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FOREWORD

Over the years as an experienced and well respected HR leader, I have mentored
many black HR professionals and listened to their career stories, which included
their aspirations and challenges. What was particularly noteworthy were the
common rollercoaster rides and barriers to progression tainted by the unconscious
bias of others that they have experienced directly and indirectly. As HR & OD
professionals it is apparent that this is even more difficult, when working within the
HR & OD profession given our primary role is to support, lead, query and protect
organisations through ensuring safe working practices which epitomise equality
and fairness. When this is not happening, it impacts on your job satisfaction, career
aspirations and your personal wellbeing.
It was clear to me that ‘just doing enough’ as HR & OD leaders was never going to
transform or improve job satisfaction, staff experience, career aspirations or the
wellbeing of BAME HR & OD colleagues, not to mention removing or remedying the
incivility felt by the minority. It is for this reason that I felt some research was
needed within the NHS and for BAME staff to feel their stories could be heard
and understood. There is always a space to transport people within our
organisations to a greater level of understanding in order to generate organisational
and systemic change – this is why I felt moved to act. Diversity is the lived reality for
many, but we want an NHS that chooses inclusion at every level and values all it
brings, as it impacts real lives. As a profession, we have a responsibility to listen,
consider and act with compassion to create a future that sees a profession leading
by example, credible to the outside world, inclusive and hopeful for all staff within.

CHERYL SAMUELS
DEPUTY DIRECTOR OF WORKFORCE TRANSFORMATION – LONDON
REGION, NHS ENGLAND AND NHS IMPROVEMENT &
CHAIR OF THE DEPUTY DIRECTORS OF HR NETWORK - LONDON
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INTRODUCTION

The HPMA London Academy and the Workforce Profession Equality, Diversity and
Inclusion Reference Group are delighted to present the findings of our recent
enquiry into the experiences of Black, Asian and Minority Ethnic (BAME) NHS HR
& OD professionals with regard to their personal/professional development and
career progression opportunities.
This report provides the background and context to this enquiry and outlines the
actions we are taking in response to the findings.
It should be noted that the report refers to all HR and Learning & OD staff
working within HR Directorates across all our member organisations.
BACKGROUND

The impetus for this work is borne out of conversations with BAME HR & OD
professionals, many of whom talked of negative, demoralising and upsetting
experiences with regards to the attitudes and behaviours of some of their
colleagues and broader contacts within the NHS. Whilst these experiences were
wide ranging a common theme emerged around unfairness in access to
opportunities for personal/professional development and career progression.
A small group of senior BAME HR & OD professionals worked with the HPMA
London Academy to commission research in order to gain a more in depth
understanding of the lived experience of BAME workforce professionals
with regard to these key issues. The aim of this was to determine the action
required to address such experiences of inequality.
Through the research we aimed to broaden this conversation across the whole of
the HPMA London Academy HR & OD professional community and in doing so
gain a clearer understanding of individual experiences as well as feedback on
ideas for further action.
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BACKGROUND

This initial piece of work was funded by the London Leadership Academy.
The reference group included:
Cheryl Samuels, Deputy Director of Workforce Transformation – London Region,
NHS England and NHS Improvement & Chair of the Deputy Directors of HR
Network for London
Elizabeth Nyawade, Acting Chief People Officer,
St Georges University Hospitals NHS Foundation Trust
Debbie Eyitayo, Director of People,
Epsom & St Helier University Hospitals NHS Trust
Daniel Waldron, Director of Workforce,
Guy’s & St Thomas’ NHS Foundation Trust
Pami Bains, Assistant Director of HR,
Ashford & St Peters Hospitals NHS Foundation Trust
Roger Kline, author of The Snowy White Peaks of the NHS and a research fellow at
Middlesex University
An advisor to the reference group was Dr Doyin Atewologon, an internationallyrecognised expert on leadership, diversity, intersectionality and organisation
culture.
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CONTEXT

Whilst this work was initially commissioned just prior to the advent of the Covid
19 pandemic and the tragic circumstances leading to the rise of the Black Lives
Matter movement, the experiences of this extraordinary year have further
heightened the focus on racial inequality. Furthermore the recent publication of
the NHS People Plan (2020) and the London Workforce Race Equality Strategy
(2020) have shone a spotlight on the fact that BAME staff have a worse
experience of work than white staff. Priorities for action to address this are clearly
laid out in both these documents. The action plan set out below seeks to address
specific issues for the HR & OD profession that are congruent with the
interventions and ambitions laid out in these strategies.
It should also be noted that there is a large body of research and data on the
impact of race inequality on employment and health outcomes. There is however
minimal research on the impact of race inequality on the employment and
development outcomes for HR & OD professionals. This research project is
therefore of vital importance to the HR & OD profession and comes at a time of
significant focus and momentum.
INTRODUCTION TO THE RESEARCH

