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Boards need to understand where they are today, 
and align on a vision of where they want to be 
tomorrow, but many struggle.

When boards need a boost to move them up the 
DEI maturity curve, they put our DEI Health Check 
to work. 

From “what are we missing?” to “where do we go 
next?” WATSON is here to help.

DEI is vital to the health of 
your organization. 
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Who is this for?
Boards of all shapes, stripes, and 
stages of DEI put the DEI Health 
Check to work for them. 
Your board might benefit from the 
DEI Health Check if you need:

• A catalyst to increase alignment, 
motivation, and commitment to DEI

• To build on the groundwork you’ve 
already laid – what to prioritize, 
and what is most practical for your 
organization

• Guideposts to know where you are 
keeping up or falling behind, and 
what your gaps and risks may be

• To maintain the good work you’ve 
done and keep doing better – it’s 
timely to check in and plan what 
comes next

We hear all the time that boards want to 
prioritize diversity, equity and inclusion, 
but many just feel stuck. 

With the DEI Health Check, we help 
boards gain a clear picture of where they 
are today and what they want their future 
to look like, then provide the support and 
guidance they need to see it through.

- Rachel O’Connor 
Practice Lead, Leadership & Performance
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How we help you
Using the DEI Health Check, we help boards and their management teams explore where they are and where to go 
next. We recognize that no two boards are alike, and this isn’t a one-size-fits-all approach – we meet your board where 
it’s at and accelerate it forward, choosing the scale and depth of process that meets your needs. 

We offer two options:

For boards looking for a targeted, quick, and 
straightforward offering, just when they need it.

RAPID DEI CHECK
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Health Check in hand, we then provide a deeper dive into specific facets of DEI, whether in the form of planning, learning, or hands-on 
development. This is where our DEI Accelerators come in; just-in-time modules of work with resources, coaching and advice to make a 
difference and move you forward. Using the DEI Health Check Living Framework, we provide an overview of important trends, and work 

with you to move the needle on the current opportunities and issues you are facing.

DEI Accelerators

DEI HEALTH DIAGNOSTIC
For boards who want a deeper, more fulsome, and 

nuanced understanding of their DEI.

Board 
survey

Management 
survey

Document review 
based on a DEI 

intensive checklist

Interviews with 
directors, 

management, and 
other selected 
participants

Facilitated 
board 

session

Summary report 
with reflections  
from WATSON 

experts

Report with overview of 
strengths, areas of future 

focus, and practical 
recommendations

Next 
steps

Rapid DEI 
Check

DEI Health 
Diagnostic

light

intensive



DEI Living Framework

The Board’s 
Own DEI

Is the board diverse?

Is it inclusive?

Are the board’s practices 
equitable for directors (and 

prospective directors)?

The Board’s 
Oversight of DEI in 
the Organziation

Does the organization have a DEI 
strategy with goals and metrics?

How is the organization’s health in 
terms of DEI?

Are DEI initiatives progressing and 
delivering outcomes?
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The 
Board’s 
Own DEI

Oversight 
of DEI

DEI Lens 
to Work

DEI
Health
Check

We have codified all of this into what we call our DEI Living Framework – a toolkit 
of considerations from the board’s vantage point, and how we dig into those 
considerations. 

We call it a “Living Framework” because, like our clients, our broader society, and 
communities, we continue to learn and adapt as new thinking and experiences 
expand our view. 

Today, we assess current practices against 36 practice points that reflect DEI health.

At WATSON, we’ve found that bringing DEI to 
life requires attention to three key dimensions.

How the Board 
Brings a DEI Lens to 

All Its Work

Does the board consider DEI when dealing with 
strategy, financials, risk, safety, customers, etc.?

Does the board embed DEI thinking and 
momentum in themselves as directors, 
management, the organization, and its 

stakeholders?

Does the organization live DEI from the big 
decisions at strategic level to daily transactions?



Is it time for a deeper look?
Our self-assessment is a quick way to see if it’s time for a DEI tune-up, or something deeper. Consider each 
statement, and then see our guide at the end to assess your board’s DEI Health.

For each statement, reflect on what you have seen in practice, beyond words, and circle the rating that best applies.
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The board and management have defined a common vision for DEI.

The organization has a DEI strategy and the board was a key partner in shaping it.

A common vision for DEI shapes and informs the organization’s overall strategic planning.

The board monitors the organization’s progress on DEI with data, metrics and insight.

Management is held accountable for progress on a human capital strategy that is 
designed to deliver DEI outcomes.

