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BCG

Boston Consulting Group partners with leaders

in business and society to tackle their most
important challenges and capture their greatest
opportunities. BCG was the pioneer in business
strategy when it was founded in 1963. Today,

we work closely with clients to embrace a
transformational approach aimed at benefiting all
stakeholders—empowering organizations to grow,
build sustainable competitive advantage, and
drive positive societal impact.

Our diverse, global teams bring deep industry and
functional expertise and a range of perspectives
that question the status quo and spark change.
BCG delivers solutions through leading-edge
management consulting, technology and design,
and corporate and digital ventures. We work in a
uniquely collaborative model across the firm and
throughout all levels of the client organization,
fueled by the goal of helping our clients thrive and
enabling them to make the world a better place.

UN Women is the United Nations entity
dedicated to gender equality and the
empowerment of women. It works globally to
make the vision of the sustainable development
goals a reality for women and girls and stands
behind women’s equal participation in all aspects
of life.

UN Women Finland is UN Women'’s

National Committee that supports the global
organization’s mission through fundraising,
raising public awareness, and advocacy initiatives.
UN Women Finland promotes Women'’s
Empowerment Principles, a set of principles on
how to promote gender equality and women'’s
empowerment in the workplace, marketplace,
and community. Companies can show their
commitment to UN Women Finland’s cause by
joining as supporting members, for example.
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The Value of
Diversity 1n
Finland

diversity. While socially it is one of the most gen-

der-equal countries in the world, it is falling behind in
women’s share of corporate leadership. Moreover, it has
made little headway in promoting other kinds of diversity,
especially sexual orientation and nationality. By promoting
diversity, equity, and inclusion (DEI) in these new areas,
and at the same time advancing on gender, Finland can
achieve its full business potential. It’s time to run!

Finland is failing to embrace the business imperative of

Diversity 1s not just a moral imperative, but also a key lever
for improving business results. As Ahlstrom suggests (see
below), diverse groups can not only broaden the range of
ideas and projects, but also promote higher performance in
everyone. By linking a diverse workforce to business value,
companies can better translate their ambitions into tangi-
ble progress.

While it is important to look at diversity broadly, compa-
nies must first define, measure, and improve in dimensions
that are easily quantifiable. Only then can they tackle
broad but vague definitions.

BCG’s recent global report “Finding the Value in Diversity™

highlights the opportunity from a diverse workforce. Where
women hold at least 30% of the leadership positions,
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culture with dive
achieving this.

On this journey, understanding
portant. Fiskars Group already has a 00(
ance, so diversity comes from people"s bac
broadly. We have also put a lot of effort and attentic
into recruiting diverse talent for key leadership teams
and, most importantly, we’re building an inclusive culture
where everyone feels safe to speak out. The next steps for
us are to strengthen our understanding of how DEI creates
value throughout the organization and to take the perfor-

mance culture further through our leadership journeys.

Nathalie Ahlstrom, CEO, Fiskars Group




companies have a net profit margin 6 percentage points
higher than the average.? For all companies with above-av-
erage diversity in their leadership, earnings before interest
and taxes (EBIT) are nine points higher. Those companies
also achieve 19 percentage points higher revenues from
innovation.®

Hiring and promoting diverse employees is not enough; to
make sure everyone can perform to their full potential,
companies need to boost equity and inclusion. These may
be particularly urgent for LGBTQ+ employees. Another
global study by BCG suggested that LGBTQ+ employees
experiencing negative touchpoints are 40% less productive
and 13 times more likely to quit. For all employees, people
who feel valued and respected are 30% more likely to ac-
tively seek promotions.* Yet discrimination and marginal-
ization is a worldwide problem: a similar survey by Harvard
Business Review Analytics suggests that women are 20%
less likely than straight white men to win endorsement for
their ideas, and LGBTQ+ employees are 21% less likely.®

Many Finns agree with the diversity imperative. Our survey
of employees at nine leading companies in Finland from
different industry sectors suggested that 95% believed DEI
is crucial for future competitiveness, and 65% said their
organizations were missing out on talent, innovation, and
creativity due to insufficient DEI®. Moreover, half said their
organization was therefore missing out on opportunities in
employee engagement, customer understanding, produc-
tivity, and performance. (See the sidebar “Methodology.”)

