
GLA should work to achieve both the elimination of racial bias and an inclusive tone in its job
descriptions and person specifications will be further explored in the recommendations
section of this report.

The GLA has two primary ways of advertising for a role – internally and externally. Though
most vacancies are advertised internally first, where there is a perceived internal skills deficit
the vacancy in question will be advertised internally and externally at the same time. The
places that a job vacancy is advertised in is crucial to supporting a diverse make-up of the
overall applicant pool. It is prudent for the GLA to consider where open vacancies can be
publicised with greater visibility and appeal to ethnically diverse applicants – and, in
particular, to Black applicants.
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Selection and Hiring Panels
During the selection stage of the GLA’s recruitment process, reference to a ‘panel’ is made.
The details of the required make-up of the panel (function, background, grade, diversity) is
not specified. Focus groups that The Equal Group have facilitated with HR personnel have
expressed that though the GLA does not make diverse recruiting panels mandatory in their
recruitment and selection process, the benefit of doing so is one of the ways in which bias
can be minimised during the shortlisting and interview stages. It is therefore worth mandating
diverse hiring panels as the standard for each vacancy.

The GLA requires that the shortlisting panel must consist of the hiring manager and at least
one other person from the interview panel. There is no reference given as to the criteria that
the additional colleague for the interviewing panel needs to fulfil, so consideration should be
given as to whether this role should be filled by a non-White employee wherever possible (if
the hiring manager also identifies as White). This will ensure that the GLA is aware of the need
to present outwardly to applicants an indication of the kind of progress it is hoping to make,
as well as ensuring that a different perspective is covered by the initial shortlisting panel. It is
also important to note that whilst the hiring manager will have the final say, the candidate
scores from the other panellists must be given equal consideration - where the hiring
manager has chosen not to go with the highest scoring candidate, they will have to provide
justification and seek approval from the HR Resourcing team before making an offer.

The GLA is aware of the opportunity the interview stage of the recruitment process presents
to the candidate for ascertaining whether the hiring manager, department and wider
organisation is aligned with their professional expectations and aspirations. It is here that
Ethnic Minority applicants would benefit from a diverse interviewing panel as a means to see
their peers represented in decision-making roles within the GLA. Visible representation of
ethnically diverse interviewers indicates to Ethnic Minority applicants that their experience
and background might be better understood; that implicit and explicit biases in the interview
are more likely to be significantly reduced; and that the outcome of their interview will be
decided by a diverse group.

Interview and Offer
The interview firstly comprises competency-based questions, focusing on events and
experiences in a candidate’s past and giving them the opportunity to demonstrate how they
behaved in these scenarios. It is important to focus on behaviours and competencies
relevant to the job, rather than the events and experiences themselves. This is a crucial
aspect to hiring for potential, and will allow Black and ethnically diverse candidates to
demonstrate times where they have embodied certain professional and personal qualities
that will be valuable to the open role. 

It is important not to disregard situations that have a racialised aspect to them, as many
Black and ethnically diverse candidates will have navigated and overcome adversity due to
structural, institutional and social barriers that exist in this country. Instead, acknowledging
the personal qualities demonstrated in these situations as showing potential – rather than as
showing extensive experience – will ensure that the focus is on transferable skills that
indicate growth and resilience. It is here that the need for a diverse interviewing panel is
manifestly evident, as the ability to demarcate ‘unteachable’ personal skills and attributes
from teachable technical knowledge is crucial.

The culmination point of all assessment activity throughout the GLA’s recruitment and
selection procedures is the interview outcome, where the successful applicant has best
demonstrated their suitability for the role in question. The recruitment team then contacts
the successful applicant, and the onboarding process is triggered. In terms of salary, the
guidance states that the offer must be made at the first point of the salary band
(Recruitment & Selection Guidance for Managers, 13.4).
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This is a potential area for review for the GLA, as it may ensure that if a Black or ethnically
diverse candidate is selected for the role, they will languish at the bottom of the salary band
for the role they have successfully been awarded, only increasing their salary through time
served. We understand that there is some management discretion to secure high quality
candidates by offering them a higher position on the band. The implementation of this
discretion should be reviewed to understand if it is being applied equitably or if it favours
particular groups. It was unclear if this same discretion could be applied to awarding an
employee with a larger salary increase than that given for time served.

This guidance could be amended to reflect a more flexible approach to remuneration such
that previous experience and transferable skills are more heavily considered. In an interview
with one of the GLA’s senior staff, they highlighted the importance of getting to know each
direct report and colleague’s professional experience so that they could add value to the
organisation in ways that extend beyond the remit of their role. This needs to be reflected in
the remuneration policy; allowing for incoming Black and ethnically diverse candidates to
demonstrate their vast experience and for the GLA to be encouraged to compensate these
employees accordingly.

How the recruitment and selection processes currently in place at the GLA can be reviewed
and redeveloped from end-to-end will be further explored in the recommendations section
of this report.

Talent Management 

The GLA’s approach to talent management has been identified as an issue by Black and
Ethnic Minority staff. When contrasting these sentiments with the GLA’s competency
framework guidance (reviewed in Appendix B,4: Competency Framework), there are myriad
discrepancies; demonstrating that the GLA may not be properly applying its own talent
management standards to Black and Ethnic Minority employees’ work and contributions. 

We took an intersectional approach with this review and looked at the differences between
men and women at the GLA to identify targeted interventions. When looking at the GLA,
Black staff make up 3.5% of Grade 13+ and there is only one Black person above Grade 13, a
Black man, suggesting a better outcome for Black men than Black women. However, when we
look specifically at the pay gaps for Black men and Black women we see a different story -
the pay gap for Black men to White men (the highest paid group on average) was 26.5%
compared to 17.9% for Black women to White men. 

A similar trend plays out across all Ethnic Minorities, with ‘Other’ Ethnic Groups having the
worst result for men with a gap of 36%. In general women are in a worse position than men in
the organisation, though this is primarily due to the success of White men. From our research,
these gaps are due in part to a rigid and non-inclusive application of competency
frameworks, poor engagement between managers and their staff (particularly between White
Managers and Ethnic Minority staff) leading to ineffective development plans, and a culture
that unconsciously favours White staff.

This gulf in the equitable outcomes from the GLA Competency Framework and the lived
experience of Black and Ethnic Minority employees at the GLA points to a review of existing
competency policies, and an organisation-wide application of fairer and more flexible
policies. As is the case with the recruitment process, a less stringent reliance on behavioural
competencies and (application of) technical skills and knowledge is needed in the
competency framework, which covers performance management, development planning and
support with career aspirations. 
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Though this may sound counterintuitive as the competency framework is designed to
provide managers with the tools to clearly define and monitor key competencies in any role,
an over-reliance on a rigid set of competencies puts employee progress at risk. This is due to
the potential failure to recognise and reward additional skills and contributions that fall
outside the traditional remit of any role. As focus groups and interviews with GLA staff across
all directorates and levels have consistently shown, Black and Ethnic Minority colleagues have
expressed dissatisfaction at their additional skills and experience being ‘unofficially’ utilised,
yet not provided them with a good basis for progression or even development. As the
competency framework ‘outlines the behaviours that are essential to effective performance
in our organisation’, these inflexible lists of behaviours and technical skills will always form the
basis of a case for any appointment - and indeed for advancing in the GLA - while ensuring
that additional contributions and skills are not considered.

The competency framework is also applied to other areas of the recruitment process,
including interviews. The framework stipulates that the candidate is asked questions
specifically around competencies – both behavioural and technical – and is expected to
defer to their previous experience to construct a strong answer. This, when taken with the
recruitment guidance outlining that both a standard question bank and model answers
constructed around the competencies can be used, could position candidates with non-
traditional experience at a disadvantage. If we add to that the cultural competence within the
GLA (the understanding of the experiences and impacts of different backgrounds) and non-
diverse (or hiring manager dominated) interview panels, ethnically diverse candidates are
more likely to not have their experiences (relevant or not) recognised or understood.

The reliance on model answers to standard questions may be problematic and present far
too much of a rigid and inflexible expectation of interviewees. This will disproportionately
affect applicants from ethnically diverse backgrounds as it is likely that these standardised
questions and model answers will be composed and signed-off by White decision-makers.
This is not an easy issue to address and will require consistent monitoring and guidance to
ensure an equitable application.

As this independent review has also found that the usage of diverse interviewing panels is
not considered compulsory, the competency framework’s failure to consider how to ensure
parity for Black and Ethnic Minority staff at the GLA moving through the recruitment process
points to an urgent need for reworking it in its current form. Aspects of the competency
framework referring to recruitment can be reimagined to instead reflect a ‘model framework’
that emphasises potential, allowing different experiences and backgrounds to be assessed
fairly using the same criteria.

The performance review aspect of the GLA’s competency framework places the onus on
staff members being able to ‘clearly outline what is expected of us in terms of HOW we do
our job’. It goes on to state that staff and managers are ‘jointly responsible for gathering
evidence of when the staff member has demonstrated these important behaviours in the
workplace’. Though this is a fair undertaking on the side of both parties, the reality of the lived
experience of Black and Ethnic Minority staff at the GLA paints a starkly contrasting picture. 

Black colleagues have, in solo interviews and focus groups, expressed frustration at taking
independent action with a view to advancing their position, yet being denied the opportunity
to; go on secondment; have their additional contributions noticed and rewarded; and, despite
asking managers, not receiving the necessary training to progress in their role. This renders
the autonomous aspect of the performance framework as redundant for colleagues who have
experienced these setbacks at work.

The root cause of these negative experiences must firstly be identified and addressed
outside of the competency framework, before any such framework can be applied in good
faith. Alternatively, the competency framework should be reviewed and reimagined to place
far more responsibility on how managers should be aiding the learning and development of
their staff.

The competency framework outlines the GLA’s key competencies which encompass:
‘Working with others’, ‘Leadership’, ‘Delivering results’ and ‘Organisational context’ -
elaborating on each of these by classifying what makes for ‘effective’ and ‘ineffective’
performance. 
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Among the areas outlining ‘ineffective’ indicators of performance, the phrasing of statements
such as ‘interacts inappropriately with others’ and ‘is unhelpful or unprofessional when
interacting with stakeholders’ and ‘gives up too easily when initial plans are met with
resistance’ serves to disproportionately affect Black and Ethnic Minority colleagues due to
their lived experience of a mischaracterisation of their intentions, communication and effort. 

Both in interviews and focus groups conducted by The Equal Group, as well as in in staff
surveys, Black and Ethnic Minority staff have recounted harrowing instances of verbal abuse
at the GLA where they have been labelled ‘scary when I have not done anything to provoke
it’, ‘[an] aggressive Black woman’, and been told that they will not pass their probation period
due to their ‘communication skills being off’ - the first two being clear racism and the last
being a key example of microaggressions. 

In contrast to the inflexibility elsewhere in the competency framework, the vagueness around
what it means to communicate ‘awkwardly or inappropriately’ or ‘unprofessionally’ with
colleagues and stakeholders within the GLA gives managers and decision-makers the power
to become unchallenged arbiters of what constitutes an effective indicator of behavioural
competence. This emboldens those that have used racialised stereotypes to characterise
Black and Ethnic Minority staff members’ behaviours incorrectly and detrimentally, and
points to an urgent need to review this section of the competency framework. 

As part of the talent management policy within the GLA, it is essential that there is a process
in place that allows for open communication between hiring managers and staff members
seeking progression opportunities. In the focus groups and interviews conducted by The
Equal Group, Black and Ethnic Minority staff members were falling victim to the same
recurring cycle – that is, they would apply for a more senior position, receive no prior support
or encouragement for doing so, and, at the culmination of the (unsuccessful) process, be
provided with unsatisfactory or inadequate feedback on their performance. One staff
member recounted: 

“I haven’t progressed even through restructures, and I’m in the same job I was in several
years ago. I applied for a new role, didn’t get it and I was disappointed that no manager
encouraged me to apply or said they’d be happy to consider my application.”

Upon an unsuccessful application to an internal role, another staff member recalls: 

“I was part of a team that set up a project. I didn’t even get shortlisted for the project
leader role which opened soon after. And when I got feedback – it was apparently
because I’d been in the GLA for too long.”

These sentiments illuminate the failure of managers to properly encourage Black and Ethnic
Minority talent within their teams, coupled with vague feedback that does not provide any
developmental tools or direction following an unsuccessful interview process. This points to
the urgent need for any talent management initiatives to focus on providing full, end-to-end
support to Black and Ethnic Minority staff members across the entire process of applying,
interviewing, and seeking post-application feedback for a more senior role. The competency
framework outlines in detail the collaboration between manager and staff member in
constructing a clear career development plan. However, the lived experience of Black and
Ethnic Minority staff paints a starkly different picture; that is, one where they feel they have
been abandoned by managers and decision-makers in the process of seeking a step forward
in their careers. 

Overall, the approach to talent management within the GLA needs to be reviewed and
redeveloped as per the recommendations in this report. Many aspects of what should be
applied through the competency framework manifest far differently in practice and reality
than in reference to what is written in the framework policy itself. As it stands, Black and
Ethnic Minority staff are being held back by the GLA’s competency framework, rather than
being given the opportunity to flourish because of it. A robust but flexible and culturally
aware competency framework provides the recruitment and progression policies with a solid
foundation by which to fairly assess candidates at application stage, appreciate additional
contributions made by Black and Ethnic Minority staff to the GLA, and offer progression
opportunities and useful feedback to staff members in these groups wishing to advance their
careers at the organisation. 
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When speaking to staff about the current training and development programmes, there were
mixed feelings about how successful the BAME Talent Programme and other similar
programmes had been. Whilst all spoke positively about the programme in general, few had a
good understanding of if it had yielded any positive results for Ethnic Minority staff. There
seemed to be consensus that the programmes should continue, we suggest that success
stories are better communicated.

Positive Action

Placing job adverts to target particular groups, to increase the number of applicants from
that group - such as using BAME Recruiters to target Ethnic Minority candidates or
advertising in predominantly Black or Asian communities.

Including statements in job adverts to encourage applications from under-represented
groups, such as ‘we welcome Ethnic Minority applicants’.

Offering training or internships to help certain groups get opportunities or progress at
work - such as the BAME talent programme.

Offering shadowing or mentoring to groups with particular needs to improve their
opportunities for progression.

Hosting an open day specifically for under-represented groups to encourage them to get
into a particular field.

Eliminate discrimination, harassment, victimisation and any other conduct that is
prohibited by or under the Equality Act 2010;
Advance equality of opportunity between persons who share a relevant protected 
 characteristic and persons who do not share it;
Foster good relations between persons who share a relevant protected characteristic and
persons who do not share it

There is a lack of understanding around positive action within the GLA, a common false
assumption we encountered through our focus groups and interviews is that a minority group
can be favoured over a majority group in any circumstances. This is likely due to an
oversimplification of how it can be applied, and an assumption that there is no difference
between positive action and positive discrimination. In fact the line between positive action
and positive discrimination (which is illegal) is very clear although can be incredibly thin. 

