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INTRODUCTION
2007 Diversity study trip’s general objectives

The first study trip organized in November 2006 in the United States, in the cities of New York and Washington DC, had a tremendous success and garnered a lot of interest from major French companies. In November 2006, the French Delegation highly benefited from learning exchanges with companies such as Citigroup, Deloitte, Sodexho, Merck, the New York Times, Fannie Mae, Lafarge, Xerox, Corning, and l’Oréal.

The purpose of the second study trip was to provide French participants with exposure to the many ways in which diversity initiatives are led and supported throughout American companies.

· Understanding of the wide range of the American diversity experiments in the workplace (supplier diversity policies; mentoring and tutoring programs, affirmative action; diversity scorecards; diversity trainings, etc…). Analysis of the different approaches to the diversity question in different economic sectors (industry, services, media, communication, banking, cosmetics, etc…)
· Analysis of diversity practices with regards to the access to employment; the internal promotion; the relationship with clients and suppliers.

· Analysis of the integration in the workplace of minorities and women. 

The following questions served to guide the trip’s thematic issues:

· How is diversity perceived and valued in American companies?  

 How do US companies manage and promote diversity? What are their results? What are the challenges faced?

 What is the proportion of minorities and women at decision-making level positions in US companies?

 How do US companies work with their suppliers to define and implement diversity initiatives?

About the French American Foundation - France
The French-American Foundation was established both in New York and in Paris in 1976 with the aim of strengthening the bilateral relationship across the full range of French-American relations and of fostering a mutual understanding of each country policies.  The Foundation works to build and deepen ties between citizens, civil institutions, companies in France and the United States.
To reach out to both countries and stimulate questioning, FAF-France has developed a wide variety of programs. These programs, in constant evolution, address social, educational, cultural, business and political issues and are designed to identify and share innovative practices from both societies. 

There are several long-standing programs which have made the reputation of the French-American Foundation on both sides of the Atlantic.  Among these programs is the Young Leaders program: it was created in 1981 to strengthen the close, yet often delicate, relationship between France and the US through the development of a lasting network of French and American leaders in government, business, politics, and the media. The Young Leaders network has about 300 members and includes such prestigious names as Christine Ockrent, Michel Barnier, Alain Juppé, François Hollande,  Hillary Clinton, Philippe Wahl, Michael Oreskes, John Thain, etc…

Our organization is supported by companies as well as individuals. The French American Foundation-France sponsors conferences, publications and study trips. 

About IMS Entreprendre pour la Cité

IMS-Entreprendre pour la Cité is a dynamic network that promotes corporate responsibility towards society as a whole. 

IMS’s mission is to support and promote societal business practices, by encouraging and helping companies implement societal practices which create value for the communities in which they operate. Therefore they contribute to better social equity, as part of Corporate Social Responsibility (CSR) policies. 

IMS has a two-fold objective:

· Develop dialogue and partnership between companies and their stakeholders on current issues affecting society as a whole

· Help companies define and implement their societal policies

IMS-Entreprendre pour la Cité has 4 areas of expertise : 

· Corporate Citizenship ;

· Local Economic and Social Development in Disadvantaged urban Areas ; 

· Societal Innovation ;

· Diversity and Inclusiveness in the Workplace :

Having acknowledged the fact that a diversity policy in the workplace is as beneficial for businesses as it is for the society, this second area of expertise sets up programmes and tools that will enable companies to manage diversity and prevent discrimination. The team helps companies open up to new initiatives addressing diversity of origins, equal opportunities for men and women, balanced age representation among the workforce, work-life balance, integration of disabled people…

Several tools are offered to companies:

· Diversity audit

· Interactive training units

· Tools to raise awareness on diversity issues and practices

· Specialised communication tools…
Part I.  Surprising observations and cross-cultural comparisons  
1. Thoughts on affirmative action and quotas
· The majority of companies are not required to meet quotas on diversity (the quotas are only for companies contracting with public services).
· Businesses have fewer requirements to reach quantified objectives.
· Diversity policies are targeted toward women and 5 minorities: Hispanics, Black Americans, Native Americans, Asians, and West Indians.

2. Approaches to diversity and issues addressed

· Affirmative action policies have slowly been abandoned for policies of diversity and inclusion, which are directly related to issues of corporate responsibility.  In France, companies have focused more on the global RSE approach, with its environmental, social, and societal aspects, and especially on the social aspect in addressing the question of diversity in the workplace.
· In the US, diversity has been addressed above all in terms of visible minorities, while in France women and the disabled have been targeted.