Other stakeholders are also demanding greater DEI efforts.
Customers are beginning to choose their purchases based
on the seller’s social responsibility. Investors are including
a company’s overall contribution to society in their deci-
sions. In our Finnish survey, 20% of respondents said that a
company’s inadequate DEI was one reason they’d quit or
hold back from applying to work there.

Finally, by addressing diversity and equity issues and ensur-
ing all employees feel included, companies will strengthen
their culture—which benefits the organization as a whole.

Technological and geopolitical changes are adding to the
urgency of diversifying company perspectives. Both B2B

BCG Global Diversity Study, 2018

Harvard Business Review: How Diversity Can Drive Innovation
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| believe we are missing out on opportunities in...”
7. BCG: The Business Imperative of Diversity, 2019
8. News articles (Independent; The Sun; New York Post)
9. Company websites; Fortune
10. Company website

11.Harvard Business Review: How Diversity Can Drive Innovation

and B2C companies are dealing with a variety of transi-
tions, from digitalization to the shift to a service-dominated
society. Organizations with a range of voices throughout
the ranks are better able to innovate, take risks, solve
problems creatively, handle crises, and turn challenges into
opportunities.”

Additionally for B2C companies, a diverse workforce will
better understand the needs of their increasingly global
customer base. Without a broad perspective, even such
highly successful companies as Apple can make errors. The
company released a comprehensive health application in
2014 without menstruation tracking, and then in 2017, its
initial facial ID recognition software didn’t work for Asian
customers.®

By contrast, diversity can improve the customer experience
and broaden the customer base. When Lenovo developed
its augmented-reality (AR) headset, it ran extensive tests
with participants varying by gender, ethnicity, height, hair-
style, and use of glasses to achieve a broadly popular
design. In 2018, Nike launched a campaign around racial
equity resulting in a $6 billion increase in market value
and a 30% sales boost.?

B2B companies are likely to benefit especially from how
diversity encourages cross-disciplinary collaboration, which
is needed to address the increasing complexity of business.
Breakthrough solutions to client challenges often depend
on varied sources of information and connections across
professional disciplines. Volvo, for example, works system-
atically on DEI because its internal studies show that
diverse teams are more creative and efficient®. Since the
OP Financial Group encouraged diverse teams with agile
ways of working, employees have likewise reported huge
steps in their learning and decision effectiveness. Diverse
teams are also more critical toward the ideas they create,
and less likely to suffer from groupthink.

Diversity similarly yields greater knowledge of customers. A
survey by Harvard Business Review Analytics found that a
team with at least one member sharing a client’s ethnicity
is much more likely to understand that client. In sales
and other external-facing functions, this understanding
facilitates collaboration.

BCG: Finding the Value in Diversity: Diversity and Inclusion Isn’t Just a Fix, 2021
Peterson Institute: Is Gender Diversity Profitable? Evidence from a Global Survey, 2016

Harvard Business Review, BCG: How and Where Diversity Drives Financial Performance, 2018

Respondents answering “agree” or “strongly agree” when asked “Because of lack of diversity and inclusion in our organization,
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Methodology

To understand Finnish attitudes and practices on DEI, BCG
interviewed the leaders of ten major Finnish companies
and three large universities. We also surveyed 1,480 em-
ployees at nine of these companies, of which eight have
operations around the world.

In this report, “diversity” refers to a company broadening
its leadership or employees beyond the majority groups by
gender identity, nationality, and sexual orientation. “Nor-
mative” refers to survey respondents who belong in the
majority in these three dimensions, while “diverse” refers
to respondents in the minority on any of them. We also
consider at times a broader definition of diversity, by age,
education, religion, family status, physical and mental
ability, appearance, socioeconomic status, and the unique
strengths of individuals.

Most efforts to boost diversity focus on identifying and
recruiting talent. By inclusion, we mean enabling and
retaining this talent and advancing their career progress.
Equity involves creating fair access, opportunity, pay, and
benefits for diverse employees on par with the majority.




“Valuing talent from diverse backgrounds,
rewarding performance, and providing
equal opportunities for advancement are
key principles for us at Fortum. | believe
that we are more competitive and can bet-
ter meet the expectations of our customers
and society when there is diversity also in
our management. This is not a given in the
traditionally male-dominated energy sector,
and, in fact, our goal is to build a corporate
culture in which our employees from differ-
ent backgrounds can thrive, develop, and
perform their best.”