For example, positive discrimination would be to award a member of a minority group a
position based purely on their characteristics and with no consideration of the skills or
experience. Positive action is an effort to remove or mitigate structural barriers for an
underrepresented minority group (UMG) - this only affects the final recruitment decision in
favour of the UMG candidate when they score evenly with the other top scoring candidates
against all criteria. When selecting a UMG candidate over other candidates, the candidate
must score equal or higher than the other candidates in the interview process and there is a
lack of representation for that particular candidate's background within the area of the
business they have applied for. 

Other examples of positive action include:

It should be noted that the GLA already implements various positive action initiatives,
including those listed above. Unfortunately, not all staff are clear on what is and isn’t allowed
and what efforts the GLA already take that fall under positive action.

Positive Action is a key aspect of the Equality Act 2010 and can be found in Part 11, Chapter 2,
sections 158 and 159. It is there to allow employers to take reasonable steps to remove or
minimise potential barriers that disadvantage those of minority groups. It should also be
noted that the GLA as a public organisation is bound by the Public Sector Equality Duty
(PSED). Positive action is a tool that employers who are bound by PSED to help them achieve
this aim. The requirements under PSED are:

1.

2.

3.

https://www.legislation.gov.uk/ukpga/2010/15/part/11/chapter/2
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EDI Learning 
Through talking to staff at various levels within the GLA, there is a strong belief that everyone,
particularly those with management duties, need to have more comprehensive EDI training. A
common view expressed was that White managers were blockers to Black and Ethnic
Minority progression - whilst some believed this was due to an inability to engage with
ethnically diverse staff, others were more pointed about calling out what they saw as “clear
bias”.

It is clear that there is a cultural divide between White colleagues and their Ethnic Minority
colleagues, some of the Black and Asian staff that we spoke to raised the issue that White
managers in particular do not respect or understand their lived experience. A similar divide
on culture exists between Black and Asian staff - whilst they all experience racism and
disadvantage in the system, they are not aware of the nuance between their experience. This
points to a need for the GLA to have a wider socio-cultural awareness into not only the
cultural and ethnic background and experiences of their employees but of the culturally and
ethnically diverse London population. This awareness will help colleagues better empathise
with each other, leading to more productive collaboration and stronger feelings of inclusion,
and also a better understanding of the needs of Londoners.

When discussing the current EDI learning opportunities, such as “Let’s talk about Race”, most
staff were happy that it was now in place - there were some reservations around how
successful it was even with it being mandatory. Additionally, staff were concerned with how
long it took to develop - a concern we shared considering the request was made in July
2020.

Having looked at the “Let’s talk about Race” training, it is a good baseline to ensure all staff
have a basic understanding, we would suggest that this is a “beginners” session, with more in
depth training for managers and allies being made available. We also noted that trainers
delivering the session were volunteers, taking time out of their regular duties - many of which
feel they haven’t received recognition from their own managers. This will have to be closely
monitored as many delivering the sessions are from Ethnic Minority backgrounds and are
being asked to take on more emotional labour without additional recognition, compensation
or support. It may be necessary to adjust role responsibilities whilst the sessions are still to
be delivered to the majority of the organisation. 

Accountability 
Everyone is responsible for EDI, that means that everyone has to challenge actions, initiatives
or behaviours that undermine or go against the organisation's EDI Vision and Strategy.
Everyone should have an EDI objective informed by their unit or directorate EDI action plan -
they may be responsible for delivering an action on the plan or it could just show how they’ll
support a particular action. Of the staff that we spoke to, they were either not aware of EDI
objectives and that they should have one, or they were actively involved in EDI - this
suggests that team leaders and managers are not ensuring these objectives are set, and are
not being held accountable to them being met.

The higher up the grade/management structure, the more the EDI objectives have to take
into account the EDI performance of those below them, i.e. an Executive Director is only
successful if the Assistant Directors and Heads of units are delivering successfully, the ADs
and Heads are only successful when all their teams are delivering successfully.

The accountability starts at the top and filters down to the bottom but those at the bottom
should be able to hold those above them to account on their EDI actions. As such, it must be
built into the review process, everyone should be asked how they have delivered on EDI and
on their action from the previous 12 months. This should inform whether or not staff can
receive raises or bonus payments - recognition payments should be awarded for those who
have delivered above and beyond their peers. 

The GLA have a legitimate aim to become more diverse and inclusive, and are bound by the
PSED. We can also look at reports by McKinsey that suggest more ethnically diverse
companies outperform their competitors with a profitability margin up to 36% higher - we
can assume this is due to increased productivity and innovation, which for the GLA should
result in a more cost effective and better service provision for London. These provide the
legal and business case for improving ethnic diversity and therefore utilising positive action
as a means to increase Ethnic Minority representation.

https://www.mckinsey.com/~/media/mckinsey/featured%20insights/diversity%20and%20inclusion/diversity%20wins%20how%20inclusion%20matters/diversity-wins-how-inclusion-matters-vf.pdf?shouldIndex=false
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During the review, staff should have recourse to explain why they didn’t meet an action -
there could be very good reasons, i.e. downsizing, small team, genuinely no diverse
applicants, training/event was cancelled, etc - this explanation must be scrutinised and
assessed for merit. Where a staff member repeatedly fails to meet EDI actions or
expectations, the GLA should be prepared to take this down a disciplinary route.

To allow for full accountability, annual reviews should utilise 360 degree feedback. This is the
process of getting feedback on an employee’s performance from everyone they work
directly with and could include their manager, team members, peers and clients.

The Dignity at Work policy (analysis in appendix B,3) states that the GLA takes a zero
tolerance approach to bullying, victimisation and harassment. This must be proven through
proper investigation of any complaint - staff may come through various channels, if the issue
involves bullying, victimisation or harassment, HR should commit to investigating it with
support from the Workforce EDI team (they should be kept informed of any cases involving
discrimination). If the investigation finds that the complaint is true, then the responsible
person should be taken through the appropriate disciplinary process and if necessary,
retrained in EDI for their level. If the complaint comes through the resolution process, the
staff member should be informed about how seriously the GLA takes these issues and with
their permission, would like to investigate it fully - if they say no, you should allow them to
follow the resolution process with an investigation as a potential alternative if the process
breaks down.

Policy vs Process
Having reviewed a number of policies that we felt could have a significant impact on the
experiences of Ethnic Minority staff, we have come to the conclusion that the policies
themselves aren’t the issue but instead, most likely how policy is applied differently across
the GLA - this is in part from our discussion with staff and our policy review which is in
Appendix B. With the exception of the recruitment process, we saw only loose guidance on
how to enact policy with little to no process for managers to follow. This leaves managers to
interpret the policy based on their interpretation of the organisation's overarching mission. If
we consider how people act on their unconscious bias, this could have a disproportionately
negative impact on Ethnic Minority or other historically underrepresented groups.

Certain policies and processes have the ability to create disproportionate outcomes across
the organisation, these include recruitment, talent management and disciplinary to name a
few. HR should define all areas where this has potential to happen and implement a system to
monitor all usage of the policy, including any informal processes each year. They should look
for disproportionate use or outcomes for protected characteristics and identify whether the
policy is being used appropriately or not. This falls under the zero tolerance approach
outlined in the Dignity at Work Policy as it would be considered discrimination.

We would also recommend that a policy review process is implemented to ensure that
policies are regularly reviewed to ensure they are in line with the company mission and
strategy. We recommend that this process is undertaken every 12-24 months or whenever
there is a significant change to the business, an initiative is implemented that has a
significant impact on the outcomes of the policy or there is legislative change. The owner of
the policy, who last reviewed the policy, the last policy review date and next scheduled
review date should be included in a table placed in the footer - this allows stakeholders to
know the policies are up-to-date and who to ask if they have any challenges or queries.
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Emotional Labour
Emotional labour within the context of EDI is defined as the additional effort members of a
minority and/or historically disadvantaged group make to explain their lived experience to
members of the majority group. When we don’t understand an issue, we often go to a person
with experience and ask them to explain it to us, when that results in asking a Black or Asian
person to explain their experience of racism, that is asking them to relive that experience
which will likely be a source of trauma for a person or even group.

Every person who engaged with us on this independent review was asked to take on
emotional labour, whether that be reliving their own experiences or engaging with other
colleagues with similar experiences. Whilst the white staff we engaged with will likely not have
undertaken as much emotional labour as their Ethnic MInority colleagues, they will have taken
on some - especially if they consider how these issues impact their friends and colleagues.
We cannot get away from using emotional labour to deliver the EDI initiatives that we as a
society and the GLA need, we need to understand the lived experience in order to address it.
It can also seem disingenuous when a White person is delivering training on race to Ethnic
Minority staff - initiatives like “Let’s talk about Race” require Ethnic Minority facilitators.
However, we have to be mindful of how we expect people to engage and how we
acknowledge their labour.

Where colleagues are having to take on emotional labour to engage with EDI initiatives or help
an independent review, it will be important to ensure that they have the support they need -
before, during and after. This support could be a dedicated helpline for race related issues, a
decompression hour after delivering “Let’s talk about Race” or engaging in an interview to
discuss lived experience, it could also be in recognising emotional labour through the
recognition policy.

We spoke to around 60 staff through interviews and focus groups, this included a group of
around 10 white colleagues in a focus group, and key personnel (i.e. CMT, HR) who were also
White. This leaves around 35-40 Ethnic Minority colleagues or just over 10% of Ethnic
Minority staff. These colleagues were asked to help us understand their experience of work at
the GLA and what they believe needs to be done in order to make the GLA a diverse and
inclusive workplace. This required all of them to engage in emotional labour, reliving
problematic experiences, listening to colleagues communicating all too familiar stories. Whilst
we have provided the staff who engaged with us a list of support resources and advised
them to decompress after the conversations, they may still require additional support.

The GLA must also be aware of the remaining 90% of Ethnic Minority staff who have their
own stories that they may wish to tell. It will be important that the GLA develops a process
that will allow any person from a minority background but particularly Ethnic Minority
backgrounds, to communicate their experiences. The GLA should take this as an opportunity
to understand the lived experience of their employees so that the workforce can be provided
with better support to foster inclusion and belonging. Some issues that are raised may point
to a need to make policy changes or issue guidance to ensure that all staff experience an
equitable process.

This may require a dedicated email inbox or online form to allow people to book time with the
Workforce EDI team or trained HR rep. The key issues of the event should be recorded but
unless requested otherwise, all conversations should be anonymous - this should be about
ensuring it can’t happen again first, historic accountability in this area will be difficult and may
undermine efforts to hold people accountable for the present or slow down EDI progress.
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Structural Barriers 
This independent review was to investigate the structural barriers that prevent Black, Asian
and Ethnic Minority, and particularly Black, staff from progression. The acknowledgement that
this review was necessary on behalf of the management was likely due to a suspicion that
the organisation, like many in the UK, has an issue with systemic racism, i.e. structural barriers
exist that prevent Ethnic Minority colleagues from accessing development and progression
opportunities. The GLA is not alone in facing this issue but the fact that it has been willing to
allow an independent organisation to investigate and expose the issue shows the willingness
of the leadership to remove those barriers.

Throughout this review, we have observed issues related to a long-standing culture which,
despite the various changes of structure and administration over the last 21 years, hasn’t
changed much where race relations and the impact of equality, diversity and inclusion are
concerned. This is not to say that there is any deliberate malice or intentionally detrimental
outcomes being pursued, but rather, many of the people working at the GLA, are passive
participants in a long-standing system that produces different outcomes for staff based on
their ethnicities, leading to Ethnic Minority staff being left behind their White counterparts.
Where structures, policies and processes are in place, these have not always been
scrutinised in view of their inclusiveness and in the absence of any formal mandates, the
position of defaulting to ‘cultural norms’ (whether that be through following examples set by
previous leaders or through assumed ways of working) leads to routinely disproportionately
negative outcomes for Ethnic Minority staff.

The effects of this are shown by a general lack of representation across the organisation but
particularly at higher grades - it is our assertion that this would not be so without structural
barriers being present. Additionally, we heard multiple stories where Ethnic Minority staff
were given unsupported reasons for unsuccessful job applications, not being allowed to
access development opportunities or being expected to do more additional work than White
counterparts for less or no recognition. Staff also relayed experiences of calling out racism
and seeing no consequences for the racism but have experienced some measure of
victimisation - some of these stories highlight an HR department either unable or not
motivated to change or even address issues of the status quo.

These experiences at best reflect unconscious bias within the organisation, particularly in
management positions, but at worst active racism - we do not make this point lightly and are
not accusing anyone, we make this point to highlight the potential these issues have had to
create a hostile and non-inclusive environment for many Ethnic Minority colleagues.

Systemic racism within an organisation is often defined as racism that exists within the
culture and/or structure of the organisation. It is rarely easy to identify just by looking at
policies and processes as to write these with any racist intent would be a clear violation of
multiple laws including the Equality Act 2010. More often we see that the structure within the
system has gaps, these gaps are necessary to allow for management discretion or flexibility
in the application of policies - many of these gaps are necessary to allow a smooth
functioning operation. Where the system has gaps in its structure, the culture necessarily fills
in these gaps, creating unwritten, often unspoken, rules about how to apply discretion or
policy flexibility.

Culture is often a very difficult thing to describe within an organisational context, it is the
intangible product best described as “how things are done around here”. This can make it
very difficult to acknowledge or identify without proper scrutiny, making it even more difficult
to change without a clear plan of action, vision and consistent approach.

The GLA has been in place since 2000, with many staff staying at the organisation through
multiple administrations and through multiple structural changes and initiatives where the
leadership have attempted to address core issues. In our review, we have been made aware
of some initiatives since 2016, by the current mayor to address issues of inequality but not
the existing culture and since 2018 there have been some positive action initiatives (BAME
Talent Programme, 50% of Our Time reserved for Ethnic MInorities) that long term could help
to address the cultural issues and the first initiative to address the culture directly was the
“Let’s talk about Race” sessions. We have not reviewed any initiatives pre-2016 as these
would have been out of scope.

https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.fflr4v3sp4m3
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As the culture has not been actively addressed in two decades, much of the culture that was
embedded at the foundation of the organisation will likely still remain in place today. Most
staff will likely be passive practitioners of the culture, unaware of the detrimental effects it
has on Ethnic Minority staff and unaware of even how the culture was born - some may be
active participants in the culture although will likely not know or remember how it was born. 

It’s also important to recognise that culture is as much a product of society, and often more
so, as it is about the organisation. Where the organisation has not fully considered how a
culture develops, the staff will develop the culture based on their own societal experience
and expectations. As representation of Ethnic Minorities has been historically low across the
organisation, and particularly low in management and senior leadership, this has meant a
culture based on a likely homogenous experience of White staff. Without conscious
challenges to the culture, it has been allowed to perpetuate itself.

The GLA have set a necessary and ambitious goal of becoming an Anti-Racist Organisation,
this will not be achievable without the recognition of the existing and historic culture that has
perpetuated decades of overt and subconscious racism. Whilst the issue of systemic racism
will not get any direct recommendations, we have identified throughout our
recommendations where we believe this issue can be addressed. We feel that it is important
with this issue to not point fingers or make accusations within the report and instead
everyone in the organisation must make this the point where they commit to creating a
culture that is inline with the vision and mission of the organisation and the subsequent EDI
Strategy.

