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Summary
[bookmark: _GoBack]This policy is advanced in a transformative proactive manner to address the needs of Uber Technologies to manage diversity in a male-dominated tech sector. The policy is proposed after a series of internal struggles and unflattering media attention to help delineate the procedure as well as the rationale for the achieving gender diversity. Social identity and Social identity threats are discussed in relation to gender and work as well as the business case for diversity in a tech company. Recommendations and advice are made to advance diversity and manage resistance on an individual level, an organizational culture level and a procedure level.



A Research Informed Suggestion for a Gender Diversity Policy at Uber Technologies
Background
	Despite its potential benefits, valuing diversity doesn’t come naturally (Kirton, 2003; Galinsky et al., 2015). This policy comes in to aid the prevention of future mistakes related to diversity such as sexual harassment, poor handling and retaliation over sexual harassment complaints, pay gaps, overarching inequal statistics, and gender discrimination. The policy also aims to foster organizational strategic goals by maximizing the attraction and retention of highly skilled talent in an increasingly demanding environment.
	The Information and Communication Technology sector (ICT) has been characterized by different facets of gender inequality (Clayton, Hellen, and Nielsen, 2009; Hall et al, 2019; Lewis, Lang, and McKay, 2007; Ruiz Ben, 2007; Tans, 2019). Female professionals have been internationally underrepresented despite the chronic global shortage in ICT talent (Ruiz Ben, 2007; Clayton, Hellen and Nielsen, 2009; Kudakwashe, 2015). Unfortunately, at Uber, only 33% of our workforce is female with that percentage shrinking to 22% in leadership positions (Steinmetz and Vella, 2017). It’s been noted that this type of demographic composition may affect individual’s workplace experience of social identity and can make them feel unwelcome (Ely, 1994).
Social identity as a cognitive social psychological concept has been applied to organizations to illustrate the potential clashes between the person’s position in the social space outside of work and inside of it (Ely, 1994; Ashforth & Mael, 1989). Gender social identity and work identity are distinct psychological constructs that have been shown to be in conflict when the work is gender-specifically dominated such as the case in our industry, where females perceive that conflict but not males (Veldman, 2017). This results in lower team identification, more burn-out, and perceived under-performance, however, with the right support from male and female team members and leaders, these problems can be mitigated (Veldman, 2017). 
Social identity theory can also be used to understand the resulting overall work-gender identity experienced by the staff such as the identity of “female-technician”. This new central identity is often threatened in gendered workplaces which partially explains the higher turn-over rate in female science, technology, engineering and math (STEM) fields (Hall et al., 2018). This threat is theorized to be one of the main culprits behind organizations not reaping the benefits of diversity in terms of innovation, decision quality and superior information processing (van Knippenberg, De Dreu, and Homan, 2004). The threat to social identity is not always salient by outward aggressive or harassment behavior, it’s also been noted to exist in a subtle way in day-to-day workplace conversations among employees of different perceived gender identities with women at a disadvantage in STEM (Hall et al., 2018). Moreover, it’s noted that in-group/out-group prejudice is partially due to the need for positive evaluation of the self as part of the in-group that is superior to the out-group (Tajfel and Turner, 2004), thus self-esteem and mental health care need to be central to the conversation (Pettigrew and Tropp, 2006). Overall, the situation requires a careful revision of the organizational culture and attitudes rather than only focusing on obvious instances of outward harassment and discrimination (Sharma, 2016). 
	The current state of affairs can be attributed to a multitude of factors affecting the ICT sector. Research showed that profession-specific gender-roles develop early in childhood and can evolve into negative stereotypes directed towards persons who do not conform with these roles (Clayton, Hellen and Nielsen, 2009). STEM in general and tech in specific has been the subject of such stereotyping (assisted by the media) with the stereotype of the socially isolated male software developer being the norm, thusly females could shy away from tech to avoid contradicting the social norm whereas, males can bare the grunt of social isolation (Clayton, Hellen and Nielsen, 2009). The perceived status of the occupation’s high salary range and high level of education have also contributed to narrowing the participation of women in the industry due to the clash with social norms related to female-gendered professions and participation in society (Clayton, Hellen and Nielsen, 2009). The toll on female workers associated with the relationship between their gender and profession manifested at times with lower feelings of self-efficacy, isolation, sexual harassment, and belittlement of their knowledge and competence especially with working mothers and female senior staff. (Clayton, Hellen and Nielsen, 2009; Multhaup and Williams, 2017; Lewis, Lang and McKay, 2007; Stamarski and Hing, 2015). Other results like pay gap and promotion gap are also present among male and female software engineers in the United States (Dattero & Quan, 2005).