MarLus Rauramo, CEO, Fortum




How to Move

Ahead on
Diversity 1n
Companies

ety, especially on gender. The World Economic Forum’s

2021 Global Gender Gap report ranks the country
second overall in the world after Iceland. But Finland is a
distant 51st in managerial and senior official roles. This is
even worse than the report’s first edition in 2006, when
Finland was 46th. The strong overall rating can be attribut-
ed to political empowerment and gender diversity in public
sector positions, but when it comes to the private sector,
Finland is not keeping up with global progress.

Finland has a reputation as an equal opportunity soci-

Only a quarter of publicly listed company leaders in 2021
were women, and women held fewer than 15% of positions
with bottom-line responsibility (C-suite and business unit
heads). As these roles are typically stepping-stones for the
CEO position, men will likely also dominate the next wave
of CEOs.

Senior leadership also fails to reflect their customer base.
Of those higher positions in Finland’s largest 30 compa-
nies, not only do men hold 87%, but Finns hold 61%, even
though half of their customers are women and two-thirds
of their revenue comes from outside the country?.

1. BCG: Finding the Value in Diversity: Diversity and Inclusion Isn’t Just a Fix, 2021



Framework: Organizations need to have a strong foundation before
moving to more complex DEI interventions

Deploy toolkit of functional initiatives (addressing benefits,
career advancement, training, etc.) for middle
management to integrate DEI into their units,
supplemented with aligning incentives to advance DEI.

Step 2:
2 Expand DEI toolkit

Step 1:
1 Lay foundation

It’s true that Finnish women are becoming highly educat-
ed, even surpassing men in total degrees received. More
than half of the recipients of graduate degrees are women?.
Yet they are under-represented in the traditional lead-
er-generating study programs. 90% of CEOs at those 30
companies have a degree in technology, engineering, or
business. Women earn only 23% of the degrees in technol-
ogy or engineering and 22% in finance, which are the most
common business degree for CEOs. We need to increase
participation in those fields of study and also consider how
to broaden the range of backgrounds that our leaders
come from.

Beyond gender and nationality, companies are aiming to
extend DEI to sexual orientation, disability, age, ethnicity,
and socioeconomic status. So far progress has been limit-
ed. The diversity gap on sexual orientation between cus-
tomers and employees may actually be rising, as compa-
nies risk losing out on substantial talent who prefer to work
outside of hierarchies.

In BCG’s global research,® 30% of Finnish LGBTQ+ employ-
ees said they still do not feel comfortable with being open
at work, and 20% often have negative experiences there.
These numbers are the highest among the Nordics, and 10
percentage points above Denmark and Sweden. Also con-
cerning is that 60% of diverse employees on any of the
major dimensions said their company wasn’t doing enough
to advance DEI.#

Statistics Finland: Students and qualifications, 2021
BCG: Global diversity survey, 2020
BCG: Finnish DEI survey, 2021
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DEI gradually becomes part of performance
culture & employee value proposition where
people are respected as individuals with
emotional as well as functional needs.

Leaders articulate the value of diversity, equity, and inclusion (DEI) linked
to the company strategy. The company defines diversity broadly, collects
internal data, and sets targets, governance, and policies.

Continuous improvement

and dialog Benefit

r—0

Goes beyond
DEI to unlock
potential for all

Provides concrete
activities and
e benefits to
progress DEI

Able to track
progress and

e understand
where pain

points are

Many Finnish companies have plans for actions, but no
systematic approach for making progress. To help address
this challenge, we propose a three-step maturity staircase.
This will help companies determine their starting point
and understand the next steps needed for DEI (see frame-
work).

The first step is to lay the foundation with a broad defini-
tion of diversity. Top management needs to articulate the
value of DEI for the company’s strategy and implement
targets, governance, and policies. The second step goes
into day-to-day processes with a toolkit of initiatives for
middle managers to meet employees’ functional needs
such as work-life balance, career advancement, and con-
tent of work. Finally, step three is to embed DEI into the
company culture by also addressing the emotional needs
of individual employees. Emotional needs can include, for
example, feeling challenged or valued at work (you can
learn more about the functional and emotional needs of
employees from our recent report “Reinventing Gender
Diversity Programs for a Post-Pandemic World™>).

