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Inspiring practice: Strategic Framework for a
Diverse and Inclusive Human Resources policy

The municipality of Ghent, Belgium, is advancing diversity and
iINnClusion through targeted infernal policies. With its commitment
fo iNnclusive employment practices, Ghent is working 1o retlect the
diversity of its population within its administration. In 2020, the
municipality adopted the “Strategic Framework for a Diverse anc
INnclusive HR-policy 2021-2025" sefting out ifs vision and priorities on
DEl In the workplace.

Objective

To support employees who share personal characteristics through
dedicated peer networks. These groups aim to foster a stronger sense
of belonging, reduce isolafion and create informal spaces of
solidarity within the organisation.

The framework outlines Ghent's current DEl priorities, focusing on
oeople with disabilities, the LGBTQIA+ community, and individuals of
foreign origin. It includes 85 actions to be considered or implemented
across departments. It also offers support fo feams and managers. A
revised version is planned for 2025 to further consolidate and expand
fthese efforts.
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Implementation steps

Phase 1: Strategic vision and framework

The municipality adopted the overarching framework Iin 2020,
identifying key priority groups and proposing targeted actions. This
created a common language and ambition across departments.

Phase 2: Deparimental ownership and action plans

Each municipal department was asked to develop its own DEl Action
Plon based on the framework. Some developed comprehensive
strategies, while others made more Iimited progress. Actions were
tallored to the department’s function.

Phase 3: Inclusive policy innovation
Examples of departmental action include:

e The Department of Health & Care intfroduced an anti-discrimination
stfatement co-signed by staff and residents in care facilities.

e The Department of Weltare revised the function description for social
workers to promote diversity and inclusivity in recruitment.

Phase 4: Monitoring and review

Though representation targets were set (e.g. 30% of new hires from ©
foreign origin, 2% with disabillities), broader inclusion metrics remain
under development. A follow-up strategic framework is planned for
2025, aiming to Improve concrete goal setting and Inclusiveness
indicators.
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Lessons learned & challenges

Provide practical support and recognition

Offer a dedicated budget, regular access to space and clear Humar Resources
recognifion of the networks as part of the infernal inclusion strategy. Even small
forms of institutional support make a big difference in visibility and legitimacy.

Respect autonomy

Let networks be shaped by their members. These groups function best when they
reflect the needs and rhythm of the people they serve. HR can be a facilitator
not a driver.

Normalise their presence

Infegrate visibility of the networks into internal communications and DEl
materials. This helps increase understanding among all staff and makes the
networks more approachable for new employees.

Foster trust and confidentiality

Ensure that participants feel safe joining without fear of judgement, retaliation,
or tokenisation. Set clear expectations for confidentiality in meetings and
communication.

Build bridges, not silos

Encourage soft collaboration between different employee networks and
departments when relevant, without forcing alignment. This promotes
Infersectional awareness and shared learning.

Don’t instrumentalise the networks

Avoid using the networks as a PR tool or placing the burden of solving
organisational DEl issues solely on their members. These groups are not o
subbstitute for institutional responsibility.

Don’'t minimise time and effort required

Two hours per month of work exemption may not be enough. Explore opftions for
additional support for coordination, especially when networks take on
consultative roles.
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Don’t allow scepticism to undermine purpose

Be prepared for internal resistance or misunderstanding some staff may question
the relevance of identity-based groups. Tackle this by proactively
communicating the networks' value for wellbeing, connection and inclusive
culture.

Don’'t assume one-size-fits-all
Each network will have different dynamics, needs and levels of engagement.
Avold Imposing a uniform structure or performance expectations across dall

groups.

How can this replicated by others?

Municipalities can adapt this approach by developing a central DEl vision and
enabling each department to create tailored action plans. Success depends on
balance: strong central coordination with localised ownership and flexibllity.

Contact us

Reach out to the D&l office (HR Department)
“ diversiteltsbeleid@stad.gent
Strateqgic Framework 2021-2025 (PDF)

DIiGiN Consortium Partners:
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This document is a result of the DIGIN Project, funded by the European Union
under the CERV-2023-EQUAL call, aimed at integrating Diversity, Equity and
Inclusion (DEl) across European municipalities to reflect the diverse
demographics of local societies.

Find out more:

Connect with us on Facebook | Linkedin | X | BlueSky

Disclaimer: This document only reflects the authors’ views. The European
Commission Is not responsible for any use that may be made of the information it
contains.
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Important note for the use of these documents: The documents are offered
under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0
International (CC BY-NC-ND 4.0) license. They are freely accessible for non-
commercial purposes while requiring proper attribution to the original
authors. This license does not allow any modifications or adaptations of the
documents and is designed to maintain the integrity of the content. DIGIN
upholds the values of open, shared knowledge by adhering to this licensing
approach, which promotes accessibility while preserving the original work.

How to cite this document? Mike, N., & Lanckriet, A. (2025). Strategic
Fraomework for a Diverse and Inclusive HR Policy. Municipality of Ghent.
Adapted and edited by Yellow Window for the DIGIN Project, funded by the
European Union.

More outputs from DiGIN available at
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