The key recommendations we have identified to begin to make positive changes to the
culture are those of accountability and EDI learning. Whilst the strategy will provide the
foundation and framework for taking the organisation forward in its EDI journey, these are the
areas where people can start to understand how to make the change and see how the
change will be measured.



Recommendations

We have developed a number of recommendations that should help to
achieve the proposed solutions. We have used the framework of Objectives
and Key Results (OKRs), this has allowed us to provide a very high level set of
recommendations here which will be further used to build a detailed action
plan.

Objectives and Key Results allow us to set big goals, we then define those
goals by the key results - what does success look like - then within each of
these objectives or key results we develop tasks. The tasks can be simple or
complex but we find it best to use SMART goals when developing the tasks.

The recommendations that are found here are not currently specific - this is
due to The Equal Groups intersectional approach and looking at the
organisation holistically. It appears to us that many of the issues that we
have identified are not exclusive to Ethnic Minority staff but do
disproportionately affect Ethnic Minority staff. With this in mind we thought
it best to provide recommendations that had the potential to be more all
encompassing and then narrow in on the specific area - in this case, race -
through the action plan. The action plan that we develop will then provide a
framework that the Workforce EDI team can utilise to address similar issues
for other characteristics going forward.

We have used the themes set out in the “Key Issues” section to group our
recommendations together. Using these themes, the GLA can focus on a
single set of recommendations at a time. The prioritisation within these
themes details when we believe each recommendation should be started
and delivered by from the starting point of that section. Not all
recommendations that are immediate have to be delivered within the same
3 month window. We have also created a list of priority recommendations
that are deliverable asap - these will show the GLA commitment to the
report recommendations and hopefully make it easier to deliver some of the
recommendations going forward.

We are aware of some constraints of the GLA in being able to deliver on
some of the more immediate recommendations quickly - remember that
they are the first task in the set and the counter begins when the GLA comes
to that set. This may mean that some of the themes cannot be addressed in
full until the next financial year, leaving a significant time period in which the
GLA could lose the engagement of stakeholders. In order to provide
continuous progress and maintain engagement, we have identified a number
of recommendations that can be done between now and the end of the
financial year that will prepare the GLA to deliver the other
recommendations.

These “Fast track Recommendations” are all immediate, i.e. should be started
by the end of March 2022. Whilst they are associated with particular themes,
they can be considered in relative isolation.
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Objectives 

This is the first step to providing an equal,
diverse and inclusive organisation. The GLA
already have a vision of being an anti-
racist organisation, we would take this and
expand on it to being an organisation
where people of all backgrounds and
characteristics are welcome and has no
place for bigotry.

An integral part of delivering on EDI is
having relevant and meaningful values. We
understand that the GLA has been working
on new values, fully developing the values
and ensuring that EDI is integral to the
values will help to cement the EDI vision.

Justification & Vision Priority

Reaffirm the EDI
Vision and
Organisation
Values

Immediate
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Remind all staff
about the use of
anonymous
application sifting
and diverse
interview panels

ImmediateFrom our review, it seems that many staff
are unaware of these initiatives or do not
believe they see them appropriately
applied in their area. These are two
important initiatives to increase equality of
opportunity and fairer outcomes. It will be
important to ensure all staff are aware of
these initiatives and know when and how
they should be applied. Both initiatives are
explored in Appendix B under Recruitment.

It will be important to ensure that the
policy and process around anonymous
applications is easily accessible to all staff.
The more staff who are aware of and
understand the policy as well as how it fits
with the GLA mission and vision, the more
likely it will be that it is applied
appropriately and consistently. We would
recommend ensuring that the policy and
process reflect the available resources and
are updated to reflect any changes - there
is a recommendation in the Recruitment
section of recommendations.

Fast Track Recommendations 

Lived Experience
forum

Due to the logistics of running focus
groups and interviews as part of the
review, we had only a limited number of
spaces. 

Immediate



We reserved space for Ethnic Minority
staff and a representative group (10%)
were able to participate. This leaves 90%
of Ethnic Minority staff who may feel more
comfortable or a stronger desire to have
their experience heard.

Whilst it can be a difficult process to relive
experiences of racism, as for many this will
have embedded itself as personal and
even racial trauma, it can also be a
cathartic experience.
 
The GLA should take this as an opportunity
to understand the potential mistakes that
have been made in the past and put
measures in place to limit the chances of it
happening again. This will require a forum
of some kind to allow staff to share their
experience.
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Currently, there are two workforce
positions with EDI in their job title, these
are both in the Workforce EDI Team within
the HR Workforce Development team. They
are also the only staff that we are aware of
that have EDI responsibilities written into
their job description. The GLA is a large
and complex organisation and EDI cannot
be delivered by two people - as such the
GLA has a number of volunteers in
directorates who have taken on additional
EDI responsibilities within their directorate
or unit.

We recommend that each directorate
evaluate the role of EDI and define the
requirements of the position. This would
then form part or all of a job description.
We accept that, initially, the directorate EDI
role may not constitute a full time role
whilst the GLA builds the EDI Strategy and
action plans

Evaluate the role of
EDI in each
directorate

Immediate

We understand that the GLA had set a
requirement that all staff should have an
EDI objective, when we asked staff about
their EDI objective, very few were aware of
the requirement, even fewer had one. This
suggests that the importance of EDI is not
being effectively relayed through
managers.

Set EDI Objectives Immediate

https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion


We understand that it is mandatory that all
staff attend the “Let’s talk about Race”
sessions but that it currently has quite a
low completion rate of around 20%. This
will need to be addressed. Aiming for 100%
completion by March would be unrealistic,
however we recommend setting an
ambitious target of 60% based on current
capacity.

Managers will need to be reminded that it
is mandatory that they and their team
attend this session. It should be
communicated that this is the first step on
the road to a more diverse and inclusive
organisation for all. White colleagues
should be reminded that whilst the
conversation may initially be
uncomfortable, the sessions are not about
assigning blame or pointing fingers but
about creating an open and honest
environment where all staff can
communicate effectively with each other.

Managers will also need to be aware that if
they have a staff member who has
volunteered to run these sessions, then
they must be afforded the time to run
them as needed without any
repercussions. If managers are making it
difficult for their team to attend and/or run
these events, then the manager is sending
the message that they do not value this
training or respect the EDI goals of the
GLA.
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Increase attendance
for “Let’s talk about
Race”

Immediate

We recommend that all staff begin to set
EDI objectives and that all managers are
reminded that they are responsible for
their team's EDI objectives as well as their
own. We expect the initial EDI objectives to
be small and not very impactful - a few
people may be ambitious but it will be
important to ensure they are being
realistic. Once the EDI strategy and Action
Plans have been developed, we expect it
will be easier for individual objectives to be
set.

https://www.koan.co/okr-examples/diversity-inclusion
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Objectives 

We understand that the GLA has the
Diversity and Inclusion Action Standard
(Appendix B, Dignity at Work), this provides
a combined strategy and a set of actions
and behaviours. Unfortunately, we believe
that instead of providing a clear
understanding of EDI, it serves to limit the
scope or EDI and makes engagement
difficult. At The Equal Group, we
understand having multiple documents to
cover different levels of a policy or
initiative can seem confusing and off
putting but with the EDI Strategy and
vision it is important to be clear about your
mission - this will require you to start with
the foundations, define the big picture and
narrow down into the strategy and action
plan, these different stages can then be
condensed into one comprehensive
document.

Justification & Vision Priority

Within 6
months

Long Term Recommendations 

EDI Strategy 

Define an EDI
Statement

We understand that a new budget has
currently been assigned to EDI at the GLA,
although we have not seen the agreed
budget or the decision making process in
assigning this budget. This is not to say
that it won’t be appropriate or relevant.

The Workforce EDI budget in each
organisation will be different depending on
the size and complexity of the organisation
as well as the size of the Workforce EDI
team. The GLA EDI budget may be
appropriate for the current initiatives and
the existing team but this may have to be
reviewed once the statement has been
confirmed and the GLA understands it’s
future commitment.

Within 6
months

Review the EDI
requirements in the
statement and assign
an EDI budget 

The EDI Strategy is the governing
document for all EDI initiatives, how the
organisation plans to improve EDI and what
is expected of staff. The strategy helps to
set and maintain a course for EDI, and as a
living document is adaptable to change. 

6-12
months

Develop an EDI
Strategy 



The current Diversity & Inclusion Action
standard is a useful tool to measure
progress but does little to challenge
people or teams, or hold them accountable
for not achieving the standard.

The strategy should be developed by EDI
experts within the organisations with buy-
in, support and sponsorship from the CMT,
DIMB and Staff Networks. The strategy
should be an in depth breakdown of the
EDI Statement, reaffirming the vision and
definition of EDI at the GLA. It should
include a corporate level set of objectives
for the organisation to hit with specific
deadlines and accountable teams/people
assigned.
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EDI Action Plans

Once the EDI Strategy is in place, we
recommend using the objectives to build
an action plan. The Action plan takes the
objectives and breaks them down into
specific tasks or actions - these can take
the form of SMART goals. In this you can
see the framework of Objectives and Key
Results (OKRs), where the objectives and
results are defined in the strategy and then
the objectives are broken down into
smaller goals.

The smaller goals can then be targeted at
specific interventions and used to
collectively achieve the larger objective.
Each objective can have as many or as few
associated actions as necessary, these
actions could also be objectives that have
their own collection of actions associated -
it can be broken down as far as it needs to
be to make it achievable.

Build an EDI Action
Plan

6-12
months

The existing EDI Action Plans that cover
directorates and units don’t have
consistency and none of them are
complete action plans. Providing guidance
should help to create consistency and
ensure all teams are pulling in the same
direction for EDI.

Create guidance on
developing action
plans

Within 6
months

https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion
https://www.koan.co/okr-examples/diversity-inclusion
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https://www.koan.co/okr-examples/diversity-inclusion
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The guidance should cover what is
expected within each plan and how they
should align with the next level Action Plan
- i.e. unit plan aligned to the directorate
and directorate plan aligned to the EDI
Strategy Action plan. The guidance should
utilise the same framework as the EDI
Strategy Action Plan to ensure
consistency.
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Once the EDI Strategy Action Plan has
been fully developed with sign off from the
Chief Officer, DIMB and CMT, each
directorate should develop their own
action plan that aligns to the strategy
action plan. They should use the newly
developed guidance and framework to
ensure that they all meet the same
standard.

During this process, the responsible team
should seek guidance from the EDI team
and input from the DMT. Once they believe
that it is ready, it should be signed off by
the Executive Director, the EDI team, the
DIMB and Chief Officer.

All Directorates to
have EDI Action
Plan

6-12
months

Similar to the directorate level plans, once
a directorate level plan is approved unit
level plans should be produced. These
should still meet the approval of the
Assistant Director or Head of unit, and the
EDI team. They should also follow the same
guidance and align themselves with the
directorate level plan.

The plans may become smaller and more
specific as they move down the levels, as
long as they detail how the team is going
to deliver EDI in their area. Using this
framework, staff should be able to easily
identify EDI objectives within the plans
that they can help achieve, which will help
them with their EDI Objective in their
performance review.

All Units to have
EDI Action Plan

12-18
months

Accountability 

If EDI is to be a strategic imperative to the
organisation, it must be held in the same
regard as operations. GLA staff get an
annual review where they are assessed
against their job role and individual
objectives. 

Make EDI
Objectives part of
annual reviews

Within 6
months



By building EDI objectives into this
process, everyone should be held
accountable to their own EDI objectives
and to their teams EDI development.

People or teams mentioned within their
Unit/Directorate EDI Action Plan can use
this as an EDI Objective. If the action isn’t
due by the annual review meeting, then
the team or person would have to show
their progress.

A manager’s EDI portion of their review
would require them to show not only their
own EDI Objective success or progression
but also that of their team.
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Within some of the staff sentiment was a
feeling that not all complaints of
discrimination are taken seriously, some
staff even felt that they had been
dismissed by HR. In order to gain trust in
staff, a clear policy and process for
investigating any incident where a staff
member alleges that they have been
discriminated against should be produced.
This should extend across all areas, HR
should also be looking for potential
discrimination issues when looking at
policy usage tracking.

Where the investigation finds that
discrimination has occurred, the
perpretator must be taken through the
disciplinary process with a sanction
appropriate to the seriousness of the
situation. Where employees are not
dismissed for gross misconduct (the only
course for overt and deliberate
discrimination, harrassment or
victimisation), they should be expected to
retake all EDI training courses.

Discrimination has to be met with a zero
tolerance approach - ignorance cannot be
a defence where training and education
are made available. 

All complaints of
discrimination
should be
investigated and
resolved

Within 6
months

Managers are responsible for the
productivity and wellbeing of their team.
This is a delicate balance as it could be
easy to focus on productivity to the
detriment of wellbeing, or get so wrapped
up in wellbeing initiatives you don’t see
when they are detrimental.

Review manager roles
and responsibilities to
ensure EDI is built in

6-12
months 



For most employees, they want to be
productive and good at their jobs, ensuring
they can be productive and get
development without persistent stress or
worry is key.

To do this effectively, managers have to
understand the role that EDI plays,
particularly in building, developing and
managing a diverse team. This should then
be built into their job description and their
annual review should reflect how well their
team feel they perform on EDI - how
included does everyone feel, does the
manager seem comfortable with various
diverse characteristics, etc.
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The policies we read were consistent with
similar policies we’ve seen elsewhere,
there aren’t any issues within the policies
that create inequality. This points us in the
direction of the policy implementation and
how each person interprets and applies
the policy.

To overcome this and ensure that policy is
applied consistently and fairly, processes
should be developed. Processes define
how the policy should be applied in
particular situations, removing as much
opportunity for different interpretations as
possible. 
Where the policy process options don’t
match with the situation, the staff member
should work with HR to form an
appropriate alternative in line with the
policy and organisation values.

Ensure consistency of
approach to policy
through clear
processes and
guidance

Within 6
months  

Policy vs Process 

Policies and processes can be expertly
written, with every conceivable issue
accounted for and there may still be
regular disputes with the policy and/or
process. Guidance for how managers and
HR handle policy disputes or issues arising
during a process will ensure that staff are
heard - they may have misunderstood
part of the process or not been fully aware
of the issue, they could also have
identified a potential flaw in the policy.

Provide guidance on
how to manage
policy issues

6-12
months



This will help to build trust between staff,
managers and HR, improving employee
relations and helping to make the
organisation feel and actually be more
inclusive.
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We understand that all policies will have
existing review processes. However, it
appears that policies are not reviewed
regularly, with some documents dating
back to 2017. We recommend that policies
are reviewed every 12-24 months with a
mechanism to trigger a review when
appropriate.

The review process should also be clear to
the staff, i.e. visible on the intranet.
Additionally, the policy owner, most recent
reviewer, last review date and next due
review date should be displayed on the
policy to assure staff that it is up-to-date.
We also recommend that the GLA review all
existing policies over a 12 month period to
ensure they are designed inclusively.