Assigning value to diversity is of great strategic business importance to Uber due to its contribution to employee retention (WHO, 2001; Hall and Parker, 1993). Uber has very little physical assets, contracts drivers all over the world, and is often faced with volatile markets due to the rapidly changing nature of the e-hailing business, thusly meaning that people are literally Uber’s biggest asset (Jordan, 2017). Research shows that a strong ICT company aspires to have a strong talent attraction and retention capability as demand for software developers continues to climb while diversity management is viewed to be a potential factor in organizational attractiveness to new recruits (Kudakwashe, 2015; Williams and Bauer, 1994). The US Bureau of Labor Statistics projects a 21% increase in the demand for software developers with no requirement for previous experience or on-the-job training (Bureau of Labor Statistics, 2020). Governments have even created special priority attraction schemes for talented software developers (Cerna and Chou, 2013). 	
	The policy takes a proactive transformative stance on managing diversity, which means that no measures forcing equality of outcome shall be maintained since systematic review showed that this type of Affirmative Action style is slower in achieving results in the United States following the Johnson act of 1965 and until recently (Kalev, Dobbin and Kelly, 2006), neither will this policy only be enforced only when conflict arises (Syed and Ozbligin, 2015; Kirton, 2003). The policy will however favor the use of non-binding percentage goals (no reward or punishment for achieving the goals) (Kalev, Dobbin and Kelly, 2006), centralizing responsibility for diversity with the executives (Kalev, Dobbin and Kelly, 2006), and the use of transparency in data (Grosser and Moon, 2008), public objective criteria of appraisal (Kalev, Dobbin and Kelly, 2006;WHO, 2001; Sharma, 2016; Stamarski and Hing, 2015), inter-firm cooperation (WHO, 2001), and mentoring and training (European Institute for Gender Equality, 2016; Jones, 2017; Sosik and Goshalk, 2000; Grant-kels, 2018). The objectives are split into short-term and long-term objectives:
Short Term objectives concerning unconscious biases
1- Addressing self-efficacy, self-esteem and diversity skills for all desiring personnel through Continuing Education (CE) and mentoring programs.
2- Transparency and clear and objective criteria in recruitment, appraisals, and career progression. 
3- The establishment of diverse promotion and selection panels irrespective of position.
4- The establishment of the diversity office that reports directly to the board committee on diversity and is responsible for making diversity goals and audits public to both staff and media. 
Long Term objectives concerning equal decision-making capacities
1- Equal representation of genders in decision making capacity.
2- The successful tracking of diversity issues by rigorous auditing.
3- Inter-firm cooperation in the tech sector for sustainable change.

Policy Content
Procedure Level
Implementation
	The diversity office in conjunction with the office of the Chief Executive Officer is responsible for the implementation of the policy’s content in various departments including HR. The office will take a change management approach (El-Murr, 2018) and is responsible for initiating change, managing resistance and maintaining and publicizing accomplishments. 
Harassment and the Law
Harassment or discrimination based on gender is illegal in the United States under Title VII of the Civil Rights Act of 1964. Uber would observe confidentiality and non-retaliation when handling such cases while abiding by the general HR policy on disputation and disciplinary measures. In compliance with the law, Uber would cooperate with the claimant and authorities to the extent of its capabilities.
Equal Pay
Equality of pay between genders is mandatory by law under the Equal Pay Act of 1963. Uber should enact the Human Capital Model whereby pay among peers in the same position will advance linearly on education and quadratically on experience according to Mincer’s model (1974) as confirmed by Dattero and Quan (2005).
Human Resources Practices
	HR processes related to selection, performance appraisal, promotions and overall decision making should be revised (Sharma, 2016). Some procedures are identified according to reviews of the literature include, performance appraisals with multiple criteria are more equitable than performance appraisals with few criteria (Sharma, 2016), having multiple raters is fairer in gender than a single rater (Sharma, 2016) especially when the raters include members of diverse groups (Multhaup & Williams. 2017), appraisal audits should be frequent and done in the presence of the diversity office (Sharma, 2016), Having clear objective criteria in appraisal far from personality-based criteria (Clayton, Hellen, and Nielsen, 2009), People returning from paid-work gaps shouldn’t be penalized for their absence (including maternity leave) in their next performance appraisal (WHO, 2001), implementing flexible work environments such as working from home and flexible business hours which have been shown to enhance diversity as well as organizational effectiveness (Sharma, 2016; Hall and Parker, 1993), Revising the algorithms for use of AI in selection since it has been shown to disproportionately favor men over women (Tans, 2019), Outreach to universities and the creation of diverse hiring visits to meet with and potentially recruit qualified women since it’s been shown that the demand is high enough to recruit people straight out of college (Bureau of Labor Statistics, 2020).