· The majority of American companies conform to accessibility laws, but we also detect a certain denial on the part of these companies to consider disabilities as a subject of diversity.  As proof, the head of a company, hesitating to nominate/promote a blind manager, asked for legal advice to get around the problem.
· Similarly, the question of age is not addressed with issues of diversity, contrary to in France where access to and protection of employment for seniors is a crucial debate.  Age is not discussed in the U.S., and it is even forbidden to mention one’s age or birth date on one’s resume.  
· The question of managing transexuality in a company, already cited during our last trip, was especially present this year.  For example, questions of restroom accessibility were raised with concern for those in the process of changing their sex.  This issue is far from being addressed in France, where the question of homosexuality is still taboo.  It would be pertinent to begin thinking about this question, which will likely become more important in coming years.
3. Strategies to promote diversity

· Judicial power:  It is very easy for American citizens to use the judiciary system to accuse a company of discrimination, and to be compensated accordingly.  In France, recourse to the Halde (the high authority for the fight against discrimination and for equality) is not as important and hasn’t resulted in exemplary financial compensations.

· The power of “naming and shaming”:  This is very strong in the United States, since companies consider their image and shame, as well as the criticism of their peers and clients to be very important.  The question of image, as an employer and as a responsible actor in civil society, is therefore very important.

· The culture of awards:  This is also very strong in the US, where companies strive to collect rewards, trophies, and other prizes.  This creates competition among companies invested in diversity.  In France, companies are looking more and more to obtain labels, such as the “Equality” label, which gives them external credibility and generates feelings of pride in belonging to the company on behalf of its employees.  
Part II. Good American practices discussed in detail during this trip
1. Professional equality between men and women and the work-life balance

a. Professional equality between men and women:

The issue of professional equality between men and women is an essential concern of diversity practices in American companies. It is one of the subjects that creates consensus and that calls for the most action and results, since it is considered a real asset to company performance. To address this problem, we have chosen to meet once again with Deloitte, who appeared very invested in this issue during our previous trip. We will put their actions in perspective with those of Catalyst, an association recognized for working towards the promotion of women in the workplace.
The Catalyst analysis
Catalyst published a report in 2007 entitled “The Bottom Line: Corporate Performance and Women’s Representation on Boards,” which underscores the relationship between an increased representation of women on executive boards and positive financial results.  According to its conclusions, companies with the greatest proportion of women on their executive boards have:

· Better returns on their stocks
· Better returns on their sales

· Better returns on their invested capital

· Better results in terms of financial performance

Nevertheless, there is still room for progress: in 2006, women represented only 14.6% of executive board members in the United States, of which 3% were women of color. France comes in last among European countries with only 7% of female managers, compared to 32.5% in Germany, 35.1% in the UK, and 42.3% in the US.

This situation can be explained in part by the persistence of stereotypes associated with women in positions of responsibility, stereotypes which are furthermore shared and conformed to by women themselves. Women find themselves in a dilemma because, evaluated according to a “masculine” standard of management, they are viewed as too soft (if they maintain their feminine behaviour) or too hard (if they imitate masculine behaviour) to be given a high level of responsibility. Catalyst promotes education and an awareness campaign about these stereotypes, as well as a new perspective on organizational models of businesses.

The policies of gender equality at Deloitte US
Deloitte US has understood the positive impact of policies promoting professional equality between men and women on the economic performance of companies and for employees as a whole. The program WIN (Women’s Initiative) was introduced in 1993 to respond to high turnover and problems with the advancement of women in the workplace. Four reasons have been identified: the prevalence of masculine culture, the unequal appreciation of male and female capabilities in the workplace, more limited career opportunities for women, and issues related to the work-life balance. The WIN prescribed six recommendations for establishing the equality of opportunities between men and women in the workplace.

What are the success factors of this initiative?

· The top managers, partners, and human resources professionals are made responsible for the implementation of WIN, and a part of their bonus depends on these results.

· The program is endowed with significant financial and human resources.

· Indicators measuring progress over time have been put in place and results appear in the annual index evaluating diversity: the turnover gap between men and women, percentage of female partners, percentage of women in the channels of recruitment, percentage of women admitted as partners, number of women in positions of high responsibility, internal satisfaction inquiry…
· The development of a new business culture: Deloitte offers possibilities of flexible work, working schedules, and locations, as well as training sessions for male consultants, seeking to teach them how to sell their products and services to ever-growing numbers of clients with increasing demands. These trainings are directed by women with experience in the area.

Which actions have been taken?