The board widely integrates DEI in its work (e.g., oversight of risk, finance, strategy, 
customers, environment, etc.)

The board has accurate visibility into the organization’s culture in a multi-dimensional 
way, deeper than the surface.

Purpose, Mandate and Strategy

Board Leadership and Organizational Oversight

Weak    Strong

Weak    Strong

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3
1 2 3
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DEI is top of mind when addressing CEO and executive talent matters (e.g., succession, 
recruitment, compensation, etc.).
CEO and executive talent processes are reviewed and monitored to ensure there is no 
embedded bias.
The board regularly discusses issues of inclusive culture, inclusive leadership, and DEI 
with management.
There are clear roles and expectations with respect to engagement with interest-holders, 
rights-holders and others.

The board’s terms of reference, code of conduct and other frameworks embed DEI in 
the board’s work.
Board members embody inclusive behaviours and demonstrate leadership for DEI both 
inside and outside the organization.
The board is concerned about, and seeks to understand, how the organization’s DEI is 
perceived internally and externally.
The board challenges management to understand how DEI has been considered in 
strategic and operational decisions.
There is mechanism for material DEI-related issues to get escalated to the board (e.g. 
included in Whistleblower Policy) and when they are, they are addressed with good 
process and care.
The board’s norms promote inclusive behaviours; both the spoken and unspoken rules 
of the board are inclusive.
All directors are expected, able, and comfortable to question and challenge, and to 
share independent perspectives in discussions.

Board Leadership and Organizational Oversight

Board’s Own Culture

Weak    Strong

Weak    Strong

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3
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The board has the right skills, experience and character to effectively fulfil its oversight 
responsibilities, including DEI oversight.
When board members are being recruited, their readiness and ability to lead with a lens 
of DEI is considered.
The board has identified which aspects of diversity are important and ensured that 
board composition reflects this  .
The board has embedded DEI in its development of the board profile matrix and board/
chair succession planning.

Board practices are designed to reinforce the desired norms of the board and make 
space for inclusive dialogue.
The chair profile and chair selection process lead to selecting a chair who will support 
and champion DEI.
There are practices that ensure there is equitable opportunity for directors to become 
chair or committee chair.
Onboarding for directors includes DEI topics (both the board’s own DEI, and the 
organization’s).
There is an environment and expectation of continuous learning for the board, including 
DEI.
The process for selecting committee members and chairs leads to diverse and inclusive 
committees.

Board Composition

Board Practices

Weak    Strong

Weak    Strong

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3
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The board evaluates its own performance both in terms of its own DEI and in terms of 
how it governs with a DEI lens.
There are clear board policies for mitigating and addressing issues relating to dynamics, 
behaviour or inclusion.
There is sufficient administrative and logistical support for the board; this includes 
support for access and accessibility.
Meeting venues, agendas, and structures are accessible and are conducive to 
constructive and inclusive discussion.
Policies for director remuneration, education, and travel are equitable and support board 
diversity.

Board Policies and Processes Weak    Strong

Interpreting your results
Mostly 3s:  Congratulations! Your board is well ahead of most; we can 
all learn from what you are doing. Consider where 1s and 2s remain and 
see what can be done to address them. (A WATSON DEI Accelerator 
module can help you move quickly and with focus.)

A mighty mix: You have made some progress and have some of the 
important elements in place. It would be worthwhile to validate your 
perspective by hearing from others on the board and management, 
and to prioritize the things that will make the biggest difference from 
here. (A DEI Health Check process can provide those things.)

Many 1s and 2s: There is lots of work to do here, and we would 
recommend a roadmap that accelerates you along the DEI maturity 
curve. This is not an area that can be ignored or treated passively. 
(WATSON can help chart a course and set out at a good pace.)

The DEI Health Check is based on more 
detailed and proprietary version of our 
framework, and uses multiple sources 
of input to give us a deeper and more 
objective view

We can all benefit from a fresh 
perspective.
Our goal in providing this self-assessment 
is to help all organizations understand what 
good looks like in this area, and prioritize 
how they will continue to strengthen.

To truly get insight, prioritize and build 
buy-in, we recommend a DEI Health 
Check process, and WATSON would be 
pleased to assist. 

1 2 3

1 2 3

1 2 3

1 2 3

1 2 3
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Email letwatsonhelpyou@watsoninc.ca to connect 
with a WATSON governance advisor.

Ready to check your 
board’s DEI health?
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