Intersectionality
	Uber Technologies would acknowledge that gender is only but one component of the complex human identity. Other bases of protections are outlined in the General Diversity Policy including Disability, Sexual Orientation, Age, Marital Status, Race, Religion, and National origin. However, it’s been shown in past research and court cases that certain prejudices against members of several protected groups at once (e.g. race and gender together like black female) can go unaccounted for due to the lack of legislation or by-laws protecting such intersectional groups (Crenshaw, 1989). This policy serves to apply to claims of discrimination against gender or any combination of protected characteristics that includes gender.
Culture Level
Measuring the current state of diversity
	As recommended by Sharma (2016), the process of enhancing gender diversity should start by measuring the current situation to identify the specific barriers to change, and the potential strengths that can be utilized.
Organizational Culture
	The board diversity committee is required to review and submit a proposal to modify the company’s mission, vision and values to accommodate the diverse nature of employees of all genders since masculine values have been shown to contribute to the stunting of career progression of women such as valuing long hours, and internal networking (Sharma, 2016). The diversity office shall also conduct surveys to probe the existing staff of their preferred values since involvement of employees in focus groups, surveys and other participatory activities can help achieve diversity (Sharma, 2016). This effect can trickle down to the rest of the organization according to Schein’s culture model (Schein, 2009). Moreover, leadership culture that adopts a paternalistic approach should be modified in favor of a more structured (somewhat transactional) approach (Sharma, 2016).
Managing Resistance
Resistance is a natural part of any organizational change, however, when managed ineffectively it can result in the failure of the change initiative (Lewin, 1947). Change can either be visible by acts of aggression, passive, or masked by questions of concern and factuality.
Discussing gender competence as a professional skill can help mitigate the effect of viewing gender diversity initiatives as attacks on males that are oppressing their female counterparts. Additionally, on an individual level, communication about gender equality should make it clear that the participant’s private life is not in question here and it is merely the professional responsibility of employees to adhere to institutional policy (European Institute of Gender Equality, 2016). The involvement of leaders as change champions can also mitigate the effect and help get the critical mass that can get the emotional investment required for the change initiative (El-Murr, 2018). It’s also important to train and map out change from an emotional level using frameworks that can predict the changing emotions and communicate the framework to employees and senior management. Such framework maps out forms of resistance from passive to active starting with denial, disavowal, inaction, appeasement, appropriation, co-option, repression and backlash. (El-Murr, 2018)
Inter Organizational Work
	A systematic review of the literature by the United Nations (WHO, 2001) on gender diversity showed that diversity inclusion can be stunted or regressed after the improving. Regular audit is thus essential by instituting a proficient quarterly reporting system (Grosser & Moon, 2008) that shares its results with all employees as well as the public. It’s also important to create a network between companies of the same sector to solidify the gains and publicize them, as this fosters the organizational commitment to the values of diversity. 
Communication and Discourse
	Diversity competence is to be implemented in different stages of career progression appraisal. Diversity competence is be viewed as an essential professional and business skill similar to leadership, teamwork or other skills. (European Institute of Gender Equality, 2016)


Individual Level
Continuing Education and Personal Growth Training
	Due to issues mentioned above related to self-efficacy and self-esteem, the department of continuing education should expand to deliver regular technical trainings to all interested parties. Moreover, personal growth training is used to advance concepts related to emotional maturity especially concepts related to good leadership such as Emotional Intelligence (Goleman, 1995).
Mentoring
	Mentoring relationships already exist in the organization. However, mentoring can be an effective tool for the progression of diversity agenda. Studies have shown from gender-dominated fields that mentoring (especially when men mentor women) is effective in reducing biases, increasing performance and enhancing the sense of self-confidence in women participants in mentoring (de Vries, Webb and Eveline, 2006; Jones, 2017; Grant-Kels, 2018). Mentoring programs can be formally instituted by the Office for Diversity but should have delegates in each department to increase commitment and participation. 
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