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Boston Consulting Group partners with leaders 
in business and society to tackle their most 
important challenges and capture their greatest 
opportunities. BCG was the pioneer in business 
strategy when it was founded in 1963. Today, 
we work closely with clients to embrace a 
transformational approach aimed at benefiting all 
stakeholders—empowering organizations to grow, 
build sustainable competitive advantage, and 
drive positive societal impact.

Our diverse, global teams bring deep industry and 
functional expertise and a range of perspectives 
that question the status quo and spark change. 
BCG delivers solutions through leading-edge 
management consulting, technology and design, 
and corporate and digital ventures. We work in a 
uniquely collaborative model across the firm and 
throughout all levels of the client organization, 
fueled by the goal of helping our clients thrive and 
enabling them to make the world a better place.

The World Petroleum Council is the only neutral, 
nonprofit, nonpolitical global forum for promoting 
and engaging in dialogue on the responsible 
production and use of the world’s oil, gas, and 
other energy resources and their products for the 
benefit of all.

The WPC was formed in 1933 and is registered 
as a charity in the UK. Through its National 
Committees it brings together public and 
private leaders and experts from producers and 
consumers to address global energy issues. Its 65 
member countries represent 96% of the world’s 
oil and gas production and consumption. The 
triennial World Petroleum Congress, also known 
as the “Olympics of the oil and gas sector,” is 
the premier global forum facilitating an open 
dialogue around oil, gas, energy, and their 
products. 



Contents

01 	 Preface

02	� Introduction
•	Challenges Persist in the Sector

•	Signs of Progress Emerging	

•	A Structured Approach to Accelerating 
Progress

06	� The Oil and Gas Industry Today
•	Pockets of Regional Improvement

•	How Global Companies Performed

•	Key Findings from Our Employee Survey

13	 �Major Developments Affecting 
the Industry
•	The Energy Transition

•	Changes Due to COVID-19

ǟǟ 	Case Study: YPF

•	Expanding the Definition of Diversity 
and Inclusion

ǟǟ 	Case Study: bp

24	� Driving Further Progress in the 
Industry
•	The Industry Has Laid the Foundation 

for Change

•	Reinforce Leadership Commitment 
Through Visible and Sustained Support

ǟǟ 	Case Study: Salym Petroleum

•	Track Baseline Metrics and Set Clear 
Goals and Targets

ǟǟ 	Case Study: ADNOC

•	Ensure That There Is No Bias in  
Promotion Pathways

ǟǟ 	Case Study: Kuwait Petroleum  
	Corporation

•	Empower Employee Resource Groups  
to Improve Program and Policy  
Effectiveness

ǟǟ 	Case Study: Aera Energy

•	Link D&I Outcomes to Capabilities 
Around Innovation and Adaptation

ǟǟ 	Case Study: Shell

•	Actively Create an Inclusive  
Environment

ǟǟ 	Case Study: Chevron



45	� Our Tool for Assessing (and  
Advancing) D&I Maturity

48	� Conclusion

50	� Methodology

52	� Appendix: Full Data on Company 
Policies and Programs

55	� Acknowledgments

57	� About the Authors



BOSTON CONSULTING GROUP    X    WORLD PETROLEUM COUNCIL � 1

Preface 

This report is part of an ongoing partnership between 
the World Petroleum Council (WPC) and Boston 
Consulting Group (BCG) to provide an assessment of 

diversity and inclusion in the oil and gas industry. It builds 
on the findings of a 2017 report by the WPC and BCG, 
“Untapped Reserves: Promoting Gender Balance in Oil 
and Gas,” but goes further and considers issues around 
diversity and inclusion more broadly, expanding the defini-
tion of diversity beyond gender and beginning to acknowl-
edge the importance of equity. 

Our report’s findings are based on substantial proprietary 
research, including a survey of more than 2,800 employees 
working in the industry across 60 countries, along with 
more than 50 interviews with senior executives and other 
industry professionals. In addition, we have analyzed data 
from 50 international oil companies, national oil compa-
nies, and service providers with collective revenues of $2 
trillion and about 14% of global employment in the sector.

In summary, although progress has been made, much 
remains to be done. Diversity is proven to improve busi-
ness performance, and now more than ever the accelerat-
ed pace of change brought on by the energy transition and 
digitization demands greater diversity in the sector. These 
new challenges require successful innovation, which hinges 
on companies’ ability to foster diversity of thought.

We plan to provide an updated report every three years in 
conjunction with the triennial World Petroleum Congress 
to keep track of industry progress and the effectiveness of 
the actions we recommend. Our intention is to enable oil 
and gas leaders to make the decisions and interventions 
necessary to increase their people diversity and ultimately 
deliver improved business results and employee experienc-
es. The WPC and BCG hope that this report will provide an 
opportunity for energy companies to reassess and renew 
their efforts to accelerate improvement in diversity and 
inclusion and to drive positive change. 
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Introduction Since 2017, when the World Petroleum Council (WPC) 
and BCG first examined attitudes about gender bal-
ance in oil and gas, the industry has experienced 

significant disruption. In addition to the severe effects of 
the COVID-19 pandemic, the global energy transition and 
the continued growth of digitization have accelerated both 
the need for and the pace of change.