Finnish companies are at different stages of maturity now,
but none of them (and no organization globally) are fully
mature in terms of DEI. This is partly due to the evolving
nature of DEI, which means that the end of step three is
establishing continual improvement and dialogue (in- and
outside of the organization).

BCG: Reinventing Gender Diversity Programs for a Post-Pandemic World, 2022



Accelerating
Diversity

Laying the Foundation

The essential act is grounding the company’s commit-
ment to its strategy. All companies can appreciate
what we described in section one, how diversity promotes

innovation, creativity, and customer engagement and
encourages higher performance from everyone. But trans-
lating those benefits into a strategic imperative often
requires setting out a clear narrative to align everyone.

‘ et’s delve into this framework, starting with step one.

Many Finnish companies are still at step one. According to
our survey of Finnish companies, only half of respondents
say they understand their firm’s DEI strategy and objec-
tives.

Among the interviewed companies, KONE, for example,
has “being a great place to work” as one of their strategic
targets. In addition to promoting a diverse workforce with
an inclusive culture, the company has sought suppliers
with diverse workforces.

Aside from linking DEI with the strategy, companies should
define their purpose broadly enough so that it inspires a
diverse workforce and leadership. This is also key in recruit-
ing and retaining talent: in the Finnish survey, having a
purpose was the most frequently highlighted factor when
selecting a job.



Exhibit 1 - Inclusion affects retention

~90% of respondents planning to definitely stay think that the culture is
inclusive, compared to ~45% who are planning to definitely leave

% of respondents

Normative Diverse

Diverse

Feel culture

. . . 9
is not inclusive? |k

Feel culture
is inclusive?

Definitely leave

Source: BCG DEI survey 2021, n=1,480 for all Finnish responses.

Normative

Probably leave

Diverse ~ Normative Diverse ~ Normative

Probably stay Definitely stay

1Strongly disagree or disagree with statement “I think my organization has an inclusive culture”; 2Strongly agree or agree.

Inclusion is essential, as the Finnish survey suggests a
correlation between inclusion and retention. On average,
90% of respondents who definitely planned to stay deemed
their culture inclusive. Of those who definitely planned to
leave, only 45% found it inclusive (see exhibit 1).

Supercell’s strategy makes the connection explicit, telling
employees that the company won’t achieve the diversity
required for innovation unless it first embraces inclusion.

Besides linking diversity to strategic imperatives, the step-
one narrative should specify the business value to be
created. Nokia expects its DEI to become a key competitive
differentiator—so everyone knows the high stakes. The
business case summarizes the imperative: “We know that
a diverse team will help us best answer the future chal-
lenges faced by the very technology we are developing and
deploying.”

As companies continue to focus on gender and nationality,
most also need to begin working on the more subtle di-
mensions of broader diversity, such as sexual orientation,
education, and unigue strengths of individuals. Merely
collecting data on broader dimensions is difficult, but
without measurement, leaders won’t be accountable for
progress. Not considering diversity, or addressing it narrow-
ly, risks missing out on talent.

The Finnish survey suggests that three-quarters of norma-
tive respondents think that companies are doing enough to
advance DEI, while only 46% of diverse respondents think

so. Also, only 30% of diverse employees think that the
proper initiatives are in place to support them, and even
fewer (20%) have benefitted from DEI initiatives (see exhibit
2).

We recommend that companies work with a broad defini-
tion of DEI and collect input from employees on the di-
mensions that matter. OP Financial Group for example,
had long sought diversity by gender, but now it also in-
cludes sexual orientation and disability, as well as indus-
try-specific areas such as educational background, as key
areas of diversity to consider. (The financial industry has
been biased toward degrees in business or finance.)

Companies can empower employees through setting up
employee resource groups (ERGSs). For example, Fiskars
Group has recently started an ERG for women in business.
It plans to potentially add other ERGs based on employ-
ees’ interest.

Likewise at BCG, the Pride@BCG provides community and
career support for LGBTQ+ employees. The members can
choose if they want to be out to the whole organization,
only group members, or just follow internal communica-
tion confidentially. BCG’s research?® shows that the first
year is critical in whether LGBTQ+ employees choose to be
out at work. 70% of LGBTQ+ respondents said that they
came out during the first year and only 10% in the follow-
ing years, while 20% stayed closeted. This matters, since
employees who are fully out feel more empowered to ex-
press their opinions and enabled to perform at their best.