· Programs of professional development: Deloitte U.S., in partnership with associations invested in the promotion of women in the workplace, including Catalyst and the WMBA, proposes special support, coaching, and both internal and external networking training to young female employees of great potential.  The program “Forward Track” helps women to develop their abilities in a male cultural context. The website “Wimac” is an interactive platform especially dedicated to young women. The initiative “Leading Edge” proposes specialized support to women of great potential to advance in the workplace. The program “Successful Planning,” through the Win Advisory Council, helps women likely to be promoted to access and perform in positions of responsibility. Deloitte U.S. also offers individual mentors in each office. The majority of these programs are in the process of being extended to men as well.
· Deloitte U.S. hosts several local and regional networks of women, open to men and women who wish to participate. These communities are very active and visible: they contribute to a blog and a channel dedicated to WIN, participate in conferences and events, and represent Deloitte U.S. and its initiatives on the international level.
· The training programs are carried out in partnership with an external organism, open to men and women, and are adapted to the cultural specificities of each country and entity.

· The support of 25 leaders has just completed this initiative, which has been extended to each service, office, and region, to human resources, and even to the national level.  These leaders are volunteers who use both their personal and professional time. 
What are the results?

At Deloitte U.S., 27% of women are partners (which is the highest percentage among large American companies), the turnover gap between men and women has decreased to 0%, 134 women have been selected as partners in 2007 (versus 3 women in 1992), and 20% of all partners are women (an increase of 16% since 1992).
Policies of gender equality at General Electrics

At General Electrics, policies of professional equality between men and women have been intensified to respond to the high turn-over rate of women in the company. 
The company has developed the program “Multicultural Women Sponsorship”, offering personalized support to women with great potential. In 2007, of 42 high potential young professionals selected, 67% have been promoted, and the rate of female turn-over has dropped from 18% to 0.05%. In addition, having concluded that women had over all more problems asserting themselves and making themselves appear credible in a position of responsibility, the company has adapted its management trainings to the needs of female employees. The training session “Leadership Practices Course,” aimed at women occupying positions of responsibility, goes back to the fundamentals of ordinary training aimed at all managers of the company, but includes practical exercises of self-assertion as a woman leader. In 2007, over 500 employees have benefited from this project, which was carried out over 8 sessions, five of which took place in the United States, two in Europe, and 1 in Singapore.
b. The work-life balance
The question of work-life balance is generally addressed along with the question of professional equality between men and women, because it is generally women who are the most affected by difficulties in reconciling their personal and professional lives. However, this correlation should not be generalized, as there are many cases of young fathers and young employees who wish to benefit from work-life balance initiatives.  

At Deloitte U.S., work-life balance programs are an integral part of their WIN initiative in support of women in business. Because of the nature of consulting work, which requires employees to travel to clients, the company is not capable of addressing the personal needs of its employees at the worksite.  However, it does have the possibility of providing childcare in urgent situations. The strongest point of its work-life balance policy is the program, “Personal Pursuit,” an opportunity given to each employee, independent of age or gender, to benefit from a five-year leave of absence to pursue personal goals, with the security of recovering his or her position, or an equivalent one, upon return. The employee maintains contact with the company during this leave through permanent training in the form of e-learning, allowing him or her to keep up to date with the evolution of the occupation and his or her position.

General Electrics belongs to a group of innovative businesses in the consideration of the work-life balance. Thanks to the “Flexible Work Arrangement” program, more than 900 employees from all of the subsidiaries of the company can benefit from special scheduling and location arrangements: telecommuting, flexible hours, a compressed work week, sharing of workload or workplace, part-time… the possibilities are numerous and adapted on a case by case basis. Today these demands are increasing, along with the opportunities for arrangements to be extended to its subsidiaries all over the world.  
If the question of work-life balance is about to become essential in France, in the United States it is already used to attract a new generation of male and female candidates more sensitive to a good balance in their time. 
2. Diversity education

Diversity training has proven to be a suitable instrument for sensitizing the company as a whole (top managers, managers, human resources, employees) to questions of diversity.  
L’Oreal U.S. considers its diversity training efforts an essential element of its diversity policy. Introduced in 2004 by the Paris headquarters, the training takes place in all of the company’s brands, at the global level, and is mandatory for all managers. In 2007, the training occurred in 3 phases: the Vision de la diversité, the Découverte de la diversité, and the element “Diversité et Inclusion,” applied in three of the group’s sectors (sales, R&D, Skinceuticals). The projections for 2008 anticipate extending the training to other branches and brands of the group, adapting the content and format of the session to each brand. The evaluations of participants at the end of each session indicate an extremely high level of satisfaction and a desire to perfect their skills with regard to diversity in the workplace. All in all, the participants believed themselves to be able to define diversity in companies, to detect potentially discriminatory situations, and to fix them.
At CitiGroup, all of the senior managers, the executive board members and the salesmen are required to go through diversity training, either by e-learning or attending a more traditional collective session. The training is a “must-have” for employees, since it is an essential element for obtaining and keeping any manager position.
CBS Corp. offers to students in the media sector a qualifying training in the form of a full-time internship for the duration of a year. The students are selected from colleges, recruitment forums, and organizations specialized in the promotion and incorporation of visible minorities into the journalistic profession. According to the demands and availability of each, an intern can be assigned to a given department, work in all departments one after another, or be assigned to a specific project. Each intern is also given a supervisor, who directs and coordinates his or her work, giving him advice and information and following his progress over time. 