Policy reviews 12-18
months

Recruitment 

We have reviewed the Recruitment policies
in Appendix B under Recruitment, and we
have heard from staff that not all
recruitment processes are equal.

Hiring managers must understand their
responsibility for EDI within the recruitment
process. To ensure that all managers are
given the appropriate understanding it will
be necessary for them to attend not only
“Inclusive Management” training but
“Inclusive Recruitment”. This training will
include learning on developing inclusive job
descriptions and person specifications,
how to reach a wider candidate pool,
removing bias from shortlisting processes,
the use of anonymous CVs, and conducting
inclusive interviews. 

All Hiring Managers
to be given “Inclusive
Recruitment” training

Immediate
start

Continuous
progress

Review Recruitment
policy to embed EDI
throughout

The current recruitment policy and process
is incredibly robust, leaving little room for
EDI throughout. EDI considerations are not
made mandatory where they are
embedded and not given full consideration
until the end of the policy.

Within 6
months

https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.xmg3vnm4f076
https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.xmg3vnm4f076
https://docs.google.com/document/d/1Co2vRRvYIafWf4-ZhrCCLRmsBIVV3xVJEkxZnFYY-ms/edit#bookmark=id.xmg3vnm4f076


For the GLA to ensure that the recruitment
process drives forward the EDI ambitions of
the organisation, EDI will need to be
embedded throughout the policy and
where possible, made mandatory. It is likely
that where EDI is not embedded and not
mandatory, it will not be considered.
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Whilst we are not aware of any racial bias in
job postings, the messaging, language and
tone conveyed within the GLA’s job
descriptions and person specifications is
crucial as these will be read by potential
applicants who will ascertain whether the
job is the right fit for them, and whether
they are a right fit for the role. For Black
applicants, it is imperative that the GLA
remove any trace of potential racial bias
within their job descriptions and person
specifications.

Where time and resource permits, it is
useful for multiple reviews of job
descriptions and person specifications to
be carried out by a diverse cross-section
of HR personnel to ensure the elimination of
bias across both documents before they
become publicly available. Additionally, the
specialist recruitment services that the
GLA already work with will likely be able to
help in ensuring any potential bias is
removed and limit the future potential for
bias - this applies to all characteristics.

Job requirements in
job descriptions and
person specifications
to be reviewed for
necessary
skills/experience and
inclusive language

Within 6
months 

Within 6
months

Whilst diverse interview panels are
recommended through the recruitment
policy, they are not standard. It will be
necessary to ensure that all hiring
managers make appropriate efforts to
guarantee a diverse panel. The GLA have a
programme to ensure that all interview
panellists have appropriate training and
understanding of their responsibility - this
pool already has significant diversity but
will require efforts to ensure it is
maintained.

It is also crucial that diverse interview
panellists are not expected to field the
diversity questions. This is the
responsibility of the hiring manager to
ensure EDI questions are asked as part of
the interview, expecting a colleague from
an underrepresented group to ask the EDI
questions is avoiding responsibility and
expecting emotional labour.

Diverse Interview
Panels should be
standardised
through the
recruitment policy



Managers and HRBPs should establish the
extent to which it is appropriate for people
from underrepresented ethnic groups –
particularly Black heritage applicants - to
be specifically encouraged or targeted to
apply for any open role. This is achieved
internally through internal staff networks
and managers specifically mentoring and
encouraging interested Black and Ethnic
Minority team members to apply to open
roles; and externally using advertisers,
recruitment agencies and media outlets
whose audiences are specifically targeted
towards ethnically diverse groups.

The GLA has instituted a Guaranteed
Interview Scheme (GIS) for candidates who
declare a disability on their application
form, making them eligible for the GIS ‘if
they demonstrate ‘acceptable
performance’ against the requirements
outlined in the person specification’ (9.1). -
i.e. they meet the minimum requirements of
the role requirements. The GLA should
consider applying this GIS framework to
ethnicity, where Black and other ethnically
diverse applicants can choose to ‘opt-in’
on the GIS section of the application form.
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Ensure that
Anonymous
Applications are
standard through the
recruitment policy

12-18
months

We understand that the GLA currently has
a process for ensuring the anonymity of
candidates when making interview
shortlists and that this should be applied
across the GLA. Through our interviews, we
do not believe it is common knowledge that
this should be standard and is likely not
consistently applied. 

The hiring manager needs to understand
the skills and experience that the applicant
has and for some roles, what qualifications
they have. In all situations, they do not need
to know their name, age, gender, ethnicity,
disability, sexuality, etc. This could be taken
further with school or university names
redacted as well as previous employer
names redacted - HR will require this
information for background checks but the
hiring manager does not.

We recommend that the GLA works to
ensure that in all situations where there is
no need for positive action to be taken (i.e.
representation is fair), an anonymous
application process is utilised. To ensure
that anonymous application processes are
effective, it will be necessary to review the
existing process and consider whether new
recruitment software would be appropriate.

Utilise positive
action to increase
representation in
interview pools

6-12
months



We recommend a review of the rigidity of
the existing Competency Framework - both
application of technical skills and the
behavioural competencies - that the GLA
stipulates are essential to perform any role.
Whilst we don’t believe it to be intentional,
the rigidity of the framework and limited
scope to consider additional skills or
achievements will have likely hindered
those from underrepresented and diverse
cultural backgrounds.
The framework’s key competencies should
also be amended so that managers are not
able to attribute characteristics freely and
unfairly to staff members, which, in the
case of this independent review, prop up
racialised stereotypes. The vagueness of
these statements needs to be addressed
and reviewed by a diverse cross-section of
the organisation so that the risk of this
section of the Competency Framework in
disproportionately discriminating against
Black and Ethnic Minority staff is
eliminated.
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Build Talent
Development
Programme

6- 12
months 

Make it standard
practice to provide
additional training
after unsuccessful
interviews

6-12
months

Currently, many Black and Ethnic Minority
staff members who have applied for an
internal position at a higher grade have
been let down by the lack of support
available to them before, during and after
the application and interview process. 

Building new talent programmes must
address the issues that staff members at
the GLA believed to hinder the success of
the BAME Talent Programme and Our Time,
namely; the tendency for these
programmes to sideline colleagues who
have been at the GLA for longer periods of
time; the lack of consistency in leadership,
budget and delivery of these programmes
and; the perception that Black women still
fare the least well on GLA talent
programmes.

New talent programmes must increase
their scope in terms of intake (particularly
for Ethnic Minority men), and have a
committed roadmap and vision with a
dedicated leader/team who is able to
manage its end-to-end delivery. The
programmes should, ideally, be developed
by diverse teams to eliminate the risk of
any one demographic being at a
disadvantage, and the GLA must ring fence
a dedicated budget to these programmes
to ensure their regular delivery.

Talent Management 

Review Competency
Framework

Within 6
months



This is harmful to their prospects of
progression and has demoralised these
colleagues enough that, in the focus groups
and interviews conducted by The Equal
Group, some staff members said that they
do not intend to try to progress in the GLA
anymore.

Managers should seek to provide well-
rounded, comprehensive feedback to any
members of their team that have sought a
progression opportunity and be committed
to designing tailored career progression
plans with them to identify and work on any
development points. This should be
instituted as standard and will ensure that
Black and Ethnic Minority talent are not
either discouraged from seeking
progression or are being actively held back
by the lack of help from the leaders around
them.
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Develop process for
staff to challenge
interview feedback

6-12
months 

The lack of comprehensive feedback
delivered to candidates is a concern.
Through the focus groups and interviews
delivered by The Equal Group, ethnically
diverse candidates were advised that they
did not meet the criteria for a position due
to vague and arbitrary reasons such as
‘being in the GLA for too long’ and for ‘not
being strategic enough’. These examples of
feedback are demoralising and lazy, failing
to provide any valuable insights into
performance and development points for a
staff member seeking progression.

The GLA should design and implement a
process for any staff member to be able to
consult the hiring manager formally and
directly if they feel their feedback was
inadequate. A feedback process should be
developed and instituted, comprising
comprehensive verbal feedback in person,
and written feedback if requested by the
candidate. If neither of these provide
satisfactory responses for the internal
candidate, the GLA should develop a
process by which candidates are able to
speak with a senior member of the HR and
recruitment team, who can independently
collect feedback from all members of the
recruitment panel and ascertain whether
the initial feedback offered to the
candidate was fair. Where the review finds
in favour of the candidate, then appropriate
action should be taken.



Everyone below grade 15 should be
assigned a job coach - everyone above
grade 8 should have the opportunity to be
a career coach. This can be done in tandem
with a mentorship programme.

There is a key difference between
mentoring and coaching - mentoring is
directive (i.e. telling or instructing) whilst
coaching is non-directive (i.e. raising
awareness, reflecting, etc). This means that
the coach doesn’t have to be from the
same area of work as the staff member
they are coaching and can come from any
part of the business. The coach is to
provide guidance to their colleagues and
advocate for them to help improve their
development opportunities.

The skills required to coach someone also
make up part of what is required to be a
manager or leader. By taking up coaching
opportunities, people can improve their
skills and experience, making them better
candidates for higher grade jobs. Coaches
will need training to make them effective,
but providing robust guidance could get
most started. There are also qualifications
available for coaching, if people want to
improve their coaching ability - this would
improve the outcome of the coaching
programmes.
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Career coaches 12-18
months 

Not all talent management is about getting
people to the next level. Sometimes talent
management is about helping staff do their
job better, adapt to new technology or
processes and providing them with a
stronger sense of job satisfaction. 

Through a growth culture, everyone in the
organisation should seek to constantly
improve themselves. This could be in their
job performance, gaining new knowledge,
expanding their skillset outside of their
usual tasks or even in their EDI objectives.

It’ll be important to ensure all staff are
encouraged, not forced, to seek out ways
to improve themselves - even outside of
work improvements can create a positive
change in staff performance.

Create a growth
culture

12-18
months 



Ensuring inclusive job advertisements
and including the phrase, “we
particularly welcome applications from
Black, Asian and other Minority Ethnic
people.”
Providing a guaranteed interview for
Ethnic Minority applicants  - this follows
the same legal position as the
Guaranteed Interview Scheme for
Disabled People.
Tracking demographics through the
hiring process and actively challenging
significant reduction in diverse
candidates.
Ensuring a diverse interview panel.
Requesting that 30-50% of interview
candidates are from Ethnic Minority
backgrounds.

We have spoken about the need to utilise
positive action in our “Recruitment”
recommendations. We want to emphasise
the impact positive action could have on
representation at higher grades.

The GLA have asked for specifically Grade
10+ interventions, we believe that the
intervention of positive action will need to
start earlier to increase Black
representation specifically.

Positive action in these grades will take a
number of forms:

1.

2.

3.

4.
5.

The Equal Group can provide guidance on
implementing any or all of these.
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All grade 8+ jobs
should utilise positive
action

Within 6
months

It’s really important to have a clear talent
process that will help any staff member
understand how they can progress from
one position or grade to another. This will
benefit everyone but is the first step in
ensuring Ethnic Minority staff have access
to proper support and guidance.

Talent development programmes should be
available for all staff with additional
programmes, or a specific amount of
training spaces reserved for Ethnic Minority
colleagues. Managers should be
encouraging all staff to seek these
development opportunities and providing
time to attend any training.

The GLA will need to utilise the other tools
we have recommended in the Recruitment
and Talent sections to ensure that they are
improving representation at all grades. 

Talent pipeline for
Ethnic Minority staff

6-12
months

Grade 10+ Intervention



Seeking Black candidates for Grade 10+
when there is a lack of representation in
Grades 8 and 9 will leave the organisation
relying on external candidates only - whilst
external candidates bring in different
experiences, they lack the knowledge of the
inner workings of the GLA. 
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 The first person should be the most
appropriate person, i.e. most
experienced, meets minimum criteria.
 If the first person is a White man, the
second person should be a woman or
from an Ethnic Minority.
 If the first and second person is a man,
then the third person should be a
woman. If they are white, then the 3rd
person should be from an Ethnic
Minority.

Succession planning is often used to
ensure that important responsibilities are
not left unfulfilled whilst the position is
vacant or post holder is absent. This usually
involves identifying deputies or potential
successors in the event of absence or
vacancy.

This can create a unique opportunity to
ensure diverse talent has an opportunity to
step up and/or progress. We recommend
identifying 3 personnel for any position of
leadership or required position where
possible. These 3 positions should meet
the following criteria:

1.

2.

3.

The personnel identified should be the
most appropriate people, i.e. have the most
experience or meet more of the required
skills. Where the personnel do not meet the
minimum requirements, the GLA should
ensure that they are developed
appropriately.

This is a limited option for improving
diversity as it cannot become too specific,
i.e. there is limited ability to specify
particular ethnic groups unless similar
roles/grade levels have disproportionately
low representation. However, the GLA could
identify other characteristics and more
personnel for these positions, thereby
increasing the opportunity for more
diversity.

Diversity in
Succession Planning

6-12
months



Through our conversations with staff at the
GLA, there are a number of Ethnic Minority
staff who are highly skilled and educated,
who have been in the same position for a
long time. These staff members reported
feeling that they were stuck, couldn’t
develop and couldn’t showcase other skills.

One way to help these staff develop and
showcase skills may be to get them an
opportunity outside of their team or unit.
These secondment opportunities could be
within other areas of the GLA or in partner
organisations.  

For all placements, the staff member
should maintain a learning journey - i.e.
capturing relevant experience against
particular skills or actions. Internal positions
will already have an idea of the skills and
experience required and can help the staff
member develop a learning plan before
starting. For external placements, where
possible the GLA should work with the
associate organisation to help the staff
member develop their learning plan.
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Job placement
programme  

12-18
months

Having talent programmes, job placements
and even positive action efforts for Ethnic
Minority staff won’t be enough to improve
their representation at higher grades. In
order to improve representation, there has
to be vacancies - this requires the GLA to
increase the number of higher grade
positions or for existing staff to leave.

Whilst we understand that not all staff will
want to leave, particularly if they aren’t
seeking further progression and are happy
with their employment at the GLA, there
will likely be some staff who are seeking
development or new opportunities the GLA
cannot offer. It’ll be important that this is
not treated or seen as forcing people out,
these opportunities should be open to
everyone and no-one should be pressured
to apply.

As the GLA becomes an anti-racist
organisation, this provides an opportunity
to share the new culture with other public
service organisations or local partners. 

Working with local
organisations and
government
departments to share
GLA’s anti-racist and
inclusive culture
through encouraging
Grade 12+ staff to take
opportunities outside
of the GLA

12-18
months



The current “Let’s talk about Race” sessions
are a useful introduction to the subject -
however, we believe they only provide a
basic understanding of the issues faced by
many Ethnic Minority staff and Londoners.
We believe the sessions could be
enhanced to provide a more
comprehensive understanding as well as
create tangible outcomes.