The percentage of women working in the oil and gas indus-
try remains unchanged at 22%, the same level reported in 
2017. The pandemic and associated oil price shock likely 
impacted progress, which underscored the need for contin-
ued focus, commitment, and action to improve diversity 
and inclusion (D&I). There are glimmers of hope: the num-
ber of D&I policies and programs introduced by companies 
is up by about 50% since 2017, indicating that even though 
outcomes stalled, the commitment to act and lay founda-
tions for future progress strengthened throughout the 
period. 
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Challenges Persist in the Sector

More must be done to achieve gender parity and improve 
diversity. Significant gaps in policies and programs remain. 
Less than half of companies link leadership compensation 
to D&I goals. And only one-third have procedures to ensure 
“blind” screening of candidates to remove unconscious 
recruiter biases.

Companies must take urgent action to boost diversity 
among their employees and make diversity a strategic 
priority if they are to thrive in a data-driven, low-carbon 
world. This new world will require innovation, and innova-
tion requires diversity; BCG has found that companies with 
greater diversity outperform others on both innovation and 
EBIT.1 To attract and retain a more diverse talent pool, 
companies need to adopt practical measures such as 
flexible working and must accelerate efforts to create an 
inclusive environment. In addition, industry values and 
priorities must align more closely with those of potential 
new hires—on climate issues, but also on social equity 
issues and on the definition of diversity itself.

While other sectors have realized the importance of 
purpose-led work, better work-life balance, and equity, 
many oil and gas companies have only recently begun to 
commit to this journey in earnest. Our research shows that 
although the importance of race is increasing in the oil and 
gas sector’s D&I conversation (based on industry press 
coverage), gender remains the primary topic. 

So far, oil and gas companies have undertaken fairly simple 
and straightforward D&I initiatives and have met local 
regulatory and legal requirements. Further progress will 
require business leaders and managers to take harder 
steps—questioning unconscious bias far more and making 
deliberate decisions to boost diversity and inclusion in 
their hiring choices, policies, and support throughout em-
ployees’ career life cycle. Such an effort calls for a more 
intentional and proactive approach, led from the top, that 
embeds D&I values in all key business processes, especial-
ly HR-related ones. According to our findings, five challeng-
es require especially urgent attention:

•	 Underrepresentation of Women in Entry-Level 
Jobs. While 44% of male and female STEM graduates 
and young professionals worldwide indicate an interest 
in working in the oil and gas industry, women occupy 
only about one-quarter of the industry’s entry-level po-
sitions.2 This results in a slimmer pipeline for women to 
be promoted from within.

•	 Lack of Women’s Representation in Technical and 
Operations Roles and Expatriate Positions. Women 
continue to be underrepresented in these areas—both 
of which are critical to improving a person’s promotion 
prospects—despite the willingness of nearly two out of 
three women in our employee survey to accept interna-
tional assignments and alter their career plans. 

•	 Low Uptake of Existing D&I Policies. About half of 
the male and female employees we surveyed said they 
don’t use their company’s D&I policies and programs. 
While some employees said that doing so was “too 
much effort,” others said that they felt unsupported 
unless their supervisor was also from a diverse group. 

•	 Persistent Unconscious Biases Around Gender-
Related Challenges. Although they are more aligned 
now than they were in 2017, women and men still differ 
in their views about female career challenges, with a 
significant perception gap remaining in several areas. 
Men hold over four-fifths of decision-making senior and 
executive-level positions, increasing the risk that a lack 
of understanding of the actual barriers faced may nega-
tively impact women’s prospects for advancement. 

•	 Low Female Representation in Senior Roles. The 
proportion of women in senior-level decision-making 
positions is half that of women in midlevel positions, 
particularly in business and administration roles (where 
the numbers dropped from 26% in 2017 to 13% in 2020). 
This pattern holds true across regions and is consistent 
with our 2017 findings.

1.	 BCG: How Diverse Leadership Teams Boost Innovation, 2018.

2.	 ADNOC: Oil & Gas 4.0: Workforce of the Future, 2019.

https://www.bcg.com/en-au/publications/2018/how-diverse-leadership-teams-boost-innovation
https://www.adnoc.ae/-/media/adnoc/files/publications/workforce-of-the-future/oil--gas-40--workforce-of-the-future-report--march-12-2019.ashx?la=en
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Signs of Progress Emerging

There are some positive signs that companies have taken 
action since 2017 to support diversity:

•	 About 67% of the companies we surveyed in 2020 have 
a dedicated D&I team, typically within HR, compared to 
39% in 2017; and 74% of companies track relevant D&I 
key performance indicators (KPIs), versus 40% in 2017. 

•	 The CEOs of 77% of companies have publicly pledged to 
meet D&I targets—up from 38% in 2017. 

•	 About 70% of the employees we surveyed in 2020 be-
lieve that the industry has improved the way it addresses 
D&I since 2017.

The industry’s more active approach has yielded positive 
results in important areas. While women’s overall repre-
sentation in the industry has remained flat, the share of 
women in global companies (those with operations in 
multiple countries) has risen slightly from 24% to 25%, and 
the proportion of women at global companies entering the 
industry as university graduates has also increased slightly, 
from 26% to 28%. In addition, the number of D&I policies 
and programs implemented by companies (across all types 
of interventions) has increased, on average, by about 
50%—a significant and very positive shift since 2017. 

