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Promoting diversity against the odds  

An In Practice™ Series by Helen Kelly 

 

Article Five 
Evolution Not Revolution  

Introducing Diversity Organisation Wide 

Sally Milne is Head of Resourcing and Diversity for ITV plc so 

she knows that many people feel anxious thinking or talking 

about diversity. Behind the anxiety, she says, people are 

looking for someone like themselves, and many have trouble 

seeing past that.  

In a talk at the Human Resource Development (HRD) 

Conference, Sally spoke about her program for helping people 

override the initial neurological response in order to see people 

as individuals.   

 The first step is to address the guilt, Sally says. Here is a summary of the points 

she made in her talk.  

Sally described a well-honed theory, based on what she’s observed and others 

confirm. These are the steps. You may wish to preclude the painful parts, but 

every step is necessary.  

GUILT 

ENERGY AND PASSION 

DISCOMFORT, ENGAGEMENT AND DEBATE 

PLANNING 

DELEGATION AND OWNERSHIP 

ENJOYING SAME AND DIFFERENT 

 

 

It may not happen in this order for everyone.  

 

Some people will be well travelled. But to really engage those around you – in any 

change to perception, attitude, and belief, and especially to broaden perspective, 

horizon and views of human kindness - it is essential to start where people are and 

allow them to experience each stage.  
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GUILT  

Inviting people to consider diversity can feel like asking them to do a tax 

return.  

 

People mentally 

flinch. They know 

they should be more 

diverse and feel guilty 

about not doing it and 

guilty when they meet 

people of different 

backgrounds and 

prejudge.  

 

 

So they start box ticking exercises, or initiatives with consultants and programs 

and speeches and invectives and lectures on the business case. It all gets to be 

overload. People may knee jerk and recruit ethnic minority people not suited to the 

job, or start placements, community mentoring programs for which managers 

haven’t desire, training or time set aside.  

At that point, you’re substituting activity for attitudes and openness and the state of 

mind that allows you to become more inclusive in a more permanent way. So 

you’ve raised the issue to awareness but the way of dealing with it doesn’t work, 

so you move on to the next inevitable step. 

ENERGY AND PASSION  

Using posters gets the issue out in the open and into public discussion.    

Put up posters to keep awareness high. Some people may not like it, but they 

won’t be able to ignore it.  

Engage people with questions, such as.  

 Do we put any money into diversity?   

 Is money what’s needed?   

 What if we start hiring people for the 

wrong reasons?   

 What’s positive discrimination?  

It was out in the open and people aren’t any longer asking about the business 

benefit. The company moved on to commit energy and passion.   
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DISCOMFORT, ENGAGEMENT AND DEBATE  

This is the penny drops stage. You’re engaging people and changing 

mindsets. It’s also the time when you question yourself and wonder whether 

you’ve overstepped the mark.  

 
 

At this stage, Sally took the show on the road, opening up for discussion many and 

sensitive issues. This was a time for people to say out loud that she’d overstepped 

the mark, but it cleared the air. The Road Show, it seems, transformed talent 

strategy and flipped recruitment practice on its head.  

 

PLANNING  

It was time for a new initiative: people and excellence.  

  

The most senior people at ITV News committed to it and 

communicated it. Their plan was to stay ahead of the 

competition by attracting and retaining the best journalistic 

talent. They wanted to replace normal recruitment at junior 

levels with a Traineeship and mentoring scheme.  

 

 

DELEGATION AND OWNERSHIP  

Accountability changes; people make commitments.  

People started growing their own networks. They began to feel more confident and 

know what Diversity means to them. People in authority made a public declaration 

and a commitment to the plans.   
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ENJOYING SAME AND DIFFERENT: LESSONS LEARNED  

Sally shared some lessons she’d learned.  

1   Some basics  

 Observing and timing are key   

 You are working to override neurological responses   

 Timing your intervention, whether simply interpersonal or on the grand 

public scale, is central to success; you can’t underestimate it.   

 Promoting inclusion isn’t just energy and passion  

Whether you’re officially in a diversity role or you simply wish to open hearts and 

minds, some personal qualities can keep you on the road.   

 Develop the habit of making mental pictures of people and situations, and 

keeping written notes. How does this person define difference, and how 

well does this person accept difference?   

 Where is this person on the diversity awareness ladder? Do I see 

boldness and working with ideas? Does this person have fixed views? Is 

there evidence of inclusion? Might this person be a future champion?  

Then when you meet, you will be able to judge what kind of conversation you 

might have, what questions you might ask, and with what words. 

2   Time your intervention  

Remember that you are working to override neurological responses. Timing your 

intervention, whether simply interpersonal or on the grand public scale, is central 

to success; you can’t underestimate it.  

When you speak of hiring criteria, talk of what the person will bring, whether the 

person is respectful and likely to welcome others. Speak about people who are 

successful in roles but not necessarily with staff. This is a chance to chip away at 

the idea that the technical ability to do the job is paramount. 

3   Keep talent strategy at the back of your mind  

Difference isn’t just stereotype; it is ways of thinking, working, relating, and of 

course living one’s personal life. The external features are only one element of 

difference, though that is something people are prone to forget.  
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