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What is the Inclusive Decision Making Framework?

This framework is for all staff to apply in their day to day work.   This is in recognition that we are all leaders in our own right and

have a part to play in embedding EDI across the system.  This document provides some guidance on how best to apply the

framework and signposts to resources available through the toolkit.

The Inclusive Decision-Making Framework aims to enhance our decision-making processes and ensure they are not influenced

by biases, and thoroughly consider the diverse needs of our workforce, our patients and the wider community.  Inclusive

decision-making involves thorough consideration of equality, diversity, and inclusion (EDI) when we are developing and

implementing strategy, plans, programmes, projects and commissioning and procuring services.

We have created the framework to support the embedding of equality, diversity and inclusion in

to our culture so that it can enable transformation and innovation across the Leicester,

Leicestershire and Rutland (LLR) System.  This means promoting inclusive and compassionate

leadership so that we can create a diverse workforce which is able to deliver 21st century care to

all of the communities in LLR.   The successful application of this framework ensures that we can

integrate equality analyses into our decision-making to reduce health inequalities and attract,

retain and develop diverse talent.

Why have we created the framework?

Who is this framework for?
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Benefits of Inclusive Decision - Making

To meet our legal and mandated
duties on equality, human rights and
reducing health inequalities including
demonstrating 'due regard' to the
Public Sector Equality Duty

To foster a culture of
Inclusive Decision Making
across the LLR system

To provide a shared EDI
resource across different
partners 

To provide practical steps to
ensure that the needs of different
communities and staff are
considered in decisions and plans

Meet the challenges of
delivering the NHS Long
Term Plan and NHS People
Plan across LLR

Enable transformation,
innovation in service
delivery and workforce
diversity
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Six Steps

of the

IDMF

evaluation

Review/

Options appraisal

and justifying

your decision

Identification of negative

and positive effects

Setting out the purpose

of the decision

Developing an

evidence base

Engagement

The Six Steps of the IDMF
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Enablers and Barriers

Fostering a Culture of

Inclusive Decision-
Making:
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Enablers of

Inclusive

Decision-Making
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What are the known benefits of

cognitive diversity?

Mix of people
involved in
decision-
making

Cognitive Diversity

‘The inclusion of people who have different ways of
thinking, different viewpoints and different skills sets’
(Schindler 2018)

How do we achieve it?

Better 
performance

Financial 
Service
quality 

Source: McKinsey 2017

Welcome and seek collaboration -
frameworks and processes to support this 

Open to new ideas and perspectives and
seeking unrepresented views

Value workforce and promote input
from workforce and communities 

Be aware of potential bias
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Collective Intelligence refers to a group or a team’s combined capacity and
capability to perform a wide variety of tasks and solve diverse problems. 
Collective Intelligence has been found to consistently predictive of the future
performance of groups and teams (Chikersal, P et al 2017).

Source: https://www.oxford-review.com/oxford-review-encyclopaedia-
terms/collective-intelligence/

Checking its not an
Echo Chamber 

Different ways of
thinking 

Cognitive Diversity

Collective Intelligence - CI

Collaboration
and team work 

Problems 
 through a

different lenses
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Cultural Intelligence - CQ

Cultural Intelligence refers to
the skill to relate and work
effectively in culturally
diverse situations. ... An
individual possessing cultural
intelligence is not just aware
of different cultures – they
are able to effectively work
and relate with people across
a variety of cultural contexts.
(https://theewgroup.com/wha
t-is-cultural-intelligence/)

Taken from David Livermoore: https://davidlivermore.com/2016/07/18/

 The four CQ capabilities

CQ Drive
Your interest, drive and
confidence to adapt to
multicultural situation

CQ Knowledge
Your understanding about
how cultures are different

CQ Action
Your ability to adapt when

working and relating
multiculturally

CQ Strategy
Your awareness and ability

to plan for multicultural
interactions
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Psychological Safety:
Psychological safety is the shared belief that it's safe to take interpersonal risks as a
group.  These risks include speaking up when there's a problem with the team
dynamics and sharing creative ideas, amongst others.  Psychological Safety is
associated with better performance. 

Prestige Oriented Leadership:
Leading through prestige means displaying one’s knowledge and expertise and
encouraging others to follow. Involves negotiation in decision-making.   In contrast
with 'Dominance Leadership' in which employees usually have little choice but to
follow the leader. 

Constructive Dissent: 
Encouraging different views, rigorous discussion, encouraging disagreement to
ensure all different views are considered.  By encouraging differences of opinion
often lead to increases in creativity and better problem-solving.
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Barriers to

Inclusive

Decision-Making
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Bias is not the same as prejudice or discriminatory behaviour, but bias can lead to stereotyping of groups of people and the
fostering of negative beliefs about those groups of people.  If those beliefs develop into prejudices then this in turn can lead
to discriminatory behaviours and practices. Types of bias:

Social biases impact on

relationships affect team and

organisational cultures.  An

example is Bandwagon Effect

when people do something

because others are doing it.