Notably, all of the companies that we surveyed in 2020 
offer maternity leave, and more than 95% of them support 
equal pay, offer paternity leave, and have sexual harass-
ment policies in place (versus 90% of companies offering 
maternity leave, 67% of companies supporting equal pay, 
and 56% of companies providing paternity leave in 2017). 
Now that these critical table stakes (which are often man-
dated by governments) are widely in place, companies are 
starting to explore more advanced policies and programs, 
including childcare support and making diversity a key 
component of leadership remuneration. 

A Structured Approach to Accelerating Progress 

The business case is clear. By creating a more diverse and 
inclusive culture, oil and gas companies can benefit from 
greater depth and breadth of perspective and can boost 
business performance. According to Catalyst, a nonprofit 
organization, companies with more women on their board 
of directors outperformed those with the least on three 
financial measures: return on equity (53% higher), return 
on sales (42% higher), and return on invested capital (66% 
higher). Another study shows that companies with top-
quartile performance on ethnic and racial diversity enjoyed 
35% higher financial returns, and those with top-quartile 
gender diversity were 15% more likely to have returns 
above industry mean.3 But how can senior leaders create 
an environment that attracts, retains, and advances diverse 
individuals whose profiles differ from the dominant ones? 

In the course of our research, we’ve identified three essen-
tial elements that together form a framework for a success-
ful D&I strategy. (See Exhibit 1.) They are as follows:

•	 Foundational D&I Policies and Programs. Companies 
need to ensure that strong policies and programs are 
in place so that they can track progress and maximize 
business performance. For example, they must introduce 
procedures to ensure that managers are held account-
able for achieving D&I goals and to embed D&I values in 
decision making, in addition to providing basic (and often 
regulatory) requirements such as maternity/paternity 
leave, equal pay, and anti-discrimination policies. 

•	 Strategic Operating Model and Targeted Interven
tions. Companies must create a strategic operating 
model that enables them to attract a more diverse 
talent pool, retain diverse staff throughout the employee 
journey, and ensure that diverse individuals advance 
into senior-level jobs. For example, companies need to 
ensure that their policies and processes are impartial 
and gender neutral, and take a transparent, merit-based 
approach to assessment. 

•	 Clear, Sustained Commitment from Senior Leader
ship. Strong, visible commitment from senior leader
ship, supported by clear accountability, is a key factor in 
determining whether male employees consider diversity, 
equity, and inclusion important. This includes having 
clear targets and aspirations to signal that D&I is a stra-
tegic priority for the organization and to foster account-
ability within leadership for driving D&I outcomes. 

3.	 https://hbr.org/2016/11/why-diverse-teams-are-smarter.

https://hbr.org/2016/11/why-diverse-teams-are-smarter%20
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Our research and industry engagement indicate that the 
following six ways of addressing these ongoing challenges 
are likely to have the most impact across all career levels:

•	 Reinforce leadership commitment through visible and 
sustained support. 

•	 Track baseline metrics and set clear goals and targets.

•	 Ensure that there is no bias in promotion pathways.

•	 Empower employee resource groups to improve program 
and policy effectiveness.

•	 Link D&I outcomes to capabilities around innovation 
and adaptation.

•	 Actively create an inclusive environment. 

The first two approaches are especially relevant for the 
“leadership” level in our framework, while the final four 
relate to the “operating model” level of the framework.

To support companies in identifying the actions they need 
to take to drive an increase in diversity outcomes, BCG and 
the WPC have developed the Diversity and Inclusion Matu-
rity Assessment tool, which rates companies across 12 
parameters and gives a score ranging from one to five for 
each one. The parameters cover factors ranging from CEO 
commitment to flexible working, and they fit into the five 
categories contained in the framework above. Using this 
tool, companies can develop momentum and create more 
targeted policies and programs to move the needle on D&I. 
(See “Our Tool for Assessing (and Advancing) D&I Maturity” 
on page 45.)

Exhibit 1 - To Attain Gender Balance, Oil and Gas Companies Need to 
Take Actions on Three Levels 

Source: BCG analysis.

Commitment from the top, supported by
clear accountability for continuously meeting 
diversity, equity, and inclusion targets 

Visible leadership

Attract Advance Retain 

Implement foundational
policies and programs 

Strategic operating model and interventions
to maximize business performance 

Comprehensive supporting programs
designed to sustain a high-performing,
innovative organization 
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The Oil and 
Gas Industry 
Today

Headline progress on women’s representation in the 
oil and gas industry has stalled at 22% since 2017. 
In addition, the oil and gas industry continues to 

underperform other sectors, ranking in the bottom third for 
gender parity among nine sectors. (See Exhibit 2.) Within 
the industry, however, we noted some pockets of improve-
ment at the regional level. 
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Pockets of Regional Improvement 

Europe has seen the greatest improvement in gender 
equity since 2017. Women’s representation has risen from 
24% to 33%, helped by increased interventions from gov-
ernments in Germany, the Netherlands, and other coun-
tries. (See Exhibit 3.) For example, in Germany, under the 
Wage Transparency Act, employees can ask their employer 
to disclose how their pay compares with male or female 
colleagues, so the act enables workers to discover the 
average salary of employees of the opposite gender who 
perform an equivalent job. In most other regions, women’s 
representation either improved slightly or remained the 
same. The only region to see a decline in women’s repre-
sentation is Asia-Pacific.