A 2nd session should be developed as a
mandatory session for managers and as an
optional for allies - this should provide a
more in depth analysis of lived experiences
and what they can do to help improve the
situation. This 2nd session should also
encourage the attendees to make an EDI
objective around race, i.e. a manager may
set themselves a target of 100%
completion for team on “Let’s talk about
Race” or an ally could set themselves a
target of reading a novel by an ethnically
diverse author on lived experience.
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Expand "Let's Talk
About Race" 

6-12
months 

Further to the expanded “Let’s talk about
Race” sessions, we believe a dedicated
course for managers, allies and sponsors
would help to create more inclusion and
belonging between White staff and their
Ethnic Minority colleagues. 

This should be a series of courses or
training videos designed to help managers
and allies understand lived experience of all
diverse characteristics with a particular
focus on race initially.

Develop Management
and Allies training

6-12
months

EDI Learning & Talent Programme

Unconscious Bias has been a buzzing topic
for a long time with many EDI organisations
pushing it and even more articles written
about the efficacy of it. We believe that
understanding unconscious bias is a
necessity for everyone in our society but
that this is just the beginning of that
journey.

We think that organisations need to
continue the journey by developing a
“Conscious Inclusion” course which would
explore unconscious bias but help develop
staff and teams into being consciously
inclusive - i.e. “how could this exclude
people and how do we change that?” or “is
this activity appropriate for everyone?”

Develop “Unconscious
Bias” training into
“Conscious Inclusion”
training

6-12
months



Staff networks are an important resource
for any organisation to help guide EDI in the
organisation. They have unique access
across the organisation in which they can
spread awareness and create momentum.
Typically, the people who lead the networks
have lived experience of the issues the
members face or have developed their own
knowledge. This can be used to develop
content for other EDI learnings and improve
intersectional content.

By having the networks work together to
improve each other's content, the EDI
learning and raise awareness in their
members who can encourage their peers to
attend networks or take learning, the GLA
can harness the power of staff
engagement.
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Use staff networks to
raise awareness and
use momentum to
develop content for
other EDI areas

6-12
months 

During the course of our review, there
appears to be little consideration of
intersectional identities, with a small
concession for the focus on Ethnic Minority
women in the Our Time programme.
Intersectional theory tells us that the more
diverse a person is in their particular
characteristics, the harder they have to
fight for the same opportunities. 

We recommend that the staff networks and
the Workforce EDI team develop training on
intersectional identities, looking at the
issues faced by each minority group and
how those issues are compounded when
someone fits 2 or more characteristics.

Provide education on
intersectional
identities

12-18
months

One of the big issues we encountered when
talking to staff at the GLA was the feeling
that there may be a cultural disconnect,
particularly between White managers and
their Ethnic Minority staff. There can often
be a significant divide between 2 cultures,
which can make it difficult for staff to
effectively collaborate and understand
each other.

This can be addressed by having cultural
awareness sessions - whilst it will be useful
to develop content for these sessions, they
may not always have to be structured and
could be run by individual teams - if a
member of the team wishes to share their
culture, the manager should set aside time
one week for everyone to engage. Cultural
celebrations such as Diwali, Christmas, Eid,
etc can all be great opportunities to
explore different cultures.

Create Cultural
Awareness content

12-18
months



Appendices 
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1. London Demographics
London is the largest city in the UK and as such it has an incredibly diverse population,
particularly when looking at race and ethnicity. We are specifically looking at working age (16-
64) populations, it is however important to understand the expected change in the
workforce. 67.2% of Londoners were aged between 16-64 in 2020, representing 6 million
people, of this group 79.5% (5 million people) are in the workforce in 2021.

To get the best understanding of the issues within any organisation it is necessary to
understand the hard data - specifically the demographics. In this section we review the
demographic data for both London and the GLA to get a better understanding of the issues
at hand. We have shown the London demographics both by economically active and working
age before detailing key data from the GLA. This should help provide a frame of reference
and comparison between the organisation and the people it serves. The GLA have set a goal
of representing London’s economically active population with a further stretch goal of being
representative of London’s working age population.

Appendix A: Data 

White/White British
62.9%

Asian/Asian British
17.6%

Black/Black British
11%

Other Ethnic Group
4.9%

Unfortunately the data set used to understand the wider London Demographics grouped
Mixed Race and Other together, in order to compare demographic profiles, we have assumed
that these would maintain the same ratio as London’s working age demographics.

Whilst we cannot provide accurate statistics on the working age breakdown of ethnicity to
gender without taking all data back to 2011, gender breakdown is often between 49% and 51%
women in the wider population, which remains true across ethnicities.

White/White British
59%Asian/Asian British

18%

Black/Black British
12%

Other Ethnic Group
6.4%

London's Economically
Active Population

London's Whole
Population

White/White British - 62.9%
Ethnic MInority - 37.1%

Asian/Asian British - 17.6%
Black/Black British - 11%
Other Ethnic Group 4.9%
Mixed - 3.6%

White/White British - 59%
Ethnic Minority - 41%

Asian/Asian British - 18%
Black/Black British - 12%
Other Ethnic Group - 6.4%
Mixed - 4.6%

https://www.nomisweb.co.uk/reports/lmp/gor/2013265927/report.aspx#tabrespop
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2. Greater London Authority 

White/White British - 66%
Ethnic Minority - 29%

Asian/Asian British - 11%
Black/Black British - 11%
Mixed - 5%
Other Ethnic Group - 2%

Unknown/Prefer not to say - 5%

Men - 39%
Women - 61%

Men - 42%
Women - 58%

Men - 33%
Women - 67%

Men - 31%
Women - 69%

Here we have presented as in depth an analysis of the GLA as we can, addressing the GLA as
a whole before analysing the individual directorates. We have also taken care to consider
representation across grades both across the GLA and at directorate level. It is important
that we also consider intersectionality and how this can influence the experience of each
person, as such we have broken down ethnicities by other categories where we can still
maintain anonymity.

It’s important to note that this data is a snapshot of the GLA profile from 31 March 2021 -
some of this data has likely changed due to recruitment, staff turnover and even internal
moves. The GLA takes this snapshot of the data at the same time every year to inform the
workforce report and both the Gender Pay Gap and Ethnicity Pay Gap reports.

a. Total Workforce Demographics

We have attempted to provide a more intersectional breakdown of the GLA as a whole -
whilst this will be more difficult when analysing individual directorates, where we see
significant differences we will identify it in the report.

Ethnicity

Ethnicity broken down by Gender:

Gender

White/White British

Ethnic Minority

Black/Black British

As we can see, men are underrepresented in the GLA when compared to London’s general
population, although this appears to be thematic across similar organisations (council
services, city authorities, etc) - the more concerning difference is the disproportionate rates
across ethnicities. The scope of this report doesn’t allow an in depth analysis into why the
GLA has less representation in Ethnic Minority men, particularly Black, Mixed and Other - this
should be a concern and will be addressed within our recommendations.

There is a significant difference between White colleagues and Ethnic Minority colleagues
when looking at Religion. The largest religious group amongst all colleagues is “none” (45.8%),
followed by Christian (27.9%), Not specific (6.6%) and Muslim (5.3%). There is a significant
shift when looking at Ethnic Minorities with Christian being the largest group (34.4%) followed
by None (25.4%) and Muslim (17.2%) - all other religions also increase. This appears to be
similar to current ONS data from across the country.

Men - 39%
Women - 61%

Men - 30% 
Women - 70%

Men - 18%
Women - 82%

Asian/Asian British

Mixed

Other Ethnic Group

White
66%

Asian
11%

Black
11%

Mixed
5%

Unknown
5%



LGBT sexual identities make up around 8% of the GLA but drop to 3.6% across BAME
colleagues. This could be partly due to cultural differences, although could be an indicator
that LGBT Ethnic Minority people feel less welcome in the GLA. This will be an area that the
GLA should monitor once more accurate data on sexual and gender identity is available
through the ONS. Current data for the country (from 2019) suggests 2.7% of the population
identify as LGB with an anticipated further 1% having a trans identity - this is based on small
data pools and it is assumed that London’s LGBTQ+ population is proportionately larger than
the rest of the country.

Recent studies suggest that around 1 in 5 (19%) UK working adults are disabled under the
definition in the Equality Act whilst only 5.9% of GLA staff identify as having a disability. This
slightly increases to 6.6% in Ethnic Minority Staff with Black staff being the most likely
amongst minority groups to acknowledge a disability. Similarly, this may be a cultural issue,
but an understanding of the social model of disability which includes mental health and
neurodiversity may change these figures and allow a better understanding of staff.

b. Ethnicity representation across grades

Where we can, we have broken these down into more specific Ethnic groupings. First you will
see how each ethnic group breaks down across grades before the grades are broken down
by ethnicity.

Key
Total
Women
Men

0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Grades 7-9
42%

Grades 10-12
29%

Grades 4-6
16%

Grades 13+
7%
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White/White British

Ethnic representation across Grades:

Grades 13+ - 7%
Grades 10 to 12 - 29%
Grades 7 to 9 -  42%
Grades 4 to 6 - 16%
Grade 3 and under - 6%

Grade Distribution

9%

7%

12%

32%

31%

34%

43%

44%

42%

13%

16%

9%

3%

2%

3%

https://www.scope.org.uk/media/disability-facts-figures/
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Key
Total
Women
Men
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Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Asian/Asian British

4%

5%

4%

26%

29%

22%

44%

46%

43%

21%

19%

23%

5%

1%

8%

Key
Total
Women
Men

0 10 20 30 40

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Black/Black British

2%

2%

3%

16%

18%

13%

36%

38%

31%

29%

32%

23%

17%

10%

30%
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Whilst it is difficult to maintain parity with these numbers across demographics, within a truly
equitable system, these figures would be much closer aligned. It is also important to note
that the Mixed/Other group has been combined due to low numbers which could make it
easy to identify people - in general those of Mixed Ethnic backgrounds are in higher middle
grades, whilst those of Other Ethnic backgrounds (typically Arab/Middle Eastern) are
generally in lower middle grades.

Below we have broken down the Ethnic representation in each grade. Looking at how
Ethnicities are spread across grades and comparing against the concentration within grades
can help to identify where specific action could be taken. Spot Salary includes all spot
salaries but we have looked at the Mayor’s office specifically as it makes up 11 spot salary
positions.

Key
Total
Women
Men

0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Mixed and Other Ethnic Groups

3%

2%

5%

31%

31%

30%

41%

45%

30%

13%

15%

10%

12%

7%

25%
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Grade Distribution

White/White British - 53%
Ethnic Minority - 21%
Not Known - 26%

Spot Salary (19 Positions) White/White British - 46%
Ethnic Minority - 18%
Not Known - 36%

Mayor’s Office Spot Salary (11 Positions)

White/White British - 78%
Ethnic Minority/Not Known - 22%

Grade 15 (18 positions)
White/White British - 100%

Grade 14 (15 Positions)

White/White British - 82%
Ethnic Minority/Not known - 18%

Grade 13 (33 Positions)
White/White British - 80%
Ethnic Minority/Not known - 20%

Grade 12 (78 Positions)

White/White British - 81%
Ethnic Minority/Not known - 19%

Grade 11 (84 positions)
White/White British - 66%
Ethnic Minority - 29%

Asian/Asian British - 14%
Black/Black British - 7%
Mixed/Other - 8%

Not Known - 5%

Grade 10 (166 positions)

White/White British - 72%
Ethnic Minority - 23%

Asian/Asian British - 10%
Black/Black British - 10%
Mixed/Other - 3%

Not Known - 5%

Grade 9 (206 positions)
White/White British - 60%
Ethnic Minority - 33%

Asian/Asian British - 14%
Black/Black British - 9%
Mixed/Other - 10%

Not Known - 7%

Grade 8 (200 positions)

Ethnic representation within Grades:

White/White British - 72%
Ethnic Minority - 28%

Asian/Asian British - 11%
Black/Black British - 9%
Mixed/Other - 8%

Grade 7 (79 positions)
White/White British - 57%
Ethnic Minority - 37%

Asian/Asian British - 15%
Black/Black British - 17%
Mixed/Other - 5%

Not Known - 6%

Grade 6 (125 positions)

White/White British - 48%
Ethnic Minority - 52%

Asian/Asian British - 15%
Black/Black British - 30%
Mixed - 7%

Grade 5 (46 positions)
White/White British - 55%
Ethnic Minority/Not Known - 45%

Grade 4 (11 positions)
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Grade Distribution

White/White British - 29%
Ethnic Minority - 57%

Asian/Asian British - 8.5%
Black/Black British - 40%
Mixed/Other - 8.5%

Not Known - 14%

Grade 3 (35 positions)
White/White British - 63%
Ethnic Minority/Not Known - 37%

Grade 2 (8 positions)

Ethnic Minority - 100%
Grade 1 (4 positions)

White/White British - 31%
Ethnic Minority - 69%

Black/Black British - 38%
Asian/Mixed/Other/Not Known- 31%

London Living Wage (16 positions)

White/White British - 74%
Ethnic Minority - 20%

Asian/Asian British -10%
Black/Black British - 5%
Mixed/Other - 5% 

Unknown/Prefer not to say - 6%

We can see how White representation is concentrated in higher grades, particularly 11-14,
whilst Ethnic Minorities start to be overrepresented at lower grades with Black colleagues
being disproportionately in the bottom 4 grades. The GLA has an Ethnic Minority
Representation of 29% - ideally, representation across Grades would be similar, although it
can be more difficult with lower numbers as a single person leaving/joining can have a huge
impact on the balance.

        c. Ethnic Representation within Management roles

Of the GLA’s 1143 staff (based on workforce data 31st march 2021), 35% are line managers -
this means that on average there is 1 manager to every 2 non-managerial staff. When
breaking down management positions by demographics, 20% are Ethnic Minority staff - 9
percentage points below the GLA ethnicity representation - and only 5% are Black - 6
percentage points below the GLA representation, making up the biggest drop. Here is the
current ethnic breakdown of line managers:

When looking at the individual directorates, those with higher representation of Ethnic
Minorities generally have a higher representation of Ethnic Minority staff within management
positions. Unfortunately every directorate has lower Ethnic Minority representation within
management, although some are worse hit than others. Below we have explored the
representation within directorates, where we see disproportionate representation between
staff members and management positions, we have highlighted this.

It’s also important to note that 7% of those with line manager duties have chosen not to
declare their ethnicity compared to just 1% for gender. Across the GLA, 5% of staff chose not
to declare their ethnicity, whilst it isn’t a large gap it is something worth monitoring. In order
to deliver equality, diversity and inclusion (EDI) across the organisation, manager’s should role
model EDI positive behaviours, this includes declaring their protected characteristics.

White
74%

Asian
10%

Unknown
6%

Black
5%
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White/White British - 44%
Ethnic Minority - 49%

Asian/Asian British - 7%
Black/Black British - 40%
Mixed - 2%

Unknown/Prefer not to say - 7%

Grades 13 to 15 - 5%
Grades 10 to 12 - 42%
Grades 7 to 9 - 32%
Grades 4 to 6 - 16%
Grades 1 to 3 and LLW - 5%

The GLA should explore the lack of willingness to disclose Ethnicity data and should
specifically seek to understand whether there is a perception that Ethnicity data is not ‘safe’
to disclose. Non-disclosure of Ethnicity data gets worse when looking specifically at those
earning over £100,000, jumping to 19% whilst Ethnic Minority representation is just 17%.
 
      d. Ethnicity within Directorates

Each directorate has had general Ethnic representation broken down with a further analysis
of how each group is represented across grades. We have removed those on Spot Salaries
(Executive Directors) as they can often skew the results for their directorates. The number
associated with the directorate is the total headcount minus spot salaries.