1. BCG: Why the First Year Matters for LGBTQ+ Employees (survey including respondents from a range of companies), 2021



Exhibit 2 - Diverse respondents see DEI actions as insufficient

~75% of normative respondents think enough is being done to advance DEI,
while only 45% of diverse respondents agree, and few benefited from initiatives

% of respondents agree?!

I Diverse? Normative
76%
0,
46% 50%
30%
20% 20%
Company doing Right initiatives in place Benefited from initiatives
enough to advance DEI to support diverse talent

Source: BCG DEI survey 2021, n=1,480 for all Finnish responses.

1Strongly agree or agree with questions; 2Diverse incl. women, LGBTQ+, & non-native respondents.

Exhibit 3 - Inclusion experience weaker for diverse respondents

70% of normative respondents think biases are mitigated in processes, while
only ~45% of diverse respondents agree

% of respondents agree? M Diverse? Normative

810/0 840/0
0,
70% 71% 72% 76%
59%

48%

Right mechanisms to ensure Day-to-day Feel safe making Performance evaluated
major decisions are free of bias experience free of bias mistakes and trying again based on results

Source: BCG DEI survey 2021, n=1,480 for all Finnish responses.
Note: Excluding N/A responses.

1Strongly agree or agree with questions; ?Diverse incl. women, LGBTQ+, & non-native respondents



Once companies have clarity on the dimensions that mat-
ter and where they are in terms of DEI, they can develop
specific initiatives and metrics. Without measurement and
accompanying accountability, companies can’t track the
effectiveness of their actions.

Most companies already have basic metrics in place to
track end goals, such as share of women or non-Finnish
employees in the organization. Others include the age
distribution in the various career steps. But they aren’t
systematically using their data to promote transparency,
draft effective initiatives, or incentivize management.

Without accountability, including concrete data on actual
trends, companies too easily slip into marginalizing the
non-majority groups. In our study, only 46% of diverse
employees felt that there were good mechanisms to en-
sure major decisions were bias-free, such as for promo-
tions. That’s a drastic difference from normative respon-
dents, 70% of whom said those mechanisms were in place
(see exhibit 3). Without robust mechanisms, it’s too easy
for people in authority to show bias in evaluating col-
leagues who are different from them.

2. See broad dimensions of diversity in methodology

14

We recommend that companies first ensure their HR
system captures data on basic metrics, such as age, nation-
ality, gender, sexual orientation (see the sidebar “Support-
ing the LGBTQ+ Workforce™), and education?. They can
gauge experiences on inclusion through open-ended ques-
tions in employee surveys. With this tracking in place to
support year-end goals, they can develop advanced metrics
around both diversity and inclusion. Advanced metrics
could cover parity in attrition, advancement rate, and
employee evaluations, analyzed separately by career step
and function. Supercell, for example, tracks gender rates
through their hiring funnel, trial period, and overall reten-
tion.

TIME TO RUN, FINLAND!



“l am absolutely convinced diverse
teams make better business
decisions. Also, our customers and
end users are diverse, so to really
understand them and their needs, we
need to be diverse.”

Henrik Ehrnrooth, CEO, Kone
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Supporting the LGBTQ+ workforce

Although companies often agree that they should recog-
nize a broader definition to diversity, they struggle with
supporting LGBTQ+ employees because they do not know
who belongs to this group. For legal reasons, they are
reluctant to track the sexual orientation and gender identi-
ty of employees. Yet many companies have run LGBTQ+
support groups successfully.

IBM has offered a self<identification option for employees
since 2006.* While excluding countries that have jurisdic-
tions towards LGBTQ+ or strict data-protection laws, the
program covers 40 countries and almost 90% of the work-
force. The system enables the company to offer LGBTQ+
employees additional support such as mentorship, net-
works, and specialized events and resources.

Another helpful practice is to promote standardized data
collection across the organization to enable easy compari-
son across units. That’s what happened at GAP, a global
retailer. To improve its decisions on managing people, it
standardized HR data across all its brands worldwide,
including regarding sexual orientation.? From there, it set
metrics on hiring, demographics, internal mobility, and
exits. It also invested in analytics training for the HR staff.
That led to more evidence-based decisions in HR, a pro-
cess that has worked so well that the department is now
working on forecasting.