How Global Companies Performed

Approximately 40% of companies in this year’s company 
survey are multinationals that operate in multiple coun-
tries. Companies in this global category in 2020 include the 
industry’s biggest players and are broadly comparable with 
those in 2017. Global companies tend to set more D&I 
goals and policies and to be more active in pursuing these 
objectives than regional companies. Among global compa-
nies, women’s representation increased only very slightly, 
from 24% to 25%.

The overall decline in representation as women progress 
from midcareer positions to more senior roles exceeds 
50%—a figure consistent with what we observed in 2017. 

The data also reveals several other significant develop-
ments among global companies, the first two related to 
the “attract” component in the framework operating mod-
el and the third related to the “retain” and “advance” 
components:

•	 The proportion of women entering the industry as 
university graduates has improved but is still less 
than one-third of the total graduate intake. Compa-
nies are using policies and programs such as targeted 
marketing campaigns and partnerships with universities 
to recruit female graduates, but attracting sufficient 
talent in general remains an issue.

Exhibit 2 - Women’s Representation in Major Industries in 2020

Sources: ILO Stat database, 2020; Untapped Reserves 2.0 survey.
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•	 Women are underrepresented in entry-level tech-
nical jobs that do not require a degree, despite 
being overqualified. As in the past, women are under-
represented in entry-level technical positions that don’t 
require a degree—and women who do secure these 
roles are more likely to have a degree than their male 
colleagues (57% of women versus about 40% of men). 
As a result, the relatively few women selected for these 
jobs tend to be overqualified. At the same time, these 
roles are valuable ones for successful female candidates 
because they provide on-the-job apprenticeships and 
training that enable women to progress in technical 
areas later in their careers. This area clearly warrants 
further attention from global companies. 

•	 The decline in women’s representation between 
middle-level and senior-level positions is as pro-
nounced as it was in 2017 and is consistent across 
all regions. While some companies have started to take 
action, not enough are introducing programs to address 
the decline at senior levels. Our research shows that 50% 
of women feel that sponsorship is an important pathway 
to promotion and senior-level advancement. Compa-
nies interested in supporting increased senior diversity 
should focus on sponsorship and mentorship programs, 
and should link executive compensation to meeting D&I 
targets.

Key Findings from Our Employee Survey

In general, men and women continue to express different 
views about their company’s efforts to tackle gender imbal-
ances, although the gap is narrowing. Our research identi-
fied the following developments: 

•	 Men were more optimistic than women about 
the D&I progress their company had made since 
2017. Overall, 75% of men and 66% of women said that 
there had been “some” or “significant” improvement. 
In addition, twice as many men as women said that 
their organization’s current promotion criteria were fair, 
whereas twice as many women as men said that compa-
nies needed to put more effort into promoting women.

•	 Sponsorship and mentorship career obstacles are 
unique to women. Some obstacles to career advance-
ment, such as unfair evaluations and an absence of 
international experience, were problematic for both men 
and women. Others, however, including a lack of men
toring and sponsorship and a lack of supervisor support, 
posed particular problems for women. (See Exhibit 4.)

Exhibit 3 - Europe Leads the Way Toward Gender Equity in the Oil and Gas 
Industry Today 

Source: Untapped Reserves 2.0 benchmarking data, 2020.

Note: N = 50 oil and gas companies.
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•	 Women use their company’s attraction and reten-
tion policies less than men do. Women were less 
likely than men to say that they have used their compa-
ny’s retention policies (23% versus 30%) or advancement 
policies (34% versus 38%). Examples of such policies 
include mentorship, education assistance, technical 
training, and predefined advancement programs. This 
may indicate an underlying issue with how the policies 
are designed—or with how they are presented and 
accessed within organizations—that renders them ill 
suited to diverse employees.

•	 The D&I policies and programs most used by men 
and women differ. Women were most likely to favor 
mentorship (54%), employee resource groups (54%), and 
balanced promotion slates (53%). Indeed, women were 
twice as likely as men to think that employee resource 
groups are helpful. By contrast, men favored technical 
training to maintain skills (54%), visible role models 
(44%), and access to career progression opportunities 
(44%). Women also valued technical training (45%), 
visible role models (46%), and access to career progres-

sion opportunities (50%), and they generally rated the 
value of D&I programs overall more highly than their 
male colleagues did. Women value unconscious bias 
training more than men do. Significantly, 20% of female 
respondents, but only 8% of male respondents, thought 
that unconscious bias training was helpful. Since more 
companies are introducing unconscious bias programs, 
according to the findings from our company bench-
marking, the data suggests there may be a lag between 
delivery and uptake among target audiences.

•	 Women and men are more aligned in their views 
about female career challenges in 2020 than they 
were in 2017. More men in 2020 agreed that women 
get less support and are overlooked for promotion. (See 
Exhibit 5.) However, since men continue to hold the 
majority of decision-making roles in the industry, the 
remaining gap between men’s and women’s views on 
these points is likely to continue to negatively impact 
women’s career prospects until a more transparent con-
versation about the barriers faced in the advancement 
of diverse candidates occurs.

Exhibit 4 - Women See Some Career Obstacles as More Problematic than 
Others

Source: Untapped Reserves 2.0 individual survey interim results.