One sees that education has progressed further in American companies, because training is recognized as essential to professional credibility. In certain companies, diversity training for recruiters is part of a quality certification by an independent organism, and is required for all positions with recruitment responsibilities.  In France, the number of companies recognizing the necessity to train their recruiters in diversity is growing.   
3. Recruitment and partnerships with colleges and universities

University and college partnerships are an essential strategic element of every company that wants to research and integrate diversity before recruitment.  These relations allow a company to attract educated and diverse young people soon to be on the job market and to build partnerships over the long term with innovative associations and educational structures.  

At L’Oreal U.S., 80% of internships and 90% of employment offers go through campus recruiting events (“A Taste of L’Oreal”) and through other participative events such as “Business Games” or the “Ingenius Games,” virtual games in which students form a team, put themselves in the place of a CEO or a brand director, and must manage a portfolio or create a new product.  These events create opportunities to meet with students of every background, independently of their origin, age or gender, and to select them on the basis of their skills and competences only.  The L’Oreal U.S. recruitment team has also built institutional partnerships, the majority of which are free, with businesses focused on the promotion and integration of a certain category of students: black students, Asians, Hispanics, gays and lesbians… We can cite as examples the MBA Association, the National Black MBA, NHS MBA, MLT, MBA Focus, LGBT Students… L’Oreal U.S. offers students assistance over the long term, and trains them to “network,” respond to an offer, behave within a private structure, and to stand out during employment interviews… L’Oreal US recognizes that it is in “Fishing in Different Ponds”, that is to say in looking for future candidates in universities and areas in which one does not usually venture, and in going ahead of young people who censor themselves and might not apply otherwise, that the business succeeds in finding, attracting, and integrating different and complementary profiles into its teams.  

The French context is very similar with respect to school and university partnerships.  Many French companies have a team dedicated to recruitment and trained to recruit on campuses.  If companies cannot target their candidates on ethno-racial criteria, they can however target businesses well established in so-called deprived areas.  They can also partner with schools, such as Sciences Po, l’Essec or HEC, that offer a curriculum integrating diversity, or that create recruitment bridges for students from these difficult areas.  The goal is to sustain these relations by putting in place partnerships that last, and in organizing employment events and forums that ensure a diverse pool of applicants.  