The Reference Group were keen to ensure that the research was conducted
professionally and confidentially and that BAME colleagues would feel safe and
comfortable to contribute. Following a selection process run by members of the
Reference Group a consultancy firm called Synergised Solutions was selected to
conduct the research.
A full outline of the objectives of the research, the literature review, the research
methodology, the findings and the recommendations are available in the final
report written by the Synergised Solutions team. The actions outlined below are
based on the findings set out in the report.
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Although there is no available workforce and staff survey data specifically for
HR/OD professionals in London, we do know that across all occupations (WRES
2019 report) outlined below:
52.6% of Band 5 staff in London are from BAME backgrounds, steadily
declining to 12.5% BAME staff at Band 9. There is then a slight increase to
14.7%.
The relative likelihood of white applicants being appointed from shortlisting
compared to BAME applicants in London region at 1.60 was the highest in
England in 2019 showing only minimal improvement on the year before.
The percentage of BAME staff in London believing that their trust provides
equal opportunities for career progression or promotion by region is the
lowest of any region; is lower than it was in 2017; and twice as many BAME
staff do not believe there are equal opportunities for career progression and
promotion as their white colleagues do.
The percentage of BAME staff in London who personally experienced
discrimination at work from a manager, team leader or other colleagues in
2019 is higher in London that other regions and twice as high as for white
colleagues
Of the gold command teams – the most senior level teams at trust and
regional level, responsible for dealing with the most serious events, such as
Covid-19 – just 16.6% are from BAME backgrounds.
The challenges this data presents are acknowledged in the London Region
Workforce Race Strategy (2020) and the NHS People Plan (2020) both of which
prioritise radical improvements in talent management and in removing the
institutional blockages to career progression and promotion for BAME staff.
The challenge is made greater by the finding of the 2015 Race at Work report 34%
of ethnic minority workers and 42% of White employees felt that their colleagues
were uncomfortable talking about race. (Dr Stephen D. Ashe & Professor James
Nazroo (2016) Equality, Diversity and Racism in the Workplace: A Qualitative
Analysis of the 2015 Race at Work Survey), a finding reflected in the project
workshops.
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KEY MESSAGES
FROM THE
FINDINGS
The findings from the research conducted by Synergised Solutions are reflective
of the data presented above. The following highlights some of the key findings
from the questionnaire and the focus groups:
Overall the research found that BAME HR & OD professionals are ambitious,
have a strong appetite for development, but are more likely to feel that they
won’t progress in their career. BAME HR & OD professionals experience a
culture that puts them off wanting to explore opportunities and experience
unequal access to opportunities such as secondments, stretch roles and
acting up. The findings suggest an absence of a clear process for talent
management and a lack of a clear structure and pathway for career
development.
BAME HR & OD professionals feel positive about the opportunities to network
through the implementation of the first BAME HR Network but experience
feelings of exclusion with their own organisations, with reference to the
existence of ‘cliques’ and feelings of being disenfranchised and fearful. BAME
HR & OD professionals also experience micro aggressions but feel
disempowered to address the issues or speak up.
Within organisations BAME HR & OD professionals do not feel that there is full
commitment to implementing EDI initiatives or sponsorship for initiatives that
could improve the working lives of BAME staff. This is underlined by that fact
that there is a lack of BAME representation across the most senior roles in
organisations. Additionally a number of concerns were raised with regard to
the unfairness of HR practices such as recruitment and secondment policies
and procedures.
There is a clear disconnect between all that the HR & OD profession promote and
its actions, as the level of hope and aspiration does not match the reality. There is
a real opportunity to review current systems, processes and policies in light of the
lived experience of BAME HR & OD colleagues, with a view to closing the gap and
creating a more inclusive culture that ensures all staff feel a sense of belonging.
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The HPMA London Academy and the Reference Group are committed to working
collaboratively to take forward action to address these findings.
It is recognised that some of the findings relate to broader cultural, structural and
procedural factors which exist at an organisational level and as such these issues,
whilst highlighted, should be picked up as part of response to the actions
contained within the People Plan and the London Workforce Race Strategy.
The Reference Group reject the use of a ‘deficit model’ which is defined in the
London Workforce Race Strategy as a process whereby a person who is victim of
structural discrimination is the target of an intervention. Rather, the aim is to
improve overall processes around talent management, career planning,
progression and personal and professional development across all our plans and
initiatives. Where appropriate and necessary additional encouragement and
support will be provided to BAME HR & OD colleagues in order to address the
inequalities highlighted in this report.
This research included BAME HR & OD professionals from all the workforce
functions and at all levels of seniority within these functions. It is critical that the
actions will have an impact for all BAME HR & OD professionals, and are not just
focused on those in the more senior roles.
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FOR ACTION