Note: N = 905 female oil and gas employees; data normalized at the regional level; 11% of women reported that they had not faced any of the above 
career obstacles.
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Career Progression Trends for Women in  
Technical and Business Roles

Among all companies, our research uncovered two major 
findings about gender balance in different job types: 

•	 The proportion of women working in business and ad-
ministration (such as sales, business development, and 
finance) falls by more than 50% from entry-level roles to 
senior-level roles. This is consistent with our findings in 
2017. The reason for the decline may be that skills devel-
oped in these areas are more readily transferable to jobs 
outside the oil and gas industry. Consequently, if their 
existing employer’s culture or level of inclusion is not 
positive for them, these employees can move to anoth-
er company, or even another sector, that may be more 
inclusive. At the same time, because corporate functions 
consist largely of business and administration roles—
an area where women are still better represented—it 
comes closer to achieving gender parity than any other 
functional area in the industry, particularly for early 
career steps. (See Exhibit 6.)

•	 The proportion of women in technical and operations 
roles—equipment handling, maintenance, and other 
field service disciplines—remained relatively stable 
across career steps, most likely because the relevant 
qualifications, skills, and experience are less transferable 
outside of the oil and gas industry. Women’s represen-
tation within this group remains very low, as women ac-
count for less than one in eight technical and operations 
employees at all career levels. (See Exhibit 7.) 

Exhibit 5 - Women and Men Still Differ in Their Views About Female  
Career Challenges 

Source: Untapped Reserves 2.0 individual survey interim results.

Note: N = 2,840 oil and gas employees for the chart; data normalized at the regional level.
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Exhibit 6 - In the Oil and Gas Industry Today, Corporate Functions Are 
Closest to Reaching Gender Parity

Source: Untapped Reserves 2.0 survey.

Note: E&P = exploration and production. N = 46 oil and gas companies; Not all companies completed detailed breakdowns by functional area.
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Exhibit 7 – The Percentage of Women in the Oil and Gas Workforce Drops 
at Higher Levels of Seniority, Especially in Business and Administrative 
Roles

Source: Untapped Reserves 2.0 benchmarking data. 

Note: N = 31 oil and gas companies. Not all companies completed detailed breakdowns by job type. 
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Experience in technical roles tends to be a prerequisite for 
senior leadership positions with profit-and-loss responsibil-
ity. Both male and female employees in our survey be-
lieved that technical aptitude was essential for promotion 
to a senior level: 71% said that technical expertise was the 
main criterion for senior-level advancement, and 60% said 
that being an engineer or having a similar technical educa-
tion was the primary factor. Without rapid action to im-
prove intake—of early-career hires but also of lateral hires 
into midcareer roles—and to retain women in these tech-
nical roles, it will become even harder to progress toward 
gender parity in oil and gas leadership in the years to come. 

 

Some leading players are revisiting their job requirements 
for middle management technical positions. For example, 
they are taking the view that a diverse individual with an 
accounting or commercial background and strong leader-
ship and strategic skills may be able to leverage the tech
nical expertise within their team more effectively, allowing 
that individual to succeed in what was previously seen as 
an exclusively technical role. 
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Major 
Developments 
Affecting the 
Industry 

Three major developments impacted oil and gas 
companies in recent years and created major shifts 
in the way the industry functions: the energy transi-

tion, post-COVID-19 flexible working policies, and an ex-
panding definition of diversity that extends beyond women 
to create a more inclusive environment for all types of 
people. Progress on all three fronts is critical if companies 
are to attract and retain talent, especially as more people 
make career choices based on their values. Another BCG 
study found that 57% of respondents to a global survey—
and 90% of respondents from underrepresented (diverse) 
groups—would consider leaving their current job for one at 
a more inclusive organization if their company didn’t meet 
baseline D&I criteria. The research estimated the cost of 
replacing those employees at more than $25 billion a year.4

4.	 BCG: The Diversity Dividend in Southeast Asia, 2020.

https://www.bcg.com/publications/2020/diversity-dividend-in-southeast-asia
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The Energy Transition 

The energy transition has accelerated since our 2017 
survey, impacting oil and gas players worldwide. Several oil 
and gas companies have responded by expanding into new, 
greener areas—including renewables, sustainable fuels, 
and electric vehicle charging networks—and many leading 
players are rebranding or setting net-zero goals.

Responding to the challenges of the energy transition will 
require innovation in what has historically been a quite 
conservative sector. Companies with above-average diversi-
ty on their management teams reported innovation reve-
nue that was 19 percentage points higher than that of 
companies with below-average leadership diversity.5 Now, 
more than ever, oil and gas companies must make diversi-
ty a strategic priority for their organization if they want to 
succeed in a future driven by the energy transition. 

Companies that actively and visibly take action to create 
clean energy businesses can attract a more diverse talent 
pool. According to the World Petroleum Council 2020 Youth 
Survey, about one-third of respondents viewed the energy 
transition as one of the things they like most about their 
careers. (See Exhibit 8.) Emphasizing a company’s efforts 
to advance the energy transition will increasingly become 
a prerequisite for success in recruiting diverse talent.

Changes Due to COVID-19 

In oil and gas, as in other sectors, COVID-19 has been an 
incredibly disruptive force since it emerged. Companies 
took many different approaches to D&I issues in the midst 
of the pandemic, but several leading companies recog-
nized the need to maintain or accelerate their D&I policies 
and programs:

•	 During its 2020 restructuring program, Shell recog-
nized the risk and cost of regressing on diversity, so it 
proactively protected its D&I progress by incorporating 
diversity-based KPIs into the program. By ensuring 
accountability through access to data for decision mak-
ers, these indicators helped the company increase the 
proportion of women in leadership positions by more 
than 4 percentage points. (See “Case Study: Shell,” on 
page 40.) 