4. Mentoring/Tutoring

Mentoring is a form of tutoring on a voluntary basis. The goal is to assign a “mentee,” who has recently arrived to the company, to a mentor who will guide him/her during his/her integration and advancement within the company. This system is put in place within the perspective of diversity, aiming to support new employees coming from groups potentially discriminated against (women, visible minorities, the disabled), and therefore contributes to the equality of opportunity in a company, compensating for individual inequalities that can become fixed from the beginning and assuring that the detection of potentials is accessible to all. Mentoring makes it possible to value the particular skills of each person and to detect strengths more easily, allowing the company to identify professionals that have the potential to play a leading role in the company later on. More generally, mentoring does not have a limited duration and can take place in a formal or informal manner. 
CBS Corp. launched its mentoring pilot program in October 2007. The initiative is expected to last 6 months, during which 10 top managers are assigned 10 managers and directors of the television branch of the company. The meetings occur on a monthly basis, including a one-on-one meeting in which the mentor and mentee discuss the goals and achievements of the mentee, as well as future opportunities, and a breakfast debate during which participants present their occupations, their advancement within the company, and challenges they have met. 
During the process, responsibilities are shared between the mentor and the mentee. Far from being passive, the mentee is in charge of defining the agenda of each meeting and animating the discussion, and also defines his own goals and objectives. The mentor on the other hand provides a role of listener, counsel, and resource person close to the mentee. It is a win-win situation, insofar as the mentee benefits from advice and a personalized career plan as well as detailed knowledge of the company, while the mentor learns to develop his coaching abilities and share his knowledge with others.
This relationship is directed by a coordinator that assists the mentor and mentee in their various meetings, who acts as a resource person and follows the progress of the program and its participants. 
The principle of mentoring or tutoring could be easily applied in France, and many companies have already tested and introduced it. The first stage consists of determining the segments of the population that would be potentially discriminated against in their integration (women, the disabled, visible minorities, seniors) or in their access to positions of responsibility (women and visible minorities recognized as having great potential, women returning from maternity leave…). The constitution of these sectors of the population can be managed by following rates of promotion, evaluation, and access to training of these groups in the company.
The second stage consists of determining possible volunteers, ideally among the high levels of responsibility, who would be willing to share some of their time and experience with new employees.  The choice of assigning mentors and mentees depends on the context of each company: the connection could be made on the basis of presumed affinities between two people (a female mentor for a new female employee, for example), or according to a more random method. 
Types of mentoring vary according to the company: one-on-one support or a mentor for several mentees, mentoring face-to-face or from a distance, on a particular and timely subject according to the needs of the mentee or in the form of support for the internal advancement of the mentee.  Mentors and mentees will discuss personal goals and individual career plans, time and client management, explicit and implicit business codes, and opportunities of advancement within the company.  Lastly, it is interesting to note that a new trend is emerging, consisting of sharing resources between companies and assigning a mentor of one company to a mentee from a different company.
5. Religious practice and work environment
American companies have become more and more confronted with the need to adapt to the diverse beliefs and religious practices of their employees.  This question directly results from the widespread diversity that characterizes their workforce.  The numbers of immigrants of Muslim, Hindu, or Buddhist faith, among others, increase regularly, and the workforce is nowadays much more diverse than before in terms of religion.  In a more and more competitive labor market, businesses can attract more qualified employees, and establish a wider client base if they respect religious differences.
Because of the law in effect in the United States, employers must take measures that will allow these people to respect the rituals of their religion, unless this “adaptation” involves arrangements too costly for the company.  
Many aspects of religious practices require an adaptation: we can cite the wearing of certain clothes associated with a particular religion (Islamic headscarf, the Jewish kippa, or the Sikh turban, for example), the wearing of distinctive signs, allowing employees to take time off to respect religious traditions, or the installation of places of prayer or meditation to facilitate religious practice at work (5 prayers a day for Muslims, for example).
Managing religious practice is complicated since the employer must be assured that it will not have an impact on the company’s productivity, and that it won’t create conflicts between employees of different confessions.  Certain companies allow for the creation of employee associations with religious affinities, as is the case at Fannie Mae, while others do not, like Deloitte. 
The French delegation’s meeting with Littler aimed at  understanding the complexity and limits of the expression of religious faith at the workplace.  Littler is a law firm that informs companies of and assists them with the legal procedures that define and regulate their policies promoting diversity and combatting discrimination.  Littler has led many studies on the question of religious practice within American companies.  
On this discussion, we have understood that employers must be very careful to balance the respect of religious freedom at the workplace, the equality of treatment of all employees, and maintaining productivity.  American law allows directors of companies to freely express their religious beliefs; it is permitted in the United States for a CEO to begin a meeting with a prayer, for example, but he must not impose this ritual on employees that don’t share his beliefs.  The directors must therefore strictly respect the principle of non-discrimination.  They can be prosecuted if it is proved that employees that express the same religious opinions receive favourable treatment for an internal promotion, for example, at the expense of employees that do not share the same beliefs. 
Littler is evermore called upon by companies overrun with employee demands for special arrangements on religious criteria.  One strategy consists of rejecting any request for an adaptation of working conditions or schedule to all confessions, and not allowing employee networks based on religion in order to maintain control over productivity and the working dynamic within the company.  However, another strategy which allows for job adaptations and communicates this fact could attract and develop a loyal workforce.  The choice of accounting for the religious factor is therefore left up to each company.   

6. Affinity groups

“Affinity groups” can be defined in French as “networks of employees.”  These groups have several objectives: to promote mutual understanding among employees of different cultures and races, act as an intermediary between demands of employees and top management, and contribute to the success of economic objectives of the company.
The communities represented by these groups within American companies are numerous: blacks, women, Hispanics, Asians, gays, lesbians, and transsexuals, the disabled, working parents…

It must be noted that the existence of these “affinity groups” is associated with particular cultural context.  The United States defines itself as a multicultural nation.  This is true for the American society today, where each citizen defines himself both in terms of his American identity and his adherence to a well determined community.  The differences are perceived as rich by companies, and are regularly celebrated, recognized, and valued.
At Citigroup, for example, measuring progress on the subject of diversity also occurs through the support and enhancement of affinity groups.  The company authorized the launching of these groups in 2002 in the United States, which number forty-two, for a total membership of more than 14,000 employees.  Nine members of the Management Board of the company are sponsors of these networks, and each year the company designates “Champions” of these networks.  
However affinity groups, which exist widely among American companies, must be very well defined.  Certain companies have begun to take note of the limits of affinity groups, that present the risk of communautarism and non tolerance.
7. Supplier diversity
Supplier diversity in the United States is defined by regulations and certifications allowing one to consider a certain supplier as diversified.  Agencies are specifically mandated to give to those suppliers with a minimum of 51% of their capital held by women or visible minorities a label of “Women Owned Business” or “Minority Owned Business.”  In effect, American businesses wishing to extend their diversity policy to their suppliers are able to sign contracts with suppliers labelled as diversified.