In order to have the greatest impact and focus the Reference Group have agreed
four key recommendations and priorities for action. These are as follows:
1 IMPLEMENTATION OF A ROBUST CAREER DEVELOPMENT FRAMEWORK

This recommendation highlights the need to develop clearer
career pathways including signposting and support for individuals to develop
along these pathways. This will be augmented by a clearer talent management
framework and effective career conversations for all HR & OD professionals.
Actions include:
1 ACTION

LEAD

1a Produce resources on HR/OD careers within
the NHS with clear signposting and sources of
support and development such as the CIPD and
the HPMA London Academy programme.

Leadership
Academy/HPMA

1b Develop a clear talent management
framework, incorporating talent conversations
for HR and OD professionals with clear
escalation process for staff who experience
unequal access to opportunities.

HPMA/HRDs/Deputy
HRDs

1c Ensure BAME representation on the selection
and assessment panels for all aspirant
programmes.

HPMA

1d Work with the London Head of Talent and
the Workforce Board Talent Sub-committee to
ensure alignment with the actions going
forward

Rachael Tyler/Head
of Talent
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2 FOCUSED DEVELOPMENT OF BAME HR & OD PROFESSIONALS

The research report recommended the implementation of mentoring and
coaching schemes to support the development of BAME HR & OD professionals.
Actions include:
2 ACTION

LEAD

2a Design and implement a reciprocal BAME
mentoring and coaching scheme and promote
wide participation in the scheme through
career conversations

Leadership
Academy/HPMAHRDs
/Deputy HRDs
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3 DEVELOPMENT OF FAIRER EMPLOYMENT PRACTICES FOR HR & OD
PROFESSIONALS

There was a theme in the findings around inequity relating in employment
practices for BAME HR and OD staff and it is recommended that the actions
to address this are investigated further through the development of baseline
protected characteristic data, collated for all HR and OD staff. From this data a
further action plan to address under representation of BAME HR and OD staff
employed in senior bands will be developed. In addition much of this work is
already underway in line with the London Workforce Race Equality Strategy so
these actions will be taken forward in tandem.
Actions include:
3 ACTION

LEAD

3a Share the findings with the London Regional
NHSEI Team, with a view to aligning the
findings with appropriate actions outlined in
the Workforce Race Equality Strategy that will
address key issues outlined in the report.

Cheryl Samuels/
Janine La Rosa

3b Collate protected characteristic information
for all functions within HR and OD across
London and agree a plan to address
improvements in the underrepresentation of
BAME HR and OD staff employed in senior
bands.

Cheryl Samuels/HR
Directors Network

3c Link with the work being led under
recommendation 12 of the London
Workforce Race Equality Strategy to de-bias
recruitment, secondments and
professional development opportunities.
Actions and targets for this work will
be jointly owned and evaluated

HR Directors/
Janine La Rosa
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4 PROVIDE STRONGER NETWORKS AND OPPORTUNITIES FOR BAME HR & OD
PROFESSIONALS TO RAISE CONCERNS AROUND INEQUALITY AND WORK
COLLECTIVELY ON FINDING RESOLUTION

There was a strong theme around BAME HR & OD professionals feeling reluctant
or disempowered to raise concerns and address issues of inequality within their
organisations. It is therefore crucial to build stronger networks for BAME HR & OD
colleagues and develop senior role models and advocates to support and guide
BAME colleagues with experiences of inequality.
Actions include:
4 ACTION

LEAD

4a Continue to support the development of the
HR BAME Network in collaboration with the
Chair of the Network.