•	 Argentina’s state-owned oil company, YPF, recognized 
that there was an unequal division of responsibilities for 
household work when employees went into lockdown. 
In response, it started a campaign urging men in the 
organization to “share the load” of care duties at home 
to support equity outcomes. (See “Case Study: YPF.”)

Exhibit 8 - Oil and Gas Sector Employees Under the Age of 35 Are 
Increasingly Passionate About the Energy Transition 

Source: World Petroleum Council 2021 Youth Survey.

Note: N = 7,400 oil and gas employees less than 35 years of age.
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5.	 BCG: How Diverse Leadership Teams Boost Innovation, 2018.

https://www.bcg.com/en-au/publications/2018/how-diverse-leadership-teams-boost-innovation
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Overall, female employment was more impacted by the 
pandemic than male employment. According to a BCG 
survey across all industry sectors, women, on average 
spend 15 more hours on domestic labor each week than 
men do.6

However, women who remain in the oil and gas sector 
seem to feel the impact of COVID-19 on their career only 
slightly more negatively than male colleagues do. (See 
Exhibit 9.) Both men and women see flexible work models 
as a positive development over the past two years. In our 
employee survey, about 65% of male and female respon-
dents said that they expect to benefit from the new models 
that have been introduced or expanded as a result of the 
pandemic. 

Our survey also found that company leaders emphatically 
believe that the changes in working practices are here to 
stay. “Our plan is to continue with the option of home 
working—to some degree—once things go back to the new 
normal” was a common refrain across conversations in all 
corners of the globe. But while 84% of oil and gas compa-
nies provide some form of flexible working, other options 
are less widely available: 76% of companies in the sector 
provide unpaid leave, and just 41% allow job sharing. Intro-
ducing programs to formalize these new workplace ap-
proaches will be important in boosting employee retention 
and attracting the next generation of diverse talent to the 
industry.

Exhibit 9 - Both Men and Women View COVID-19 as a Net Positive from a 
Career Perspective 

Source: Untapped Reserves 2.0 individual survey interim results.

Note: N = 2,840 oil and gas employees for the chart; data normalized at the regional level.

Male respondents (%) Female respondents (%) 

Survey question: What impact do you anticipate the crisis 
to have on your current career trajectory? 

Survey question: What impact would an increase in the 
scale of flexible/remote working programs have on your 
current career trajectory? 

About 80% women and men expect the impact of COVID-19 
on their career to be neutral or positive 

66% of both women and men anticipate benefiting from 
flexible working models 

Very negative
/negative

Neutral Very positive/
positive 

Very negative
/negative

Neutral Very positive/
positive 

1517

6 6

28 28

66 66
50

53

35
30

6.	 https://www.bcg.com/publications/2020/helping-working-parents-ease-the-burden-of-covid-19.

https://www.bcg.com/publications/2020/helping-working-parents-ease-the-burden-of-covid-19


The number of D&I policies  
and programs that companies 
have introduced is up by about 
50% since 2017
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Our employee survey indicates that caring for a dependent 
person affects women’s job choices more than men’s, but 
such responsibilities have a noticeable impact regardless 
of gender: 30% of women with dependents and 48% of 
men with dependents would be willing to take on an inter-
national assignment, versus 61% and 66% respectively for 
individuals without dependents. (See Exhibit 10.) The best 
approach for companies to take is to avoid making as-

sumptions about personal circumstances, and instead to 
ask and offer opportunities equitably. Although both men 
and women with dependents may decide to decline assign-
ments that entail relocation, a substantial number of those 
with dependents (30% of female respondents and 48% of 
male respondents in our survey) indicated that they would 
say yes. The bottom line is not to assume what the answer 
will be, but instead to ask each individual directly. 

Exhibit 10 - Both Men and Women with Dependents Are Less Likely to 
Accept Assignments That Require Relocation

Source: Untapped Reserves 2.0 benchmarking data, 2020.

Note: N = ~3,800 oil and gas employees. Dependent care responsibilities include the following forms of care: long-term partnership, caring for a de-
pendent adult; long-term partnership, with children at home; married, with children at home; single, caring for a dependent adult; and single, with 
children at home.
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YPF, Argentina’s oil and gas company, employs around 
20,000 workers. Lengthy national lockdowns and stringent 
social distancing measures during the height of the 
COVID-19 pandemic caused the company’s employees to 
reorganize their working and domestic routines. While 
most of the YPF workforce adjusted to full remote working, 
field staff supporting essential operations continued to 
work onsite to safeguard Argentina’s energy supply.

D&I Outcomes

YPF uses employee surveys covering diversity- and gender-
related topics to develop and prioritize D&I actions for 
different groups within the company. This approach en-
ables YPF to maintain momentum in key D&I areas and to 
gauge the success of individual initiatives, helping ensure 
their effectiveness.

To boost transparency around its D&I efforts, YPF publish-
es several reports. In 2017, the company began including a 
section specifically about D&I in its annual report. The 
following year, it included a diversity report as part of its 
broader sustainability report. Managers communicate 
progress on gender- and diversity-related KPIs every six 
months to the company’s executive committee and annu-
ally to the board of directors. In addition, the company 
publishes details about its D&I initiatives and wins inter-
nally and externally.

