Guide

5 Practical Ways
to Support DEI in
Hybrid Work

With teams more distributed than ever,
the dynamics of how employees are
connecting and interacting with their
peers and their employers have changed.
An important area where these changes
are being felt is around diversity, equity,
and inclusion (DEI) initiatives.
DEI is one of the most important challenges business leaders face now and in
the coming years. A McKinsey report notes that the most diverse companies
outperform their less diverse peers in profitability, and Glassdoor found 75% of
job seekers say a diverse workforce is important when choosing an employer.
Now, hybrid work is recasting how companies think about their DEI strategies.
But even with many employees working from home or in a hybrid model, leaders
still have plenty of opportunities to build a sense of belonging for employees.
This guide will help you not only create a meaningful hybrid workplace for all your
employees but also offer guidance on how to accomplish your DEI objectives,
wherever your employees are based.
Let’s dive in.
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Executive
summary
This is an unprecedented period in the history of the workplace. As organizations and
business leaders come to grips with new models of working, they need to also address
complex issues like DEI in those new working models. This guide will help organizations
that are considering how to best align their DEI goals and a hybrid approach to work.
Hybrid work introduces new complexity into DEI initiatives, as well as opportunities. There
are new biases to be aware of that DEI leaders must work to address. At the same time,
there are also new opportunities to support DEI goals. Here are some concrete ways
organizations can take those factors into account.
In this guide, you’ll learn how to:

Embed DEI throughout the
employee experience

Demonstrate leadership buyin and action on DEI goals

Create more open lines of
feedback with employees

Offer continuous DEI
learning opportunities

Measure performance and
progress of DEI efforts
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How to reach diversity
and inclusion goals in a
hybrid work environment
Improving internal DEI practices is much easier said than done.
Research from the World Economic Forum shows diversity continues to
stall in many organizations, as do equity and inclusion.
Add in the challenge of new working models — like remote, hybrid,
decentralized, and asynchronous approaches — and you have a
recipe for enormous difficulty. The case is clear that leaders need
extra vigilance and extra help attaining DEI goals. As a Training
Industry article puts it, “Fostering DEI itself is a challenge, but how
do organizations maintain momentum and increase impact within an
evolving hybrid work environment?”
Yet, these challenges and new approaches to work also offer
exciting opportunities.

81%

A Gartner survey on hybrid work found that
women feel increased safety in a hybrid
environment, and 81% of knowledge
workers with a disability reported they
were more likely to feel respected in a
hybrid environment than on-site.
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Data from Future Forum shows that the remote revolution has coincided
with significant increases in the employee experience scores of Black and
Hispanic/Latinx knowledge workers, who have also increased their sense
of belonging at work.
With these challenges and opportunities in mind, it’s time to reexamine
DEI efforts to ensure they support new ways of building equitable
workplaces and inclusive employee experiences.

“”

Organizations that thoughtfully
combine DEI and hybrid
work strategies will produce
cultures that improve employee
experience and business agility.
Maribel Lopez
8 steps to a market-leading inclusive hybrid work environment

Here are five areas where you can start turning these challenges 		
into opportunities.
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Embed DEI throughout the employee experience

Demonstrate leadership buy-in and action on DEI goals

Offer continuous DEI learning opportunities

Create more open lines of feedback with employees

Measure performance and progress of DEI efforts
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Embed DEI
throughout the
employee experience

Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Too often, organizations focus their DEI initiatives solely on increasing representation
among new hires. This is an important component of a DEI strategy, but in order
to retain and attract a diverse workforce, there needs to be a focus on the entire
employee experience.
Diversity, equity, and inclusivity should be considerations within every step of the
employee journey — from hiring to offboarding.

To build an employee experience that prioritizes DEI, consider
the following:
•

Performance management for remote, hybrid, and in-person employees:
Out of sight should not be out of mind, particularly during performance reviews.
Train managers to pay attention to their own proximity bias toward employees they
see in person when evaluating performance of their entire team (more on proximity
bias below).

•

The candidate experience throughout the interview process: 		
Similar to best practices of performance management, ensure your company’s
recruiting and interview process doesn’t favor in-person candidates and does
accommodate the needs of all applicants.

•

Compensation and benefits that target a diverse, distributed workforce: 		
There are plenty of websites, services, and forums that offer candidates a glimpse
into total compensation across an industry, role, or experience level. As employees
gain more insights into the hiring landscape, employers should follow suit, providing
greater transparency to candidates and breaking down how compensation and
other benefits are calculated.