Affinity bias is another

example of social bias and is

where people select and

favourite others because they

are the same as themselves

Financial biases are

described as imprecise

mental shortcuts we make

with numbers.  An example

of this would be the

Ostrich Effect, sticking

your head in the sand,

pretending that negative

financial information simply

does not exist.

Short-termism refers to

decisions that can be

rationalised in the moment,

but do not add any long-

term value. 

An example would be

Status Quo bias ‘This is

how we do things here’

Team and organisational

decisions are often about

projections about the

future, but cognitive bias

can challenge the

accuracy of those

estimates.  This is known

as Failure to Estimate Bias.

Social Bias Financial Bias Short-TerminismCognitive Bias

Cognitive Bias

Source: Raconteur 14



Heuristics: 
These are the mental shortcuts that humans use to reduce task complexity in judgement and
choice e.g. which pizza do I order or which laundry detergent should I buy?  (i.e. using general rules
of thumb to help make decisions).  A barrier as your preferences automatically lessen your chance
of a different pizza topping or detergent brand. 

Homophily:  
Literally means "love of sameness," is a sociological theory that similar individuals will move toward
each other and act in a similar manner.  Coined in 1954 by social scientists Paul Lazarsfeld and Robert
Merton.

Dominance Dynamics: 
When one or two people dominate the discussion, it suppresses the insights of others,
particularly the introverts. 

Echo Chambers: 
This is a collective view / ideas / opinions which are shared by a group of people.  They pay attention
to information that fits their conclusions and ignore information that does not. 

Source: Matthew Syed Rebel Ideas

15



Implementing our

Legal Duties to

facilitate Inclusive

Decision-Making
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This means, we must:

The Public Sector Equality Duty (PSED)  Section 149 of the

Equality Act 2010

A public authority must, in the exercise of its
functions, have due regard to the need to: 

Foster good relations between people
who share a protected characteristic
and those who don’t share it 

Eliminate discrimination, harassment,
victimisation and other unlawful acts 

Advance equality of opportunity
between people who share a protected
characteristic and those who don’t
share it 

Take steps to meet the needs of people
who share a protected characteristic

Encourage people who share a protected
characteristics to participate in public life
or in any activity which participation is low

Remove / minimise disadvantages
suffered by people who share a protected
characteristics
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Marriage and Civil
Partnership

Sexual
Orientation

Religion and
Belief

Pregnancy and
Maternity

Gender
Reassignment

Age Disability Ethnicity

Sex

Protected Characteristics
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Types of Discrimination

Harassment
Harassment is unwanted conduct that violates a person’s dignity or creates an
intimidating, hostile, degrading, or offensive environment. 

This type of discrimination occurs when a
person is treated less favourably than another
person because of perceived or actual
‘difference’, such as belonging to a protected
characteristic group e.g. gender reassignment.

Direct discrimination 

Discrimination by perception

Discrimination by perception occurs when a
person is thought to have a particular protected
characteristic or is treated as if they do. 

Victimisation is when an individual is adversely
treated because they have made a complaint
of discrimination or harassment or provided
evidence of such a case. 

Victimisation

Discrimination by association
occurs when a person is being
treated less favourably because
they are linked or associated with a
person who has a protected
characteristic, such as disability.  

Discrimination by association

Indirect discrimination happens when there is a rule, a policy or even
a practice that applies to everyone but inadvertently disadvantages a
particular group, or groups of people, who share a particular
protected characteristic, such as maternity. 

Indirect discrimination can be justified if it can be shown that the rule, policy, or
practice is intended to meet a valid objective in a reasonable way. If the valid
objective can be evidenced, indirect discrimination can be lawful.  

Indirect discrimination
Indirect discrimination happens when there is a rule, a policy or
even a practice that applies to everyone but inadvertently
disadvantages a particular group, or groups of people, who share
a particular protected characteristic, such as maternity. 

Indirect discrimination can be justified if it can be shown that the rule, policy,
or practice is intended to meet a valid objective in a reasonable way. If the
valid objective can be evidenced, indirect discrimination can be lawful.  
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Everyone that carries out a public body function is aware of the
equality duties.  Decision makers should know their duty and have a
good level of knowledge about equality groups. Compliance with the
equality duty involves a conscious approach and state of mind. 

This is also referred to within the Brown principles.

Compliance with the equality duty starts at the beginning and during
decision making.  This means that equalities considerations must
include all relevant protected characteristics and consideration must
be given to equalities issues before a decision is made – it cannot be
retrospective.

This is also referred to within the Brown principles.