Where the numbers within the directorate and the representation across ethnicities allow, we
have looked at the individual Ethnic Minorities - where we have grouped them into “Ethnic
Minority” this is to protect anonymity. Where we believed it was necessary, we may have
focused on one Ethnic Minority group if there is significant disproportionate representation.

Chief Officer

Ethnic Representation

White/White British
Grades 13 to 15 - 0%
Grades 10 to 12 - 35%
Grades 7 to 9 - 24%
Grades 4 to 6 - 35%
Grades 1 to 3 and LLW -6%

Black British

Assembly Secretariat

Ethnic Representation
White/White British - 76%
Ethnic Minority - 14%
Unknown/Prefer not to say - 10%

White/White British
Grades 13 to 15 - 2%
Grades 10 to 12 - 21%
Grades 7 to 9 - 36%
Grades 4 to 6 - 39%
Grades 1 to 3 and LLW - 2%

Grades 13 to 15 - 0%
Grades 10 to 12 - 0%
Grades 7 to 9 - 50%
Grades 4 to 6 - 50%

Ethnic Minority

0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Due to low numbers of Asian, Mixed and Other Ethnic
backgrounds, these can not be displayed via a grade
breakdown. Ethnic Minority staff are actually
disproportionately overrepresented within this
directorate, yet are still more likely to be represented at
lower grades than their White colleagues. Additionally,
there is significantly reduced representation amongst
Asian, Mixed and Other Ethnic backgrounds We must
also remember to consider the size of the directorate,
with only 43 staff, one staff member leaving and a
colleague of a different ethnicity joining could have a
noticeable effect on the data.
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White/White British - 66%
Ethnic Minority - 31%

Asian/Asian British - 12%
Black/Black British - 11%
Mixed/Other - 8%

Unknown/Prefer not to say - 3%

Grades 13 to 15 - 4%
Grades 10 to 12 - 36%
Grades 7 to 9 - 48%
Grades 4 to 6 - 11%
Grades 1 to 3 and LLW - 2%

Grades 13 to 15 - 5%
Grades 10 to 12 - 23%
Grades 7 to 9 - 46%
Grades 4 to 6 - 27%
Grades 1 to 3 and LLW - 0%

Communities and Skills

Ethnic Representation

White/White British

Asian/Asian British

Grades 13 to 15 - 0%
Grades 10 to 12 - 20%
Grades 7 to 9 - 40%
Grades 4 to 6 - 30%
Grades 1 to 3 and LLW - 10%

Black British

Grades 13 to 15 - 0%
Grades 10 to 12 - 35%
Grades 7 to 9 - 47%
Grades 4 to 6 - 12%
Grades 1 to 3 and LLW - 6%

Mixed/Other

Ethnic Representation is too low to divide it into more
specific groups, but as can be seen in the data they are
underrepresented in the directorate and concentrated in
grades 4-9 - the highest concentration is in grades 6
and 8. It should also be noted that when looking at
gender, Ethnic Minority representation in the Secretariat
is 80% women and 20% men, compared to 65% women
and 35% men for White representation, much closer to
the GLA wide man/woman ratio. 

There is also a disparity between Ethnic Minority men
and women - overall men represent 35% of the
directorate but drop to 20% for Ethnic Minorities. This
could be symptomatic of the general
underrepresentation of Ethnic Minorities in the
directorate.

0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Communities and Skills has the most proportionate
representation of the GLA’s wider demographic profile,
although there are still noticeable issues with how
representation is distributed across grades. Whilst
grades 7-9 are relatively proportionate across different
ethnic backgrounds, the primary issue seems to be that
Black and Asian staff are underrepresented in Grades
10+ and overrepresented in Grades 6 and below - it’s
also important to note that there is no Black, Mixed or
Other Ethnic representation in Grades 13 up. Currently
this group is made up of 8 people, 2 of which are the
Executive Directors, it could be difficult to maintain
representation in this grouping although it will be a
necessary consideration if the team grows or someone
leaves.0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

There is only a slight change in representation when looking at representation in management
roles - Ethnic Minority representation drops from 31 to 25%, Black representation drops from 11%
to 6% whilst White representation rises from 66% to 71%. Communities and Skills should also be
aware of their gender representation. In general, the representation of men is 29%, this drops to
just 18% in Ethnic Minorities and 10% for Black staff.



White/White British - 70%
Ethnic Minority - 27%

Asian/Asian British - 12%
Black/Black British - 9%
Mixed/Other - 6%

Unknown/Prefer not to say - 3%

Grades 13 to 15 - 10%
Grades 10 to 12 - 36%
Grades 7 to 9 - 48%
Grades 4 to 6 - 6%
Grades 1 to 3 and LLW - 0%

Housing and Land

Ethnic Representation

White/White British

Housing and Land have been steadily increasing their Ethnic Minority representation alongside
the GLA but still have some ways to go to reach the GLA target of 37%. With the exception of
the Executive Director (not included in above statistics), there is no Ethnic Minority
representation above grade 13, although this is a small group of 7 total positions in grades 14 and
15. Housing and Land shows a similar narrative of Ethnic Minority staff being more concentrated
below Grade 10 than their white colleagues with much higher concentration in lower grades.
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White/White British - 73%
Ethnic Minority - 23%

Asian/Asian British - 10%
Black/Black British - 5%
Mixed/Other - 8%

Unknown/Prefer not to say - 4%

Grades 13 to 15 - 7%
Grades 10 to 12 - 39%
Grades 7 to 9 - 47%
Grades 4 to 6 - 7%
Grades 1 to 3 and LLW - 0%

Good Growth

Ethnic Representation

White/White British
Grades 13 to 15 - 2%
Grades 10 to 12 - 18%
Grades 7 to 9 - 50%
Grades 4 to 6 - 22%
Grades 1 to 3 and LLW - 8%

Ethnic Minority

The data shows that Good Growth has an
underrepresentation of Ethnic Minorities, particularly
with Black staff in comparison to GLA wide
representation - we would also note that both Asian
and Black are underrepresented when compared with
London’s working age population. Similar to other
directorates, Good Growth has a concentration of
Ethnic Minority staff in lower grades and are 1 of 3
directorates, alongside x and x with no representation
at Senior Management level.

When looking at representation in management
positions, Good Growth’s Ethnic Minority
representation drops from 23% to 14%. This is a
significant drop given that management positions in
Good Growth make up 37% of the directorate.

0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Good Growth demonstrates a significantly better gender representation than the rest of the
GLA (with 41% men) but should be aware that this drops to 33% amongst Ethnic Minorities. This
drop is most prevalent with Asian staff, dropping to 26% and Other Ethnic Minorities having no
men. Conversely, Black men actually represent 57% of Black staff - whilst this may look better,
it’s important to note the lower representation of Black staff within the directorate - it is likely
that the presence or absence of a single person could shift that balance significantly.

Grades 13 to 15 - 2%
Grades 10 to 12 - 26%
Grades 7 to 9 - 61%
Grades 4 to 6 - 12%
Grades 1 to 3 and LLW - 2%

Ethnic Minority
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Housing and Land have a similar gender balance
(36% men) to the GLA wide profile (39% men)
which doesn’t change much when looking at Ethnic
Minorities - the only change worthy of note is that
gender representation in Asian colleagues is 50/50
men and women. 

White/White British - 45% 
Ethnic Minority - 45%

Asian/Asian British - 18%
Black/Black British - 23%
Mixed/Other - 4% 

Unknown/Prefer not to say - 10%

Grades 13 to 15 - 12% 
Grades 10 to 12 - 20% 
Grades 7 to 9 - 26% 
Grades 4 to 6 - 18.5% 
Grades 1 to 3 - 23% 

Grades 13 to 15 - 3% 
Grades 10 to 12 - 15% 
Grades 7 to 9 - 18% 
Grades 4 to 6 - 21% 
Grade 3 - 42% 

Resources

Ethnic Representation

White/White British

Black/Black British

Grades 10 to 12 - 42% 
Grades 7 to 9 - 23% 
Grades 4 to 6 - 19% 
Grades 1 to 3 - 15% 

Asian/Asian British

0 25 50 75

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Ethnic Minority staff have a 45% representation
within Resources, on par with White Colleagues -
this is both disproportionately high for the GLA and
for London, with Black staff being disproportionately
overrepresented and Mixed/Other
underrepresented - Asian representation is only
slightly higher than London’s representation but
significantly higher than across the GLA. Asian staff
however are well represented across the
directorate, with the largest group being within
Grades 10-12. This is not true of Black staff, whilst
they are overrepresented in the directorate, they
have poor representation at higher grades with 42%
of all Black staff in the directorate being grade 3. 0 10 20 30 40 50

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

Digging deeper, Ethnic Minority staff represent 57% of Grade 3 staff - Black staff make up the
largest group at 40% compared to 29% White and 9% Asian. All grade 3 positions across the GLA
fall under Facilities Management where Black staff make up 29% of all Facilities Management staff -
this is still overrepresented, however significantly less than the 40% concentration in Grade 3. If we
remove Grade 3 from the Facilities Management statistics, Black representation drops to 12.5%
whilst White representation jumps from 39% to 54%, this is much closer to actual representation in
London. Additionally, you can see by the bracketed numbers that the distribution of Ethnic groups
across grades improves when we remove Facilities Management from the data.
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White/White British - 67%
Ethnic Minority - 27%

Asian/Asian British -11%
Black/Black British - 10%
Mixed/Other - 6%

Unknown/Prefer not to say - 6%

Grades 13 to 15 - 7%
Grades 10 to 12 - 22%
Grades 7 to 9 - 49%
Grade 4 to 6 - 19%
Grades 1 to 3 and LLW - 2%

When looking at the representation across management roles we see a significant change in
Asian and Black representation - Asian staff are overrepresented in management, increasing
from 18% to 26%, whilst Black staff decrease from 23% to just 10%. This further highlights the
disproportionate representation of Black staff within the directorate - whilst they are
overrepresented in Resources, they are underrepresented in management roles and higher
grades.

Resources is the only directorate that has a higher representation of men than women, with
women making up 36% of the directorate compared to 61% across the GLA. Representation
of women drops when looking at White colleagues and increases to 56% when looking at all
Ethnic Minorities and 52% for Black colleagues but stays broadly similar for Asian colleagues.

Strategy and Communications

Ethnic Representation

White/White British
Grades 13 to 15 - 2%
Grades 10 to 13 - 15%
Grades 7 to 9 - 45%
Grades 4 to 6 - 30%
Grades 1 to 3 and LLW - 8%

Ethnic Minority

Strategy and Communications is a relatively new
directorate with a representation not too far
removed from the GLA wide representation -
there is still work to be done to make the
directorate representative of London. We also
have to consider the concentration of Ethnic
MInority staff - from the London Living Wage
(LLW) to Grade 6, White representation is 22%,
this jumps to 38% for Ethnic Minorities.

Ethnic Minority representation drops when
assessing management roles - though almost
exclusively within Black representation which
drops from 10% to 5%. Asian representation
remains the same at 11% whilst White
representation increases to 75%.
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Grades 13+ 

Grades 10-12 

Grades 7-9 

Grades 4-6 

Grades 3 down 

White/White British - 66%
Ethnic Minority - 27%

Asian/Asian British -13%
Black/Black British - 7%
Mixed/Other - 7% 

Unknown/Prefer not to say - 7%

Gender representation in Strategy and Communications is 36% men, rising to 39% for White
staff but dropping to 18% for Black staff and 0% across Mixed and Other Ethnic Groups.
 
Mayor’s Office

It is important that the Mayor’s Office be included within this analysis but should be noted
that staff on Spot Salaries have been included here. This is from the same snapshot of 31
March 2021, we are aware of a restructuring of the Mayor’s Office but it would be unfair to
present data from a different period for one area of the GLA.

Ethnic Representation
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On the surface, the GLA looks like it has been improving its Ethnic Minority representation
over the last few years, however when we break down this data as above, we start to see key
issues. Currently there is still an underrepresentation of Ethnic Minorities across the GLA,
with this being most prevalent amongst Asian demographics. All Ethnic Minorities are
underrepresented in Grade 10+, which is true everywhere except the Mayor’s Office where
10-12 is the highest grouping of Ethnic Minority staff - they are still underrepresented above
grade 12. The disproportionate representation of Ethnic Minorities at lower grades is most
prevalent when looking at Black staff with the worst example of this being in the Resources
directorate.

There is also evidence to suggest that Ethnic Minority men, primarily those of Black or Other
Ethnic backgrounds are more underrepresented within the GLA than women from the same
ethnic group. Additionally, whilst White men are similarly underrepresented within the GLA to
other ethnic groups, they are at disproportionately higher levels and are proportionately
better represented than White women at higher grades. Conversely, when looking at all
Ethnic Minorities, the men are more likely to be in lower grades.

Summary 

Grade 13+ - 33% 
Grades 10 to 12 - 28%
Grades 7 to 9 - 28%
Grade 6 - 11% 

White/White British
Grade 13+ - 20%
Grades 10 to 12 - 40%
Grades 7 to 9 - 20%
Grade 6 - 20% 

Ethnic Minority

As can be seen from the data, the Mayor’s
Office is not immune to the issues present
across the GLA with a higher representation of
White staff at senior levels - however, Ethnic
Minorities are more concentrated in Grades 10
to 12 here where they are often at lower grades
in the other directorates.

Similarly, the Mayor’s Office and Mayoral
Appointees have a decrease in representation
in management roles, from 27% to just 8%.

0 10 20 30 40

Grades 13+ 

Grades 10-12 

Grades 7-9 

Grade 6 

The Mayor’s Office also maintains the gender ratio at 60/40 women to men - however, this
changes when looking at different Ethnicities. The ratio is 50/50 for White staff but drops to
20% men in Ethnic Minority groups. With a group as small as this, even a single person can
have a large impact on the Ethnic Minority gender ratio, it will be important to understand why
fewer men from Ethnic Minority backgrounds are working in the Mayor’s office.
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Appendix B: Policies and Documents 

Workforce data reports from 2018-21
Staff surveys and survey documentation
Ethnicity Pay Gaps
Dignity at Work Policy and Guidance
Disciplinary Procedure
Resolution Policy and Guidance
Recruitment documents and data
Secondment documents and data
Talent and Development documents and data
Diversity and Inclusion Action Standard
Code of Conduct of the Greater London Authority
Code of Ethics and Standards for Staff
Competency Framework
The GLA Staff Charter
Let’s talk about race training
Dignity and Inclusion training
Resolution training
9 EDI Action plans (3 Directorate level)

To get a better understanding of the culture, practices and demographics of the Greater
London Authority, we have explored the policies and guidance documents associated with
Equality, Diversity and Inclusion (EDI), as well as recruitment, progression, grievance and
discipline. We have also analysed the 3 most recent workforce reports from 2019-2021 as
well as 54 other individual documents. This documentation includes:

1. Workforce Reports 
These provide a snapshot of the organisation on a specific date (typically 31st March each
year for the 3 we reviewed). They are publicly available, meaning that anyone can read them
- unfortunately they are not prominently displayed nor advertised, our admittedly small
sample size of London residents were broadly unaware of the GLA and entirely unaware of
the workforce reports.