At Neste in Finland, individual teams began using newly
accessible data to better manage their talent. One leader
pointed out, “Even though many teams are taking small
steps, we already see that the discussion is completely
different when it’s data-driven.”

1. IBM: Collecting LGBT+ Data for Diversity, Initiating Self-ID at IBM
2. re:Work

Back in 2018, Nokia defined the inclusive day-to-day behav-
lors it wanted to see exhibited more in the organization.
Since then, it has set targets for inclusiveness and mea-
sured progress against them in each business group and
function. The feedback given by the employees steers the
yearly DEI initiatives and agenda setting which have led to
a visible decrease in exclusionary behaviors and increase
in feelings of belonging. The company has also defined
diversity expectations for its management to drive prog-
ress. Also, transparency drives progress. Hence, Nokia
started in 2020 to publish externally and internally its key
diversity data. For continuous improvement it participates
yearly in global benchmarks, such as Bloomberg Gender
Equality Index as well as Workplace Pride and Human
Rights Campaign Foundation’s survey on LGBT+ inclusivity.

As the data comes in, it’s usually helpful to share findings
in internal communication. Some companies have set up
live dashboards for management to make it easy to follow
metrics and progress. UPM has included DEI metrics on
each business unit’s scorecard, providing transparency to
potential issues and keeping the topic top of mind for
leaders.

Besides making the case for relevant DEI and collecting
data, companies should confirm that the main DEI rules
are on the books, especially anti-discrimination policies,
clear evaluation criteria, playbooks for unbiased recruiting,
and neutral vocabulary in job postings. They will likely
need to review current HR policies to discourage uncon-
scious bias.




Direct Actions
to Promote DEI

The Functional Toolkit

broadening the diversity dimensions, and collecting

and sharing data—Ilay the foundation for speeding
up DEI. From there, companies can work directly to pro-
mote these goals. While DEI progress in society generally
will help enormously (see the sidebar “Support from the
Wider Society™), companies can still accomplish a great
deal on their own.

Q Il of these efforts—connecting with the strategy,

Most companies are already working on diversifying their
recruiting. Success here depends on finding and attracting
a broad base of talent. For gender diversity, the main re-
cruiting challenge is having men-skewed recruiting pools
across focus study areas such as technology, engineering,
and finance. Companies can actively collaborate with
universities to encourage more women in these fields. But
they can also tell students about career paths for people
studying other areas.

For nationality, the great challenge is to attract and keep
talented people in Finland. Non-Finns struggle with inte-
grating into Finnish society, language barriers, limited
schooling for expatriate children, finding employment
opportunities for their spouses, as well as a pay gap rela-
tive to most other Western countries. Although 13% of



Exhibit 4 - Diverse respondents see obstacles for DEI across career

journey

Most obstacles overall seen in recruitment, but diverse respondents see
~15pp. more obstacles in each DEI area of the organization than normative

% of respondents see obstacles*

57%

M Al

Normative [ Diverse?

Leadership commitment Recruitment

Source: BCG DEI survey 2021, n=1,480 for all Finnish responses.

Retention Advancement

1Agree with statement “There are obstacles to diversity and inclusion in my organization related to...”; 2Diverse incl. women, LGBTQ+,

& non-native respondents.

graduate degrees from Finnish universities are awarded to
international students, only a third of these students are
employed in Finland five years after graduation®. It’s not
enough for companies to recruit international talent; they
must also support their integration into Finnish society. For
example, companies, universities, and government could
work together to ensure partners of international recruits
are also supported to get a job or other position in society,
thus unlocking an additional talent pool.

Some companies are making progress. KONE has
launched focused recruiting initiatives, with goals shared
among HR and partners to build diverse pipelines and
certify DEI recruitment standards. Shell has developed an
attractive value proposition for women graduates, includ-
ing women’s leadership development programs for em-
ployees and managers.? Kimberly-Clark has reworked the
requirements for transferrable skills in job postings to
minimize a bias toward men?3. Tietoevry made its job post-
ings gender-neutral and saw the number of women appli-
cants increase by a third.* Google offers additional support
for job applicants with disabilities, including extended time,
a sign language interpreter, and CART captioning.