This is the case of the National Minority Supplier Development Council, an agency created 35 years ago in Chicago after Civil Rights Movement riots, which has become a national organization whose goal is to assist in the integration of minorities into the business world.  In addition to the certification of diversified suppliers (the majority of whose capital is held by women or visible minorities), the NMSDC offers a week-long training on the business of sustainable development to its  members, provides intellectual and technical assistance to suppliers, and connects these big businesses with the diversified suppliers.
At L’Oreal U.S., working with diversified suppliers follows the same process and uses the same criteria of selection as for other suppliers.  If two suppliers are judged equally and have equivalent capabilities, the diversified supplier will be chosen.  The company’s strategy involves highlighting its diversified suppliers: every 3 months a supplier is chosen and exemplified on intranet and internet sites.
In their policies of supplier diversity, J.P. Morgan Chase and the New York Life Insurance Company have put together an index allowing each of their client companies to evaluate themselves on their performance and their integration of diversity.  The companies thus evaluate themselves on questions such as their level of inclusion of diversified suppliers, the part of their budget and the number of their contracts dedicated to diversified suppliers… This evaluation is reviewed every 3 months and includes a benchmark of competitors.  J.P. Morgan Chase also introduced an initiative to promote entrepreneurship by offering financial and human resources to disadvantaged youth hoping to create their own businesses.
During the second Maribelle trip, we also met with a young Columbian woman who created her own business supplying luxury chocolate in New York, and now supplies big brands and distribution chains such Bergdorf Goodman, Neiman Marcus, and the Fine Gourmet store as well as stores in Soho and on Madison Avenue.  The Maribelle team is composed of 15 people, representing French, Brazilian, Ukrainian, American, Chinese, Japanese, and Mexican nationalities.  For Maribelle, it’s clear that being both a woman and a minority played an important role in the development of her business.  In fact, many clients engaged in business in the context of seeking out contracts specifically intended for female or minority suppliers.
In France, the recent appearance of the issue as well as the impossibility of legally counting the number of visible minorities using ethnic or racial criteria makes it currently impossible to label and certify suppliers.  It seems, however, easier to detect female suppliers.  Therefore, what possibilities exist for pioneers of French businesses on this question?  Two directions present themselves: diversifying in increasing the number and the pool of suppliers, and favoring diversity within the suppliers.

-In order to diversify its pool of suppliers, French companies can focus on structures that promote the integration of handicapped workers.  To get around the impossibility of counting visible minorities, they can sign contracts with subsidiaries and businesses in disadvantaged areas, participate in partnerships with associations assisting the integration of minorities, or promote entrepreneurship among youth from difficult areas.  They can also create networks of businesses, unite themselves with businesses concerned with the same issue, and participate in related work groups in order to share good practices and to propose areas for reflection.

- In order to favor diversity among their suppliers, French businesses can ask their chain of suppliers to sign a commitment agreement guaranteeing a favorable reception of diversity or compete for the “Equality” label, and to reaffirm their commitment along with suppliers having affirmed their commitment at least a year previously, or having obtained a label.  Companies also have the possibility of privileging those suppliers that have already introduced actions in favor of diversity.
8. Measuring Diversity

In the U.S. as in France, we measure what is required or allowed by law.  American companies have census information on women and protected minorities (those of Hispanic culture, Africans, Black Americans, Native Americans, Asians, and West Indians), but don’t have data on age or disabilities.   
At Citi Group, managers of teams of at least ten people are held responsible for providing results of the team’s advances with respect to diversity.  Each manager decides on individual objectives, and is evaluated on his or her action in terms of means and not results, according to the four strategic axes of the company: to increase the representation of women and visible minorities among senior management, to develop the potential and limit the turnover rate of women and visible minorities of great potential, to recruit in a diverse manner at every level of responsibility, and to promote integration through symbolic actions.
The objectives can be quantitative (expressed in percentages and in absolute figures) and qualitative (mainly measured through an annual employee satisfaction survey).  The results are presented to senior managers, to HR personnel and to the CEO every 3 months, in the form of an index that measures and evaluates financial performance.  Once a year, the results are consolidated in the form of a report presented to the CEO and to the executive board.  The report measures progress achieved in each of the 4 strategic axes previously defined, making clear by color coding if the fixed objectives were achieved, have made progress towards achievement, or present major and minor difficulties.
In France, the law allows for gender, age, and disabilities to be taken into consideration in collecting data.  If the law restricts statistics on ethnic origin, it tolerates certain exceptions.  The company can count using a questionnaire filled out voluntarily by employees (on their feeling of belonging to an ethnicity, on their origins and those of their parents, or on their place of birth) if the data remains anonymous, the counting is done by a firm outside of the company, and the files are destroyed afterwards.  Companies can also conduct a census based on the first or last name of their employees to detect ethnic origins, to the extent that this data remains confidential, internal to the company, and destroyed afterwards.  It must not be based on the ethnic origin but on the place of residence of employees (disadvantaged areas), taking towns as criteria.  This option runs the risk of confusing different ethnic origins with inhabitants of disadvantaged areas.
In the US, measuring allows companies to assess the current situation, evaluate progress accomplished, and to report on the accomplishment of fixed objectives.  The example of diversity scorecards used by the majority of American companies can be adapted in France.