The workforce reports provide a straightforward understanding of the position of the
organisation across a broad range of issues and allows staff to compare against previous
years. Due to the amount of information contained, much of the nuance in particular areas
has been removed or minimised to allow an easier understanding - this can obscure some
issues or make it difficult to understand it within the context of the GLA as a whole or even
within individual directorates. One area where this stood out was the choice to remove White
colleagues from the Ethnicity demographics section - we can understand why this may have
been a logical choice (makes it easier to see the actual size of smaller groups) but in practice,
it makes it difficult to compare Ethnic Minority groups to the White majority. Additionally,
there isn’t much of an intersectional understanding, i.e. the difference between Black men
and women or Black women to White women. An additional analysis on key protected
characteristics (ethnicity, gender, disability) that takes an intersectional approach and
disaggregates BAME (Black, Asian and Minority Ethnic) as much as possible, could help
provide a clearer understanding of the EDI issues - this may require individual reports for
ethnicity and gender with a collective report for other characteristics due to low reported
numbers.

That being said, there is still a lot of very useful information with the report that any staff
member or member of the public could reference as evidence for issues with ethnic
representation. The report shows Ethnic Minority representation from 2008 to 2021, showing
a steady improvement from 2018 - there was a small drop in 2021 that could be attributed to
EDI progress being hindered by Covid-19. There is also a comparison between directorates
with reference points to the GLA average and the London working age population and
breakdowns of Ethnic Minority groups by salary and grade.
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2. Ethnicity Pay Gap reports and policies
The pay gap reports that we reviewed are for 31st March 2019 and 2020, the 2021 report was
not published before our review process. There is no legal requirement to publish an Ethnicity
Pay Gap report, although the practice is in line with regulations on Gender Pay Gap reporting
and puts the GLA ahead of most organisations. We opted not to review the Gender Pay Gap
reports and associated documents as it fell outside of the scope of this review - however the
Ethnicity Pay Gap report does provide an intersectional breakdown in tables 27 through 30.

The 2020 report shows that the ethnicity pay gap has decreased in the year 2019-20 from
the previous year with the mean (or average) pay gap dropping from 18.4% to 14.49% - the
median has increased slightly from 11.06% to 11.3%, this will likely be a result of more Ethnic
Minority staff coming in at lower grades than higher grades when compared to White staff.
The report also details for the individual ethnic groups showing a huge disparity across the
groups with the lowest pay gap for any Ethnic Minority group being 7.32% for Mixed staff vs
the highest at 20.62% for Black staff. The Mixed Ethnicity group actually shows the biggest
drop from the previous year(15.01% to 7.32%) whilst Black staff show the smallest drop
(21.26% to 20.62%).

These figures actually get worse when we look at intersectionality, Ethnic Minority men are
paid disproportionately less when compared to Ethnic minority women - the pay gap
between White men and Ethnic Minority men is 21.81% compared to just 8.76% when
comparing White women to Ethnic Minority women. We also see that the pay gap for Mixed
Ethnicity men is still 15.76% compared to just 1.29% for women, whereas for Black staff it’s
26.5% for men compared to 15.9% for women. 

The report doesn’t provide a pay gap of Black women to White men, typically the furthest
apart in terms of equality, so we have done the maths and found a pay gap of 17.89%, slightly
better than it was for Black men, but still higher than it was when Black women were
compared to White women. The largest gap exists within the smallest ethnic group, Other
Ethnic Group with a pay gap of 7.59% for women and 36.27% for men - whilst this could be
significantly altered with 1 person from the Other Ethnic Groups joining or leaving the GLA, it’ll
be important to ensure that the gaps between men and women in Ethnic Minorities also
closes alongside the general Ethnic Pay Gap.

Within the 2021 report, the GLA has set itself a target for 2025 of having 37.1% Ethnic Minority
representation - whilst this is an ambitious target considering the current level, based on
external trends and presumed growth of Ethnic Minority groups (which is predicted to be
shown in the yet to be released 2021 census data), achieving this goal could still leave the
organisation with Ethnic Minorities being underrepresented when compared to regional
demographic data.

Bonus Payment 
There is a very concerning issue around bonus payments in the 2020 report: whilst Ethnic
Minority staff were overrepresented in receiving bonus payments, the payments were
disproportionately lower. The mean pay for Ethnic Minority staff was less than half of that for
White staff whilst the median pay was 40% less. Whilst we did not have access to the
monetary awards for 2020-21, we can see that the amount of Ethnic Minority staff receiving
additional payments (bonus payments) was just 23%, down from 30% in the 2020 report,
whilst White staff receiving bonus payments went from 66% to 70%. Bonus payments should
come under either honorarium payments (which should be in relation to the associated
duties that a person is performing above their job role) and recognition payments. The
recognition payments are set at 4 levels with defined amounts for each level. Which level of
payment is paid out depends on a few criteria, the first of which is the type and level of work
carried out. This means that those in lower grades (where Ethnic Minorities are
disproportionately represented) will likely receive lower recognition payments due to their
limited access to higher levels of work.
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Summary 
Generally speaking, the GLA is closing the ethnicity pay gap, almost all Ethnic Minority pay
gaps were decreased from the 2019 report to the 2020 report (with the exception of the
bonus payments) - it’s important to note that the Gender Pay gap slightly increased in the
same period and Ethnic Minority representation dropped slightly in 2020-21. It’ll be
important for the GLA to ensure that they continuously progress towards closing these gaps.
The Action Plans associated with the pay gaps show a commitment to closing the pay gap
and reducing all further inequalities, with key actions to increase representation and provide
means to measure progress.

The action plans alone cannot help deliver the goals, they must be supported completely by
the actions of the organisation, with a solid understanding of EDI as a foundation for progress.
Additionally, the action plans need to have accountability as well as ownership - this is the
person who takes responsibility if the action isn’t delivered, explains why and what efforts are
being made to achieve the action.

We believe that the work already put into the Ethnicity Pay Gap reporting and action planning
has made some headway into making the GLA a more equitable workplace for Ethnic
Minorities. A more robust EDI foundation, comprehensive EDI Strategy and Action Plan
framework should help to push these efforts forward.

3. Dignity at Work 
The Dignity at Work policy provides a clear position from the GLA on issues around bullying,
harassment and victimisation - the policy states that this should have zero tolerance. 

The policy is fairly comprehensive in its definitions of bullying, harassment and victimisation,
how to recognise them and the effects of these issues on the victim. There is a potential
issue within section 3: “Perception of bullying, harassment and victimisation”, where it allows
a lot of discretion to decide whether a “reasonable person would view the behaviour as
offensive” - what is or isn’t offensive to a person is often different to the next person; this is
compounded when the 2 people have different lived experiences, i.e. a White man vs a Black
woman.

In the situation where a Black person accuses a White colleague of offensive behaviour, a
White manager may not understand the exact issue and feel that the action would not be
offensive to them, therefore dismissing the claim. If this happens regularly, employees may
stop coming forward with issues and allow potentially toxic cultures to thrive. Employees
may need additional support outside of their team/unit hierarchy to arrive at a just or
equitable outcome - additionally, managers should have robust EDI training that includes
cultural sensitivity, understanding of the impact of racism, the effects of misogyny on women
and the workplace, and how intersectionality can compound it. This is not an exhaustive list
as managers should have a good working knowledge of EDI with support provided by EDI
experts either within their directorate or at an HR level.

The Dignity and Inclusion training is a good introduction to EDI within the GLA although it
doesn’t scale with seniority to reflect the power dynamic and feels like some slides are
outdated - particularly the definitions of positive action and positive discrimination, the
descriptions are quite similar with the example under positive action being a small scale
positive action. The training also isn’t very well connected to the Dignity at Work policy which
we understand to be a key reason for the training. We would recommend that this training is
further reviewed to ensure that it provides clear and accurate information with a closer link
to the Dignity at Work policy.

The Dignity at Work policy also directly informs and is informed by the Disciplinary and
Resolution policies. These policies and how they are implemented can have a significant
effect on a colleague’s opportunity for development and progression within an organisation
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. Disciplinary Policy 
The Disciplinary policy and guidance is very straightforward with clear examples of when
employees may be guilty of misconduct. The document provides good guidance for dealing
with misconduct and an understanding of potential sanctions. It would be good to remind
managers to consider an employee’s conduct within the context of the team, environment or
personal situation - there may be an external reason for the employee’s behaviour or actions.
In a situation where an employee’s wellbeing is at risk, the manager should take responsibility
for taking steps towards safeguarding within the workplace. Additionally, it would be good to
remind managers of the scope for reasonable adjustments when following the disciplinary
process - good practice is not to ask why a staff member needs a reasonable adjustment
but just to consider if the adjustment is reasonable and achievable.

The Disciplinary Policy and associated guidance is fairly standard with only limited areas of
uniqueness for the GLA. The actual policy and guidance isn’t an area where we feel there
needs to be change. We did ask to look into disciplinary outcomes but the limited use of
sanctions through this policy meant that we couldn’t reasonably use the data to make a well
reasoned and informed judgement - there doesn’t appear to be any disproportionate use
even within the small numbers. Unfortunately, this may not reflect all uses of the policy as we
could not access policy tracking information - it should be standard to get feedback from
staff even if they go down the informal route, this helps to improve the policy and using staff
IDs the organisation can understand if there's a discrepancy in usage and experience
between demographics.

Tracking policies allows HR to understand if policies are being used appropriately, where HR
sees a procedure like the disciplinary procedure being implemented excessively in one area
of the organisation, by a particular manager or against a person, this should be investigated
to understand the reason. It may be that there is a poor understanding of how to apply the
policy or what other procedures may be more beneficial - it is also important to understand
that the reason may be much worse and you could find employees victimised through
misuse of a policy.

The Resolution Policy was designed to replace the Grievance Policy and put an emphasis on
resolving issues between staff members with a mutually acceptable outcome. This
comprehensive policy allows staff to access support through resolution champions, provides
a confidential process that is separate from their team/unit hierarchy and can help build
better working relationships between colleagues or between staff and management.

This policy could help to create an open, honest and bias free workplace if utilised effectively.
It is our understanding that the policy is still relatively new and unfortunately, many staff are
unaware of its existence - with a poor opinion of the previous grievance process for taking
too long and not delivering outcomes that are mutually acceptable, from our interviews and
focus groups, many staff members seemed to actively avoid raising grievances and
subsequently resolutions. Reminding staff of the process and using champions to advocate
for the process should help more staff engage with it, as needed.

As long as all parties engage in the process in good faith then we believe the outcomes
should be a net positive. Champions and mediators may need to have specialised training
when the resolution case deals with a protected characteristic and some form of bullying or
harassment.

Resolution Policy 
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The Dignity at Work policy stresses a zero tolerance approach to issues regarding bullying,
harassment and victimisation - there is a strong implication that this is in particular reference
to any form of bigotry. The option for informal disciplinary action or pushing staff towards a
resolution process when the issue at hand deals with an incident or accusation of racism
may undermine minority groups faith in these processes.

Where an employee wishes to raise an issue regarding racism, sexism, homophobia etc, they
should be informed of all potential avenues including the Resolution policy - all options
should be given equal explanation. HR or the line manager will still have to investigate and
decide on the appropriate course of action whilst considering the impact of any action on
the victim. Where a person comes through multiple processes for the same or a similar issue,
whether that be a mix of policies or just one, this should be tracked and investigated to
understand why with the option to escalate the case when appropriate.

Zero Tolerance 

The Recruitment Guidance documents supplied to The Equal Group by the GLA function as
the primary resource for Recruiting Managers to defer to for the following: the preparation of
job descriptions and person specifications for open opportunities; the advertising and
publication of open opportunities; the selection and interviewing of shortlisted candidates;
and the outcome and feedback for successful and unsuccessful candidates. 

These documents are comprehensive and process-driven, leaving less room for diversity and
inclusion to be embedded in the recruitment process from its inception. In fact, “Equal
opportunities and diversity” is the second last section in the recruitment policy, before
“complaints”. Until this point, there is little reference other than diverse applicant pools and
diverse interview panels about how Equality, Diversity and Inclusion should or could be
applied throughout the process. This sends the message that it is an afterthought and not a
necessary consideration of recruitment.

There is little reference to implementing best recruitment practice which would alleviate the
possibility of a less-diverse applicant and candidate pool; where it is referenced, it is not
stated to be compulsory. This encompasses the use of diverse recruiters, diverse interview
panels and the requirement for open roles to have diverse shortlists – all of these aspects
are positioned as ‘exemplary’ rather than necessary, and absolves the need for hiring
managers to provide robust justifications of each if/when they are not achieved.

The rigidity with which the GLA outlines person specifications for open roles is a potential
means by which Black and other ethnically diverse candidates (as well as candidates from
other underrepresented backgrounds) may be discouraged from applying. The inflexibility
this presents may influence the panel to disregard applicants from unconventional
professional backgrounds, thereby narrowing the pool of diverse candidates as the process
moves forward. The risk of this has not been identified and monitored within the recruitment
guidance, and currently, the Guaranteed Interview Scheme (GIS), reserved for disabilities, is
the only measure in place that allows for a less stringent reliance on the points in the person
specification.

Though the scoring criteria scale is succinct and easy to apply (1-5), reviewing and
reimagining what the GLA means by ‘requirements’ is key to ensuring that Black and other
ethnically diverse applicants are being considered fairly, and that their experience and
background is being viewed through a flexible lens. The person specification could benefit
from further categorisation into ‘essential’ and ‘desirable’ skills. This affords applicants the
opportunity to be progressed based on potential rather than experience and ensures that
historic reliance on a set of criteria that has typically tended to advance White applicants
over and above their Black and ethnically diverse counterparts can be less heavily deferred
to.

4. Recruitment and Progression
Recruitment 
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For the GLA’s recruitment and selection guidance, the shortlisting guidance is the first
section where ethnicity is explicitly referenced as a factor to monitor. The guidance states
that:

Before completing the shortlist, those shortlisting should consider whether the panel has
fully considered the issues of ethnicity and gender and whether the shortlist would benefit
from a more diverse group of candidates. (8.3)

This outcome can be mitigated by the earlier consideration of aspirational targets around
shortlisting BAME applicants – in particular, Black applicants - which can be achieved
through; establishing a non-negotiable need for a diverse shortlist; more inclusive job
adverts; partnering with diverse recruiters; and nurturing and encouraging Black and other
ethnically diverse internal staff.