•

An equitable onboarding experience for employees, wherever they are located:
Traditional forms of onboarding — like team lunches or introducing teammates while
walking through the office — aren’t possible in a hybrid workplace. Get creative to
help employees get to know their colleagues and company culture without relying
on in-person events.
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Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Embedding DEI Across Your Organization
Learn how business leaders can bridge the gap
between talk and action by making an ongoing
commitment to DEI across multiple dimensions.

In this guide, you’ll learn:
How DEI has evolved and what it means today
Specific steps you can take to infuse DEI into
your recruiting and hiring
How to ensure DEI practices extend throughout
the employee experience
How DEI can inform your products, services,
and customer relationships
Read more
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Demonstrate
leadership buy-in and
action on DEI goals

Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Change initiatives rarely have a long-term impact without enthusiastic support from the top.
This is especially true of a DEI strategy. Leadership needs to visibly support the company’s
DEI efforts, take action to adjust company policy, and exemplify behaviors and practices that
support the company’s broader DEI initiatives.
All leaders — from the executive team to managers — need to show united support as they
align to communicate their DEI commitment to the broader workforce.

Here are some areas where leadership can change DEI policy
and practice:
•

Build out your DEI policy, then document and communicate it to all
employees. Refine your policy and communicate those changes to everyone in
the organization on a regular cadence, not just once.

•

Communicate the reasons why DEI is a permanent way of doing business,
not a temporary initiative. Provide a preview of the actions the company will
take to make DEI a permanent part of the culture, and update the company
on progress toward these objectives. Plus, address it directly if there are any
behavioral issues around DEI.

•

Consider new areas where hybrid work demands new forms of inclusivity.
For example, to reduce proximity bias, adopt a “digital by default” meeting
policy, where every meeting is conducted online for every participant,
regardless of location.

•

Get serious about pay equity. Audit employee pay across roles and
departments, then create a standardized compensation matrix that leaves no
room for pay inequities. Proactively raise wages of any employees who are not
earning equal to peers who have the same role and experience level.

•

Invest in continuous DEI learning opportunities and make resources easy
to access (see next section).

What is proximity bias? Preferential treatment for those working physically close to each
other — particularly in an office. Remote workers are more likely to miss out on “face time”
networking opportunities, inclusion in important initiatives, and even career advancement.
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Offer continuous
DEI learning
opportunities

Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Every part of the organization, from intern to remote tech teams to the executive board,
needs to embrace DEI. Every individual must understand the importance of these
initiatives and how each employee contributes to a company culture that embraces DEI.
That’s no easy task. But there’s no faster or better solution than a learning initiative that
increases awareness, support, and accountability. Since many of us are unaware of our
biases, be they toward race, gender, age, sexual orientation, etc., we need quality training
to uncover and remedy them.
And most important, DEI-related education should be an ongoing part of a company’s
overall learning strategy. The majority of organizations — 60%, according to Culture Amp’s
2022 Workplace DEI Report — are offering some sort of DEI training. There’s no doubt this
is a positive step, but at many companies, it’s treated as a one-off event. “Learning and
development is a continuous process, and a single DEI training is not sufficient to drive the
change necessary to build a genuinely inclusive culture. Rather, organizations should offer
an ongoing curriculum focused on DEI-related topics,” Culture Amp suggests.

Related courses from Udemy

Hybrid Leadership: Essential skills to lead from anywhere:
The ultimate guide to confidently managing a productive and
engaged hybrid team

Created by Alexis Haselberger, Time-Management and Productivity Coach
4.5		

79,195 Students

GIVE: Leading with generosity, impact, vibrancy, and equity:

Good leaders GIVE to get: Operationalize generosity, impact, vibrancy,
and equity to drive results
Created by Heather Hiles, Managing Partner, Black Ops Ventures & Board Member, Udemy
4.3		

657 Students
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Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Look for ways to infuse DEI training throughout the employee life cycle,
such as during new-hire onboarding, manager training, and leadership
development. For instance, hold training sessions during performance
review cycles to educate managers on recognizing proximity bias and
how the language they use in reviews might indicate unconscious bias
or favoritism.