The usage of quantitative and qualitative indicators can similarly be adapted to the French context.  Here are a few examples:

- Qualitative indicators: these indicators allow one to evolve mentalities in the workplace on the theme of diversity (by sensitizing partners to issues of diversity before defining specific objectives to meet).  A few examples: Monitoring of mentoring/tutoring activities (mentors and mentees, number and diversity of other actors involved in the mentoring process), of training activities in non-discrimination and managing diversity (content, frequency), and of internal and external communication policies on the diversity actions led by the company.  
- Quantitative indicators: the company has numerous sources of information for these indicators (social report data, annual report data, comparative data…).  Monitoring them allows one to measure progress over time, acts as a base for the creation of internal reporting, and eventually allows one to measure the impact of diversity on the performance of the company.  A few examples: the monitoring of rates of recruitment, access to promotion and evaluation, turn-over, detection of great potential, and comparisons over time according to the categories of target populations: men/women, disabled worked, juniors/seniors…
9. Communication

American companies are very active in promoting their diversity policies.  As a consequence, they have a strong interest in their internal and external communication on the subject.  Within the perspective of giving value to the employer image, American companies solicit awards, prizes, and other trophies, not hesitating to strongly invest in media communication strategies.



a. External Communication

At L’Oreal U.S., communication is an integral part of diversity strategy.  For example, a team was created, entirely dedicated to the external communication of the company on diversity.  As an employer and brand of choice, the company displays its diversity policies in numerous magazines and external newspapers, targeted on the basis of client affinities and public targets.  Advertisements, taking up the CEO’s commitment and the name of different brands of the company, are placed in magazines such as “Diversity Career in Technology” or the “Black Collegian”, a free newspaper distributed on university campuses in the US.  An internet site on diversity has also been created.  Located only two mouse clicks away from the homepage of L’Oreal U.S.’s official site, it is easily accessible and has a great visibility.  

As a national media chain, external communication is a key element at CBS Corp., which defines diversity as an obligation not only to its employees but also to the public.  The channel decided to take advantage of its visibility and its primetime viewing hours to broadcast pro-diversity advertisements.  For example, it ran a 40-second message in which Nelson Mandela praises tolerance and peace, which was broadcasted on television, over the internet, on the radio, in supermarkets and medical offices in 8 different countries.  It also encouraged a “Diversity Tournament,” during which participants competed over the best monologues on tolerance and diversity.  The winner would obtain the opportunity to recite his or her message on prime time on the public service channels.  Lastly, during the Superbowl, the annual championship of American football with enormous media coverage in the US, the company directed an ad with the most well known and admired athletes to encourage people to become mentors, “big brothers” or “big sisters” for disadvantaged youth.      

b. Internal Communication

At L’Oreal U.S., internal communication takes the form of the intranet site of the company, which is updated monthly.  This site contains a section of good practices collected from the field, with the goal of setting them as an example and circulating them within the company.  A section on “the Diversified Supplier of the month” selects a supplier with characteristics of diversity, with the goal of promoting and valuing him/her within the company.  
On the requests of employees, General Electrics has recently introduced an intranet project called “Engagement & Diversity”.  The intranet gives managers and employees access to resources necessary to manage diversity on a day to day basis.  One section includes the commitment of the CEO to diversity in the workplace.  Another section, dedicated to the culture of the company, recalls the business case for diversity and the commitment of company leaders to promote and manage diversity.  Yet another section is reserved for employees wishing to share good practices and supply the site with new ideas.  The managers, who are evaluated on their actions taken in support of diversity in their teams and hiring, have free access to concrete management tools: a sales pitch in favour of diversity in front of their teams, a self-evaluation tool allowing him to test his or her knowledge on the country of a subsidiary, a live information bulletin for each country of the company, tools for managing diversity in difficult situations… the site  has already proved to have positive results.
These numerous examples of external and internal communication can be applied in France to the extent that they adapt to the French context, and recent examples attest to this.  Public and private television channels have recently broadcasted pro-diversity programs, during prime time, with the goal of reaching a larger audience among a diversified French population.  Numerous businesses have become involved in communication strategies by means of their institutional site and their recruitment site, in clearly displaying their commitments on the subject of diversity.  These messages are also broadcasted internally, through newspapers and intranet, to sensitize and inform employees of their company’s actions commitments.   
10. Diversity Councils and Commissions
The councils and commissions can be external, composed of influential people involved in diversity outside of the company, or interior, composed the company’s employees, volunteers and internal project carriers…
Following their degree of structuring, their mandate, and their attributions, these structures play an important role in the diversity policies of a company: that of supervision, control, representation, orientation and support.  They can be linked to diversity policy as a whole, or to a specific activity (policies of professional equality between men and women, employee networks…).