Interview Panel

For the interview stage, the GLA states in its guidance that the interviewing panel can be
greater in number than the shortlisting panel, though for fixed-term opportunities two people
can suffice. This can be limiting, especially as the guidance does not stipulate that the
interviewing panel must mandatorily consist of diverse people representing different
experiences and backgrounds. Instead, an option is given to managers who ‘may wish to
consider’ approaching relevant personnel from other service areas or directorates, though
not on the basis of diversifying interviewing panels by ethnicity. The guidance states that the
panel should be ‘representative’, though no further elaboration is offered. This phrasing
appears insufficient and inscrutable, leaving managers with no clear or robust guidance as to
what is meant by ‘representative’.

The GLA is aware of the opportunity the interview presents to the candidate for ascertaining
whether the manager, department and wider organisation is aligned with their professional
expectations and aspirations (Recruitment and Selection Guidance for Managers, 10.4). It is
here that BAME applicants – and, in particular, Black applicants – would benefit from a
diverse interviewing panel as a means to see their peers represented in decision-making
roles within the GLA. The guidance should be extended to include this as an assessment
criterion for the candidate. Visible representation of Black and ethnically diverse interviewers
indicates to BAME applicants – in particular, Black applicants – that their experience and
background will be properly understood; that implicit and explicit biases in the interview are
more likely to be eradicated; and that the outcome of their interview will be decided by a
diverse group.

GLA’s feedback process for unsuccessful candidates entails an initial email advising them of
the unsuccessful outcome, followed by a telephone call – if requested by the candidate – to
take place shortly after. For internal candidates, face-to-face feedback replaces a telephone
call. All candidates can request their feedback to be sent to them in writing.

A crucial aspect to feedback which is amiss from the guidance is what to do in the event of a
candidate wishing to dispute feedback and escalate to a third party. This provision is useful
for supporting Black and ethnically diverse candidates, as it aims to offer a means by which
they can defer to an objective party if they feel they have been discriminated against on the
grounds of ethnicity. Though instances of this kind can be reputationally damaging for any
organisation, it is imperative that hiring managers are aware of a process which exists to
escalate, discuss and resolve complaints that any applicants have about the recruitment
process. This needs to exist and be implemented in a standardised way across the GLA.

It is also vital to include a segment within the feedback call or meeting where the candidate is
offered the opportunity to provide feedback on the entire recruitment process with the GLA.
This will allow the GLA to note any trends that are specifically evident and recurring among
Black and ethnically diverse candidates, and allow the opportunity to review aspects of the
recruitment and selection procedures in line with this.

Overall, the quality of recruitment guidance supplied to hiring personnel within the GLA is
essential to securing a higher number of Black and ethnically diverse candidates that can
then move forwards and progress within the GLA. The limitations to the recruitment guidance
will be examined further in our recommendations, supported by the feedback from
interviews and focus groups held with staff members at the GLA.
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All employees should be afforded the opportunity for appropriate learning and development
without any discrimination. They should also be encouraged to discuss their career
prospects and training needs with their manager. The Learning and Organisational
Development framework puts equal responsibility on the staff member and their manager for
ensuring that they have a development plan. Managers should have formal performance
reviews with their employees every 12 months, this meeting should be used to assess
performance and identify areas for development or opportunity - managers should also
engage with their staff informally to ensure progress is steady in the intervening 12 months
and that they have the support they need.

The informal process is encouraged by the Performance Management Guidelines. These
guidelines provide a comprehensive breakdown of what should happen between the
employee and manager. The performance review process requests that all staff use SMART
goals to help them achieve their development plans and asks them to consider what
competencies they are performing well and where they need to develop more.

The policies and guidelines around talent development are comprehensive, detailing exactly
what an employee and a manager should be doing to help all employees develop. This is not
only about career development but also about ensuring that all staff are maintaining high
standards in their work by ensuring they continue to develop their skills and knowledge. The
documents are necessarily dry as they have to contain detailed information with little room
for differing interpretations - this can make access difficult if employees feel they are under
pressure. Separating the policies out into manager and employee documents may make
them easier to understand but also ensuring that employees have a full understanding by
providing training during onboarding/probation and elearning for existing employees.

Managers should also be expected to rely heavily on EDI training when working with staff of
differing characteristics to produce development plans. Different lived experience can
produce very different expectations and interpretations of various requirements - an
employee may feel they have achieved a particular competence as they have interpreted the
competency requirements differently from the manager, it would not be fair to assert that
the managers interpretation is correct and would require them both to explain and agree to a
common understanding. Additionally, an employee may have experienced prejudice from
previous managers or have a negative perception of authority due to their lived experience
(or even inherited trauma), this may require the manager to be particularly empathetic and
exercise patience to allow this employee to open up about their specific development needs.

Talent Development 

The Competency Framework is designed to provide staff and managers with a clear
understanding of what the expected skills and behaviours are for specific competencies at
particular levels. The competencies are split into 4 categories; working with others,
leadership, delivering results and organisational context. Job roles should identify key
competencies required and have 5-6 for non-managerial roles and 7-8 for managers - they
do not specify that roles should also specify a competency level.

The competency framework also calls for 360-degree feedback, learning profiles and
development plans based on competencies. Utilising these tools, the GLA should be able to
help any staff member progress steadily. There seems to be little guidance for how to put
these areas into practice.

We did not see any guidance on how to handle “ineffective performance” and we noticed
that many of the “ineffective performance” indicators were also indicators of
neurodivergence or trauma. Trauma can be a result of prolonged abuse either in childhood or
within relationships, it could be the result of experiencing abuse from many different people
based on a characteristic (racist slurs, sexist comments, physical altercations) or it could be
inherited trauma, as we mentioned above - adults who experienced issues due to a particular
characteristic may instruct their child or children close to them on how to protect
themselves, this can implant previous generations trauma into the next generation, an issue
we see with many Ethnic Minority groups and with women.

Competency Framework
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Secondment 
This section deals with Acting Up, this area should allow an employee to develop and
demonstrate their skills and competence within the role. The process for identifying whether
an acting up position is appropriate is fair, transparent and straightforward - if the team can
divide duties or an colleague in the team has the competencies to step up, then there is no
need to advertise widely.

However, if the duties of the post are similar to other jobs across the organisation, then the
opportunity should be advertised. However, the process and the statement on acting up are
not linked together - it also isn’t clear whether the document covering acting up, honoraria
and recognition is policy, statement or guidance, therefore it could be construed as non-
binding.

A clear policy on secondments with a separate policy for honoraria and recognition
payments should be produced in order to provide clarity on all issues. This will help staff to
understand their rights and obligations under the policies and where they can seek recourse
if they feel the procedure has been followed unfairly. It should also be clear how those on
secondment will be paid (salary of the role they are seconded to, their substantive post
salary or an agreed rate). Where employees are “acting up” they should be paid the salary of
the role they are stepping up to cover. Employees who are on secondment to a different
team or directorate should be considered for honorarium/recognition payment if they are
not paid at a higher rate - reasons for them not receiving an additional payment should be
provided and weighed against their performance in the role.

We also want to acknowledge the name given to the action of covering a senior role or taking
on additional responsibilities - “acting up” whilst to most seems like an innocuous phrase, it
has some historical and cultural connotations that make it a potentially non-inclusive phrase.
We recommend using alternate phrasing such as “Step Up”, “Higher Grade Duties”, etc for
when someone is either deputised or performing a senior duty within their team - where
someone is brought in from elsewhere in the organisation, secondment is generally the
clearer and preferred term.

We would also recommend a redesign of the competency framework to ensure it is
accessible to all staff and is robust in how it is applied - including how people can access
developmental assistance based on their required competencies. The content of the
competency framework is good, however the document itself is inaccessible - the formatting
of it makes it difficult to read and will be off putting to many staff members, risking many
staff to be unaware of exactly how the competency framework is supposed to work and be
applied. 

Competencies are also skills that can be developed with proper training and support from
coaches/mentors. Making these an essential part of a job role could lock potentially great
candidates out of progression routes particularly when assessing a person’s competence is a
very subjective act within an interview. We would not reduce the amount of competencies,
only ensure that a minimum amount is specified with the expectation that the other
competencies be developed within a probation period - this will likely not be enough time to
fully develop but the staff member should be able to show progress.
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5. Diversity and Inclusion Action Standard
The action standard provides clear definitions of EDI and a clear standard within EDI for
teams and people to work towards. The foundations set out the expectations for each level
that the team should be meeting, although we have only seen an achievement record with no
explanation of how these were achieved per directorate. The grading criteria set out by
Equality Works (EW) sets a very basic standard for EDI. Additionally the EW and ENEI
assessments are for the whole organisation without a breakdown for individual directorates,
this allows individual directorates and units to get by on the actions of others. Whilst we
support the initiative to use these standards initially, we don’t believe that they help move
EDI forward and instead allow organisations to relax whilst doing the bare minimum.

The action standard is a framework that should allow colleagues to rate theirs or their team’s
efforts towards Equality, Diversity and Inclusion. It should be used to help directorates, units
and teams develop their action plans, giving them a way to measure each action and show
how they are achieving the organisation’s goals.

It would be good practice to blend the chapters into the appropriate policies that they
impact, i.e. Chapter 3 on Recruitment should be referenced within the recruitment policy and
copied into an appendix, Chapter 5 on Inclusive Culture should be referenced within
management responsibilities and within management level performance reviews. This would
ensure that staff are aware of the standards and where they apply and allow an easier
comparison between desired and actual implementation of policy/process.

The action standard on its own will not deliver the standards within it. In order to support the
action standard and drive the EDI work within the GLA forward, it should be supported by an
EDI statement explaining the importance to the GLA, where the GLA currently is and the
vision the organisation has. Then to ensure that this is delivered a corporate level EDI
Strategy and Action Plan, owned by the Chief Officer, that can be used to inform all
subsequent EDI Action Plans should be produced. The action plan here should provide the
template that allows all subsequent action plans to ensure they are comprehensive and
robust.

In the course of our review, we saw 9 EDI Action Plans (only 3 appeared to be at directorate
level), of these 9 only 2 were at a standard where they would be effective - 2 more were
almost to the same standard but needed a little more work. The 5 that were not of an
appropriate standard were lacking any clear methodology, vision or accountability, they
appeared to have been hastily put together to tick a box rather than to achieve any
meaningful change. This also suggests that whilst a colleague may take ownership of EDI, it is
not a core part of their responsibilities and instead is a side of the desk add-on that they
volunteer for - if this is an accurate assessment, then EDI is necessarily the 1st thing to get
dropped when that colleague is too busy, on leave or sick. 

Even between the 2 that we believed were of a good standard, there wasn’t much
consistency in their structure/methodology. This suggests that each directorate, unit or team
is expected to develop an action plan without any clear guidance or solid framework to work
within. 

We would typically expect to see a corporate level internal EDI Action Plan that has been
produced by the Workforce EDI team to help deliver the internal EDI Strategy, this should
provide the framework for all supporting EDI Action Plans. The directorate level EDI Action
Plans should be informed by and support the corporate level, the unit level should be
informed by and support the directorate level, etc. 

Each Action Plan should be signed off by the next level up, i.e. the directorate level would be
approved by the Chief Officer, the unit level approved by the Executive Director, etc. Anyone
writing an EDI Action Plan should have access to best practice and support from the
Workforce EDI team or EDI responsible person within the directorate.

6. EDI Action Plans
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The Code of Ethics details the expected behaviour and standards for all GLA employees. The
Code of Ethics in particular sets a high standard, expecting staff to have respectful, open,
honest and dignified working relationships. Within this the relationship between staff and
their manager is defined; staff are expected to carry out any reasonable and lawful request
whilst being fair and courteous with the manager - manager’s are expected to provide their
staff with the necessary support they need to perform their duties and help to resolve
disputes between staff.

Section 3 of the Code of Ethics sets out the Equal Opportunities Standard. Here we are
provided an understanding of the GLA’s commitment to equality, with a clear but concise
definition of discrimination, a short but detailed Equality at work policy statement, a
recruitment and selection statement and more. Much of this would make a good foundation
to build an EDI Strategy from, combined with the other documents and policies that discuss
EDI, this would create a strong strategy.

We also note that within the Equal Opportunities Standard is the requirement for EDI to be
monitored, this duty falls under the Executive Director of Resources. It is not clear how
monitoring is to be carried out or what monitoring has been done since publication in
November 2019. We would expect to see a transparent monitoring process with regular
updates and an integration of this work with the Workforce EDI team.

7. Code of Ethics  

Action plans should cover a particular period, this is usually defined by the organisation’s
mission - we already know that the GLA have set targets for 2025, so all current action plans
should cover between now and 2025. This doesn’t mean that they can’t be adjusted, the
action plan should be a living document that you consistently refer to and update
accordingly to monitor progress or address unforeseen issues. The current selection of
action plans do not have set periods and most of them have no measurements or time
bound tasks.

The Let’s talk about Race sessions were requested by the Race Equity Action Group in July
2020 - unfortunately it wasn’t until May that the sessions began. We have noted that
considerable time and effort has been put into the sessions and there has been a generally
positive response from Ethnic Minority staff. Although all staff are mandated to take the
training, there has been a slow uptake - based on our investigation, we expect this is due to a
lack of EDI accountability, many staff that we spoke to do not have an EDI objective and
there seems to be a common issue of managers not promoting EDI within teams.

The session itself is a very good introduction to race issues, setting up a baseline
understanding for all staff. However, we don’t believe it goes deep enough for manager and
allies - managers need to have a great understanding of the potential barriers that society
and cultural expectations in organisations can put on those from different ethnic
backgrounds, allies will want to gain a better understanding.

We would recommend that a 2nd session is implemented that allows attendees to dig
deeper into the issues, exploring the nuances between West and East African as well as
between African and Caribbean or the differences between India and Pakistan as well as
South Asian and Southeast Asia. The current session does little to discuss intersectionality,
whilst this should be added retroactively to the current session, it should be expanded on
greatly in the 2nd session. Attendees of both sessions should be expected to think of a race
related EDI objective; for the first session it could be to read a book by an Ethnic Minority
author or learn more about an upcoming cultural event - the second session, we would
expect bigger, more impactful objectives such as improving representation in the team or
having all team members complete the EDI training on race, allies could sign up to help
deliver sessions or challenge poor EDI practice in their team/directorate.

8. Let's Talk about Race 
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Similar to the Action Standard, we recommend having 3 levels; the first creating a baseline
understanding, the second should dig deeper into the issues and explore empathy, and the
third should be focused on solutions. Having developed a good understanding of the issues
around race and ethnicity, employees in position to change things and allies should be
looking for how they can improve things. This can dig deeper into positive action and how to
implement it across various initiatives and policies; it could be about ensuring the GLA
acknowledges, and where appropriate, celebrates all cultural events, providing an opportunity
for staff to get involved and embrace each other's cultures.

We also recommend that this not be the only EDI training that discusses race - it will be
important to ensure that EDI training in general is expanded with sessions that focus on
particular protected characteristics but there should also be intersectional approaches and
generic EDI that include race as a key issue. Additionally, eLearning or suggested resources
on the various cultures that the GLA represents could help managers understand their staff a
little better before asking them to undertake more emotional labour to educate them.