Make sure your training initiatives are
equitably distributed and available
to all employees, regardless of their
role, level, or location.
It’s also important to communicate to your employees
WHY something should change, and to foster a
culture of respect, where
employees feel empowered
to address DEI issues on a
less formal, ongoing basis.
At Udemy, our Learning and
BEDI (Belonging, Equity,
Diversity, and Inclusion)
teams regularly share
company-wide tips that
promote DEI best practices.
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4

Create more open
lines of feedback
with employees

Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

At Udemy, we believe “feedback is fuel.” Employees are encouraged to speak up and
collaborate with colleagues and leadership to explore feedback and change practices for
the future.
Opening up lines of feedback is crucial for building an inclusive hybrid workplace. But
feedback means nothing if it’s ignored. It’s particularly critical for leaders to confirm
they’ve received feedback and will take meaningful action to address it.

Here are some ways to build feedback loops into your culture.
Conduct weekly eNPS or pulse surveys

Checking in on a regular basis is important. Measuring sentiment consistently
is also essential. Do both with employee net promoter scores (eNPS).

Gather feedback through various channels

For example, conduct town halls and “ask me anything” sessions on your
company’s usual videoconferencing platform and offer opportunities for
employees to ask questions anonymously or live during the call.

Create a regular cadence of formal feedback processes

Establish regular feedback practices that coincide with other cyclical HR
processes (quarterly, semiannual, or annual), such as performance reviews,
OKRs, and goal-setting sessions.

Involve ERGs and other employee representatives

Establish consistent meetings with your company Employee Resource Groups
(ERGs) to ensure all voices are heard. Many feel more comfortable raising
concerns when they are in a community setting of like-minded peers.

Virtual team building

Find opportunities to offer events and team-building activities that include
people working virtually or in different locations. If an in-person office is
having a happy hour, find ways to have weekly virtual coffee chats.
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5

Thoughtfully
measure performance
and progress

Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

This is one of the most important components of a successful DEI strategy but can be the
most deceptively difficult. Evaluating DEI progress is far from simple and involves much
more than measuring how much of the workforce is composed of one race or gender. While
demographics matter, it’s also essential to focus on what actions are taken.

Here are five ways to measure the success of your
DEI efforts:

1
2
3
4
5

Identify your DEI baseline

Find out first if your employee demographics are similar to the makeup
of your community, your industry, and/or your country.

Identify diversity in leadership positions

To establish diversity at every level in your organization, your leadership
team needs to reflect the demographics of your employees. Find
out where the company stands right now in terms of leadership and
measure progress over time.

Survey employee engagement

Ask specifically whether employees feel included and whether they feel
their voices are being heard and respected.

Measure retention

It’s important to measure retention of all employees, but minority
retention is a key indicator of a DEI program’s ongoing success. If
minorities are leaving at a higher rate than other employees, it means
your DEI efforts may not be effective at engaging employees once
they’re past the hiring stage.

Measure participation in DEI training

Are your leaders and employees investing time in DEI training? Conduct
30-60-90-day surveys to see if they retained what they learned and find
out how it impacted their day-to-day work. Repeat this process annually,
at a minimum.
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Embedded DEI

Leadership

Continuous DEI

Feedback

Measurement

Be transparent about where you are,
the problems you face, your goals,
and how you’re going to get there.
Only then can you show real results.
The goal is not to just appear as if your organization has a solid DEI
record. It’s to measure real advances and then reap the rewards —
including employee engagement and retention — of a solid DEI program.
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Conclusion
When history is written about the days we live in, the emerging
importance of DEI strategy and the hybrid work model will stand
out as changes that had a big impact on the world of work.
Make sure developing successful approaches to DEI in the hybrid
work environment is at the top of your priority list. While this might
be challenging, it represents a game-changing opportunity that
can positively benefit your organization as a whole.
Maintaining a focus on DEI will make your decision-making better
and your employees more productive and engaged. The move
from mostly in-office work to a more flexible and efficient hybrid
workforce will open up opportunities for business growth.
To read more about how to integrate DEI initiatives across your
company, download our ebook Embedding DEI Across Your
Organization. Or request a demo from Udemy Business to learn
more about how we can help you offer continuous DEI learning
opportunities for all employees.
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About
Udemy Business
Udemy’s mission is to create new possibilities for people and
organizations everywhere by connecting them to the knowledge
and skills they need to succeed in a changing world.
Fueled by the Udemy marketplace, Udemy Business helps
companies achieve critical business outcomes and stay
competitive by offering fresh, relevant, and personalized
on-demand learning. The Udemy Business subscription is a
curation of top-rated courses taught by real-world experts from
the Udemy marketplace. Our content covers key business and
technical topics ranging from development and IT to leadership,
marketing, design, stress management, and much more. In
addition to a curated content collection, we offer a platform to
drive effective learning as well as tools for leaders to host and
distribute their own proprietary content.
Learn more at business.udemy.com