Inclusion—especially retaining and advancing diverse
employees at a pace equal to normative staff—may be the
greater challenge. In the Finnish survey, normative respon-

Statistics Finland 2020, National Agency for Education 2019
Company website

Company website
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dents focused on DEI challenges in recruiting. Diverse
respondents, by contrast, saw obstacles across the career
journey, with too little leadership commitment to retention
and advance (see exhibit 4).

Many companies seem to lack mid-management commit-
ment and know-how to push inclusion in day-to-day opera-
tions. Too many managers believe diversity is a matter of
recruitment only, or they end up unconsciously biased
toward people similar to themselves. Unconventional re-
cruits are likely to receive less onboarding training, senior
support, or mentoring and may not gain equal career-devel-
opment opportunities. Perhaps most important, many
managers don’t know how to lead diverse teams and take
advantage of diversity. In our Finnish survey, diverse respon-
dents experienced around 10 percentage points less day-to-
day support than did normative respondents (see exhibit 5).

This gap between diverse and normative employees arises
because of the lack of robust implementation plans and
tools. Many companies cite DEI as a corporate principle,
but without putting it actively on the management agenda.
They lack the knowledge to push the issues forward. So
they relegate it to HR departments, which then struggle to
get business unit leaders to embrace their initiatives.
These organizations lack concrete roadmaps to follow.



Exhibit 5 - Diverse respondents experience less day-to-day support

~10pp. lower agreement across advancement factors for

diverse than for normative respondents

% of respondents agree!

74% 74%
65% 67%

I piverse? Normative

80% 81%
74% 73%

Receive structured,
actionable feedback

Longer leave (>2 months)
wouldn’t negatively
impact career progression

Source: BCG DEI survey 2021, n=1,480 for all Finnish responses.

Equal opportunities with
peers to pursue a promotion

A new manager is supported
to find a management style
that works for them

Strongly agree or agree with questions; ?Diverse incl. women, LGBTQ+, & non-native respondents.

Here as well, they can draw on examples. Some companies
are making good progress, especially after the foundation
work of data collection. Nokia eliminated its unexplained
wage gaps after reviewing the pay of its 100,000 employees
around the world detecting a small, but statistically signifi-
cant pay gap. The gap was closed for everyone, however
about 90% of the beneficiaries were women. Other compa-
nies, such as UPM and Wartsila, have made similar efforts.

To close the gender gap in the career effects of extended
leaves, companies can draw inspiration from SAP and
Spotify. These firms have introduced long-term work-from-
anywhere policies and made flexible working part of the
company culture and standard practice.> Every position at
SAP Germany can be done full- or part-time, and every
manager position can be job-shared.

Other companies are getting creative. Roche is running a
pilot program where new-parent employees receive a bene-
fit (€10,000—€15,000) if both parents simultaneously re-
duce their schedule to 28-32 hours per week for at least
12 months. The goal is to encourage equal sharing of
childcare and keep both parents engaged in the workforce.

Employee training can help with operational support, for
both management and the broader organization. Fiskars
Group has rolled out trainings on unconscious bias and
DEI first for their HR colleagues, then for management,
and finally for all employees. Neste trains its managers on
“inclusive leadership and the culture of belonging” and
communicates this imperative across the organization.
Wartsila has held a series of “Diversity Talks” in a townhall

5. Company websites

setting around its campuses to drive conversation on how
individual actions and mindset can impact the company
and society.

The goal is to get everyone, including middle managers, to
promote inclusion in their day-to-day operations. That
means ensuring everyone is heard, making it safe to pro-
pose novel ideas, sharing credit for success, giving action-
able feedback, and respecting feedback from the team.
Fortum’s “open leadership” model embraces these practic-
es. Based on positive psychology, it emphasizes placing
trust on everyone to deliver their best, sharing opinions

candidly, and taking care of employees’ well-being.

In order to get the entire organization on board, leaders
need to keep DEI on the agenda beyond the year when
activities are launched. It’s not just a workshop, it is a
journey. Eventually, the target should be to embed DEI into
the company DNA, reflected in its values and processes
throughout. Sanoma has long encouraged listening to
employees’ input and building trusted relationships with
managers, yielding an inclusive environment without yet
resorting to structured initiatives. The DEI journey has now
been started with a clear focus on first increasing aware-
ness and understanding and moving toward needed chang-
es in behavior and practices. The journey should get easier
over time as more layers of the organization become di-
verse, changing the overall mindset and making it easier to
relate to varied employee needs.