At Deloitte, the Win Advisory Council was introduced to oversee the advances of the WIN initiative in favour of women in the workplace.  The members, outside of the company, report directly to the executive board and to the CEO, on the evolution of WIN.  The Council plays a dominant role in the internal evolution and the retention of the company, because it is the one that determines which female employees can be sensed to occupy positions of partners or top managers.  

At CBS Corp., the Diversity Institute, created in 2002, directs 5 programs giving candidates not previously benefiting from any visibility in the sector an opportunity in media careers.  The Diversity Council claims to be the motor and the promoter of new talents in the media world.  

- The “Talent Showcase” gives an opportunity to young actors, through an audition, to express their talent as comedians in front of a jury composed of internal and external experts of decision-makers and agents.  The students are selected by theatrical agencies involved in the promotion of diversity.  Several auditions occur each year, and in 2007, of 25 students auditioned, 15 made a name of themselves and saw their career take off. 
- The “Writers Mentoring Program” was created to advise and support screenwriters, with the goal of integrating or reintegrating them in the command chain.  The program has two aspects: one-week long seminars with professionals coming to relate and share their experiences, and a system of individual mentoring during which the participants benefit from the advice and support of an experienced manager in the company. 
- The “Directing Initiative” offers candidates individual mentoring with directors at CBS Corp. for the length of a shoot.  It even offers them the possibility of observing and participating at the site of the shoot.  
- The “Writers Career Workshops” are work groups during which the apprentice writers learn to hold interviews, to sell themselves in 60 seconds, and to identify resource people to help them in their career. 

- The “Actors Career Workshops” unite apprentice actors to teach them to score an audition and a first major role .CBS Corp. also intervenes to share its advice and wisdom. 

It is interesting to note that all the participants in these programs are not necessarily hired by CBS Corp. but also by its competitors; the initial goal of the Diversity Institute is not therefore to hire directly but actually to value and highlight the skills of young talents, above differences of race, gender, or age and the orientation of their professional career to follow.  

General Electric’ Corporate Diversity Council was created in 2006, with the goal to lead and orient the activities of employee networks of the company.  This Council is directed by the CEO of General Electrics, and four members of the executive board.  The “Champions” of each employee network are also part of the Council, and report directly to the CEO.  The Council meets 4 times a year, with the representatives of employee networks, in order to share and exchange good practices.  The Diversity Council plays a key role in the process of evaluation and advancement of the company; it detects, among the members of the employee networks, those of great potential likely to advance and take over positions of responsibility.  
Today, the Corporate Diversity Council has been reduced: a council on diversity is now active in each business unit of the company.  Each council defines and orients the diversity policy of the business unit, consistent with the global strategy of the company.

At Citigroup, the Diversity Operating Council, composed of HR and diversity professionals from all sites of implantation, is in charge of defining and orienting the diversity policy of the company, to share good practices, and to align the local and regional policy with the strategy of the company.  The principle of the Diversity Operating Council was extended to subsidiaries of the company.  Similarly, the Women Council was applied in each subsidiary country of the company.  These councils were created by the senior managers that compose them today.  

Conclusion. The conditions of success for the application of good American diversity practices to the French context
Supplier diversity, measuring diversity, the religious factor, product diversity and target populations, affinity groups… these are the subjects debated for a long time in the United States, and which have begun to emerge in France.  This study trip gives us many lines of reflection to better manager these issues in the French context.

Therefore, this study trip, as well as the first trip in November 2006, confirmed several key factors which, transferred to the French context, can create a favourable environment for  the success of the implementation of a diversity policy:
1. Involve directors at the highest level

2. Create a team dedicated to diversity and allocate substantial resources

3. Name “diversity intermediaries” on the ground
4. Begin transparent reporting on diversity policy

This second study trip also confirmed the utility of this type of trip for enriching the debate on good diversity practices in France.  
The French-American Foundation –France continues in 2008 its reflection on this subject in 2008 through the organization of debates with both French and American experts and practitioners.  

IMS-Entreprendre de la Cité continues it work on best practice sharing on all aspects of diversity. IMS brings an expert eye on good and emerging practices in that field.
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