Case Study: YPF
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Unique D&I Interventions

In July 2020, YPF conducted an employee survey to under-
stand how COVID-19 was impacting gender roles and the 
use of time by men and women during the pandemic. 
Approximately 1,700 employees—about 60% men and 
40% women—responded, with only a very small number 
opting to answer anonymously. The survey revealed that 
the pandemic had reinforced traditional, stereotypical 
gender roles. For example, men spent less time than wom-
en caring for children and more time doing paid work. 
Women did the bulk of cleaning and care activities, spent 
less time doing paid work, and had less sleep than men. 
“Our goal with the time-use survey was to sensitize our 
employees—to initiate the dialogue,” said Poli Argento, 
YPF’s diversity lead. 

The results led YPF to make promoting co-responsibility a 
key element of the company’s D&I approach. It concluded 
that diversity and gender equity considerations should be 
incorporated into decisions within the company about 
assigning roles and tasks and fixing objectives. In addition, 
the company set out to promote more equitable career 
development programs for men and women employees, 
increase respect for other groups within the organization, 
create more flexible working arrangements, encourage 
greater sharing of domestic duties at home, and raise 
awareness of D&I challenges. 

After the survey, YPF ran a campaign promoting greater 
co-responsibility within the company via its internal social 
media channels. It encouraged employees to share domes-
tic tasks, by asking them questions such as “Did you help 
your kids with their homework?” and “Did you wash the 
dishes?” The campaign had more than 17,000 views and 
over 400 reactions, and it generated conversations between 
social media users. 

“As companies, it is difficult for us to get into the private 
spaces of our employees. But it is hard to achieve equity if 
we do not have visibility about the realities experienced in 
each household,” explained Argento. “To break stereotypes, 
we must take more steps forward.” At the same time, the 
company wanted to endorse a different perspective. “It is 
okay for a man to say, ‘Today I am going to pick up the 
children at school and I cannot go to this meeting,’” she 
said.

Supported by the survey findings and its refreshed D&I 
agenda, YPF launched external communication campaigns, 
podcasts, and virtual meetings with its business partners 
to advance improvement in key D&I areas. In company-
wide open talks (the first about diversity during COVID-19), 
employees from diverse groups reflected on how to im-
prove inclusion and gender equality. In another talk, senior 
leaders from the company shared their own experiences 
with tackling co-responsibility at home and managing 
gender integration in their teams.

Challenges and Opportunities

The company has found that a more inclusive approach 
not only improves employees’ experience of work, but also 
helps YPF achieve its goals. However, challenges related to 
changing attitudes that reflect gender-based stereotypes 
remain. Many male field workers still believe that women 
should be treated differently with regard to issues of safety 
or physical strength. “One female field worker put it like 
this: ‘When a man and a woman lift something, the as-
sumption is that the man is helping her. But when two 
men lift something, it’s considered teamwork,’” Argento 
said. Reeducating workers starts with better understanding 
the needs of others and not making assumptions, she 
noted.
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Expanding the Definition of Diversity and  
Inclusion

The oil and gas industry needs to take action on all fronts 
to embrace diversity in its broadest sense, foster greater 
inclusion, and build equity. Today, we see a disconnect 
between companies and their employees about what 
constitutes diversity and inclusion. Many employees expect 
a broader dialogue than companies currently provide, 
particularly on race, abilities, and socioeconomic diversity. 
(See Exhibit 11.) 

In recent years, companies’ conversations about D&I have 
become more frequent and have slowly expanded to en-
compass other forms of diversity such as race and ability. 
The share of press coverage focusing on race in the oil and 
gas industry increased by 13 percentage points from 2019 
to 2020 (on a normalized basis), particularly in light of the 
Black Lives Matter movement in the US, although gender 
is still the primary D&I topic. (See Exhibit 12.) Compared 
with the D&I discussion in sectors such as mining, con-
struction, and even technology, the conversation at oil and 
gas companies is relatively balanced, although there, too, 
gender remains the dominant topic. 

Exhibit 11 - Elements of Diversity and Inclusion in 2020, According to 
Companies and Employees in the Oil and Gas Sector

Source: Untapped Reserves 2.0 benchmarking data, 2020.

Note: N1 = 2,840 oil and gas employees; N2 = 50 oil and gas companies. pp = percentage points.
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For example, bp has broadened its D&I agenda to reflect 
the importance of equity and is prioritizing actions related 
to people of color. (See “Case Study: bp.”) This effort has 
included rolling out policies and programs that actively 
promote its intention in its two biggest markets—the US 
and the UK—and incorporating diversity, equity, and inclu-
sion as a core part of its strategic framework.

Exhibit 12 - Press Articles About D&I in the Oil and Gas Sector Continue to 
Grow by 28% per Year, with a Predominant Focus on Gender

Sources: Quid; BCG Center for Growth and Innovation Analytics.