Embedding
Into Culture

Addressing Employees’
Emotional Needs

diverse groups as having a similar set of experiences

and needs. This helps ensure that the organization
delivers on the needed building blocks while meeting
employees’ functional needs with benefits, work-life bal-
ance, and career support. But serving only these functional
needs does not ensure retention and engagement in the
long run.

E arly in a company’s DEI journey, it is practical to treat

While harder to articulate, emotional needs correlate
better with happiness at work*. What is more, these needs
can vary greatly from one person to another, so companies
need a tailored approach here.

The BCG article “Reinventing Gender Diversity Programs
for a Post-Pandemic World” explains how companies can
go beyond and address employees’ emotional needs. For
example, BCG researchers grouped US women employees
into 11 segments based on key needs such as importance
and content of work, fair treatment, feeling appreciated,
and being challenged. The results transcended simple
demographics. The “Salaried and Stable” and “Senior
Empty Nesters” both were older with kids, but their atti-

1. BCG: Reinventing Gender Diversity Programs for a Post-Pandemic World, 2022



tudes toward work differed enormously. The former were
interested in stability and benefits, whereas the latter
wanted to be challenged and feel engaged.

Even the functional initiatives rely on understanding these
emotional needs. A flexible work program where you work
only 80% of the week is good on paper, but it falls apart if
the participant does not feel like a valued member of the
company—if, for example, the organization doesn’t cham-
pion the program and participants have to constantly
remind their managers about the shorter work week or are
excluded from events or meetings.

BOSTON CONSULTING GROUP X UN WOMEN FINLAND

From such needs-based segmentation, companies can
create directed employee value propositions that improve
employees’ happiness and motivation—as well as inclu-
sion. This focus on emotional needs does expand beyond
conventional DEI, but it benefits the entire workforce and
creates a more attractive and better performing organiza-
tion.
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Support from the Wider Society

Companies have a great deal to do on their own, but they el
also rely on support from the wider society, both in provid- @
ing trained talent and in encouraging DEI norms generally.

Government policymakers in particular can help, including e

by supporting the integration of international talent in

Finland.

They can also facilitate a shift in traditional gender roles, ‘
as Finnish women typically use 98% of postnatal leave _‘
days. Overall, 92% of those caring for a child are women. i
This imbalance feeds implicit gender bias, as mothers who

took family leave for up to two years earned 8 to 11% less

upon returning, while men were unaffected.?

Finland already has a solid infrastructure, such as its day-
care and education system, to support DEI. But the society
can do more here by promoting DEI through education.
Schools could include DEI in curricula, adjust career plan-
ning to overcome traditional biases and narrow choices,
promote diverse role models, and better support foreign
students.

1. Kela, 2020



“We need a psychologically safe workplace
where people can be themselves. Companies
that are good at diversity and inclusion and
have a capability to turn them into learning and
improved collaboration actually achieve better
financial results. But it’s not only that, for Nokia
it’s also simply the right thing to do.”

Pekka Lundmark, President and CEO, Nokia




The Way Forward

adopted. Here we have laid out a three-part process.

The foundational step is to embrace diversity as a
business goal, supported with equity and inclusion and
made concrete with targets, governance, and policies. The
next step is to launch initiatives not just to broaden recruit-
ing, but also to give the broad organization the tools and
know-how to push inclusion into the business units. The
third step is a long-term effort of promoting inclusion in
the day-to-day work, interactions, and culture of the organi-
zation.

D Elis a process, not a simple target or program to be

In order to accelerate DEI in Finland, ten companies, three
universities, and two ministries have joined the Diversity
Roundtable facilitated by BCG and UN Women Finland.
We would very much like to thank the roundtable mem-
bers for active discussion and development around DEI
and this report. Roundtable members: Fiskars Group,
Fortum, Kone, Neste, Nokia, OP Financial Group, Sanoma,
Supercell, UPM, Wartsila, Aalto University, Hanken School
of Economics, University of Helsinki, Ministry of Economic
Affairs and Employment, and Ministry of Education and
Culture.
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