HRDs/Deputy
HRDs/HR BAME
Network

4b Enable the development of BAME network
members through HPMA activity including
attendance at development and networking
events.

HPMA

4c Identify and develop a network of senior
workforce allies and advocates with specific
responsibility for for advancing ED&I within the
profession.

HRD Network/Cheryl
Samuels/HPMA

4d Increase the number of HRD WRES experts to
support the work to improve the working
experience of BAME HR and OD staff. Target
numbers to be determined (in line with
recommendation 11 of the London Workforce
Race Equality Strategy.

HRDs/Janine La Rosa

4e Share the findings and work in collaboration
with the CIPD to discuss further mutual support
and action.

Rachael Tyler/Cheryl
Samuels
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ACCOUNTABILITY FOR ACTION AND EVALUATION

Progress on the actions outlined above will be monitored and progress will be
formally reported to the HRD Network Talent Management Subcommittee and
the DDHR Network.
In addition we aim to incorporate the monitoring of the action plan into the
monitoring of the London Race Equality Strategy actions as part of our evaluation
process and will work with Janine La Rosa, London Head of Equality and
Inclusion, to ensure this is as seamless as possible.
It is critical that the recommendations and actions are fully owned by the whole
HR & OD community and that each Workforce Director takes responsibility for
implementing the recommendations at an organisational level.
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The year 2020 has been a very challenging and turbulent period. Covid - 19 has
particularly illuminated the stark inequalities that exist within our society, all of
which are present within our HR & OD departments in the NHS.
The NHS provides 55 million citizens with free care at the point of need, and
nearly 20% of the 1.3 million staff in the NHS are of BAME heritage, who are
critical to the functioning of the NHS. The diversity of our workforce is our
strength and this needs to be mirrored in terms of the structure, leadership,
processes and practices within the HR & OD functions.
We have a responsibility to focus on the key priorities outlined in this report and
to utilise our capacity and influence to create a narrative that fosters a culture
that values and embraces our colleagues from Black and Asian Minority Ethnic
backgrounds.
The call to action is clear, in that we need to be the dynamic HR & OD leaders of
this generation who realise the intentions of the People Promise as outlined in
the NHS People Plan. This is central to embedding a culture of fairness, where the
personal experience of HR & OD colleagues from the BAME community is not
substantially different or influenced by systemic racism or biases.
The HR and OD function need to lead by example and create an inclusive culture,
that creates equal and fair access to all development opportunities, which when
embedded, leads to greater representation at all levels. The level of hope
increases and the reality illustrates the new lived experience.
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In order to reduce systemic racial biases within the HR & OD profession, the call
to action to all our HR and OD leaders is to amplify our collective impact is as
follows:
Recognise and acknowledge the findings and how that translates to the lived
experience in your teams
Agree to take an active role in releasing
recommendations set out in this report.

staff

and

supporting

the

To make a public pledge outlining your personal commitment and to
demonstrate it through your leadership actions and intent. This includes
intentionally getting to know your team, those that are different,
understanding their lived experience and utilising it to inform changes to HR
practices, processes and systems.
To take personal responsibility for ensuring adoption of positive practices and
to spread across the system ensuring maximum impact and improving the
experience for BAME staff.
To speak up at all opportunities positively
opportunities for BAME HR & OD professionals.

advocating

to

advance

To redress the imbalance and create a more inclusive and representative HR
and OD profession in the NHS.
To work collaboratively with strategic networks, HPMA, NHS England and NHS
Improvement - London region.
To access and highlight funding opportunities to support reducing the
inequalities
in
staff
experience
ensuring
the
realisation
of
the
recommendations from the report.

HPMA LONDON ACADEMY

THANKS
AND
ACKNOWLEDGEMENTS
THANKS AND ACKNOWLEDGEMENTS

Thank you very much to Synergised Solutions for their commitment, skill and
expertise in conducting this research. A number of colleagues have also worked
extremely hard to bring this work to fruition and we would like to thank all the
members of the Deputy Directors of HR Network and the reference group who
have shown such commitment and passion for this work.
In addition we would like to acknowledge the contributions of Roger Kline and
Dr Doyin Atewologun. Their combined wisdom and expertise has provided rigour
and challenge and the work is better for it. We are also very grateful to the
London Leadership Academy for funding this initial work. Finally, We would like
to thank all of our HR and OD colleagues who have contributed to the research
with authenticity and enthusiasm.