As public bodies we need to consciously think about the three aims of the Equality Duty under the PSED as part of the process of
decision making. The Equality Duty is one of a number of factors that need to be considered.  The weight given to the Equality
Duty, compared to other factors, will depend on how much that function affects discrimination, equality of opportunity and good
relations; and the extent of any disadvantage that needs to be addressed.   The following principles, drawn from case law, explain
what is essential in order for the Equality Duty to be fulfilled. We need to ensure that:

Timeliness

Knowledge and Skills
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Any potential adverse/positive impacts are explored and that evidence
is provided in relation to equality and health inequalities.  Any potential
negative impact should be minimised or removed where possible.  The
equality duty should be exercised in substance, with rigour and with an
open mind in such a way that it influences the final decision.  Its not box
ticking!

This is also referred to within the Brown principles.

The decision maker considers what information they have and what
further information may be needed in order to give proper consideration
to the PSED.  This includes involving people from protected characteristic
groups and health inclusion groups in the decision/plan.

This is also referred to within the Gunning principles.

Real Consideration

Sufficient Information

Implementing the Equality Duty to Facilitate Inclusive Decision-Making
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Public bodies are responsible for ensuring that any third parties
which exercise functions on their behalf are capable of
complying with the Equality Duty, are required to comply with it,
and that they do so in practice. It is a duty that cannot be
delegated.

This is also referred to within the Brown principles.

Public bodies should record any equality considerations and keep
accurate records showing how the decision was reached.  Public
bodies must also have regard to the aims of the Equality Duty when a
proposal is implemented and reviewed.  The Equality Duty is a
continuing duty.

This is also referred to within the Brown principles.

Not Delegable

Record and Review

Source: Quick Start Guide to the Public Sector Equality Duty, GEO
22
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In how they set
strategic direction,

review performance
and ensure good

governance of the
organisation.

Board
members

In how they oversee
the design, delivery,

quality and
effectiveness of the

organisation’s
functions

Senior
managers

In how they raise awareness
and build capacity about the

Equality Duty within the
organisation and how they
support staff to deliver on

their responsibilities.

Equality,
Diversity and

Inclusion Teams

Human
Resources

Teams

Policy makers

Communications
Teams 

Analysts

Front line
staff

Procurement and
commissioning

staff 

 In how they build
equality considerations
in employment policies

and procedures.

In how they build
equality considerations

in all stages of the policy
making process

including review and
evaluation

 In how they ensure
equality information

is available and
accessible.

In how they support
the organisation to

understand the
effect of its policies

and practices on
equality.

In how they use
equality considerations

in the delivery of
services to the public.

In how they build equality
considerations in the

organisation’s
relationships with

suppliers/providers.

Inclusive Decision-Making: Roles and

responsibilities 

It is important that people throughout the LLR system are aware of the Equality
Duty and their role in the inclusive-decision making process. These include: 
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Health and Social Care Act 2012

Reduce inequalities in relation to access and outcomes
Promote involvement of patients and carers in decisions 
Enable patients to make choices about their health care
Deliver high quality, integrated services to reduce health inequity

The Health and Social Care Act 2012 states that public bodies must in
the exercise of their functions, have regard to the need to:

Health bodies must also make arrangements to ensure that
individuals to whom a service may be, or will be provided to, are
involved in the service planning, development and decision-making
process.  This can be done through consultation, by providing
individuals with information or through other methods. 
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Health inequalities are unfair and avoidable differences in health across the population, and between
different groups within society.

Health inequalities arise because of the conditions in which
we are born, grow, live, work and age.  These conditions
influence our opportunities for good health, and how we
think, feel and act, and this shapes our mental health,
physical health and wellbeing.

There are multiple factors which impact health - not all
of these factors are within the control of individuals

Suicide is the biggest killer of
men under 45 years old 

People with learning
disabilities are 4 times as likely
to die from preventable causes 

People in lower socio-
economic groups are more

likely to have long-term
health conditions

Dahlgren and Whitehead, 1991. 

Health Inequalities
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Health Inclusion Groups

In addition to the protected characteristic groups, we also recognise that there are additional groups that
experience health inequalities and face disadvantage in society.  Health inclusion groups generally refer to those
who are socially excluded and at risk of poorer health outcomes.  These groups include but are not exclusive of:

Gypsy, Roma  
& Traveller 
community

Asylum
Seekers /

Refugees /
Migrants   

People in
contact with
the Justice

System

Deprivation
/ Homeless   

Sex workers  Substance
misuse

Victims of 
Modern 
Slavery 

There are other groups that need consideration in decision-making - such as Carers, Veterans, and Rural
Communities.
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Self-Discovery

Leadership

Self-Directed 
Learning 

A Toolkit to Foster Inclusive Thinking 

Coaching & Mentoring
360 Degree Feedback
Emotional and Cultural
Intelligence

Leading Change & Continuous Improvement
Values-Based Recruitment 
Mid-Leadership Programme
Diversifying Leadership 

Appraisal 
Harvard IAT Test 

Compassionate and Inclusive Leadership
Culturally Sensitive Conversations
Cognitive Diversity
Building Trust
Bias in Organisations
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LLR Academy website
https://www.llracademy.org/

 
 

LLR Academy email
llracademy@uhl-tr.nhs.uk
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