Note: Approximately 2,300 English-language news articles related to diversity in oil and gas have been published since April 2016. The “General/
multiple” category includes articles that talk about D&I in general terms or talk about multiple diverse groups. Labels are shown only for categories 
that accounted for at least 2% of the total number of articles. Because of rounding, not all of the totals listed for the individual bars in this exhibit 
equal the sum of the numbers given for the bar segments. pp = percentage points.
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bp is reimagining energy and transforming from an inter-
national oil company to an integrated energy company 
with investments in renewables, electric vehicle charging, 
and digitization. It recently announced greater equity for 
its workforce, customers, and suppliers as one of its strate-
gic aims, recognizing diversity and inclusion as an objective 
in its broader sustainability goals. 

D&I Outcomes 

bp has recently made progress in the areas of gender and 
ethnic minority representation. The company’s board and 
leadership team are more diverse than ever, and bp is 
targeting gender parity in its top 120 leadership positions 
by 2025. Women account for 40% of bp’s senior manage-
ment, up from 30% prior to its Reinvent restructuring 
program in 2020. At the executive level and below (exclud-
ing frontline jobs), women make up 35% of employees.

Following the racial justice movement in 2020, bp broad-
ened its D&I agenda to reflect the importance of equity. 
“We wanted to increase our focus on underrepresented 
ethnic minorities. We acknowledge that not everyone starts 
from the same place, and that raises interesting questions 
for meritocracy,” explained Kerry Dryburgh, the company’s 
executive vice president for people and culture. 

Case Study: bp
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As part of its new diversity, equity, and inclusion (DE&I) 
approach, bp created clear intentions for addressing the 
underrepresentation of ethnic minorities. “We are being as 
deliberate about ethnicity as we have been about gender,” 
said Dryburgh. “Our Global Frameworks for Action empha-
size the principles of transparency, accountability, and 
talent, and our progress will be reported in our annual 
DE&I report.” 

In 2020, bp appointed Mark Crawford as its first senior vice 
president for DE&I. Crawford has launched new Frame-
works for Action in the US and the UK aimed at improving 
racial equity and diversity.

Unique D&I Interventions

For bp, diversity, equity, and inclusion are essential to 
transforming the business. The company aims to achieve 
net-zero emissions by using diverse teams that can fuel 
creativity with divergent thinking. “The only way to work 
differently and think differently is to bring a diverse group 
together. And to face our future business challenges, we 
need to do things differently,” explained Dryburgh. 

The company is rolling out a number of DE&I initiatives in 
the US and the UK before extending them to other regions: 

•	 More Diverse Recruiting Panels. bp has diversified 
the composition of its job interview panels to boost 
diversity, and it is encouraging its supply chain to do the 
same. 

•	 Increased Spending with Diverse Suppliers. bp 
plans to increase its spending with diverse suppliers to 
$1 billion by 2025. Starting in 2020, when it launched a 
new supplier growth initiative, the company has been 
matching suppliers from businesses that have certified 
minority, woman, LGBT+, veteran, or disability ownership 
with its internal supply chains through sustainable pro-
cesses, systems, and partnerships in the US and the UK.

•	 Outreach to Underrepresented Groups. In the 
US, bp is bolstering minority internship programs and 
partnering with historically Black colleges and universi-
ties. In the UK, it is working with the Royal Academy of 
Engineering to increase the number of girls and women 
studying STEM subjects. 

•	 Racial Equity in Representation. In the US, bp in-
tends to double its representation of African Americans 
in company leadership positions by 2023. 

•	 Mentorship and Sponsorship. The company aims to 
build equity through tailored programs, diverse men
toring circles, and business improvement workshops 
that enable individual employees to build the skills they 
need to progress. 

•	 Closing the Ethnicity Pay Gap. bp plans to externally 
report on its UK ethnicity pay gap annually, starting no 
later than early 2022, using data from the most recent 
completed year. The company intends to publish this 
data regardless of any UK government requirement to 
do so.

•	 Parental Care. In the US, bp provides 8 weeks of paid 
parental leave, which can be extended to 12 to 26 weeks 
of unpaid, job-protected leave. bp offices include “moth-
ers’ rooms” for women who are breastfeeding.

•	 Hiring Inclusively. Starting in 2021, the company will 
operate a refreshed recruitment process. Where appro-
priate, the updated process will use demographic and 
social data on available talent pools to widen the search 
for potential talent.

The company aims to drive a cultural change from within 
through employee-led business resource groups that bring 
together workers with common interests and experiences 
for support across a range of DE&I areas. 

Challenges and Opportunities 

“A just transition is more likely to succeed if it’s fair and 
equitable. It’s not our energy transition; rather, it belongs 
to the communities in which we operate,” said Dryburgh. 
She noted that as bp develops renewable energy in areas 
such as hydrogen and offshore wind, the company must 
ensure that it is giving opportunities to communities and 
individuals that need it. bp has a real opportunity to sup-
port social mobility and gender and racial equality through 
job creation and job protection in hard-to-abate industries. 

The shift that bp has made to date in how it approaches 
DE&I has been enabled partly by the company’s transfor-
mation program and partly by paying attention to evolving 
employee and social expectations. The company’s sustain-
ability framework explicitly connects its sustainability 
actions to a broader set of societal goals, including getting 
to net zero, improving people’s lives, and caring for the 
planet. Dryburgh’s advice is clear: “Keep walking in a 
straight line, keep explaining, but do not apologize for it.”
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Driving Further 
Progress in the 
Industry

In recent years, the oil and gas industry has taken import-
ant steps forward in the area of D&I, including establish-
ing foundational table stakes such as equal pay and 

maternity leave. But companies also made progress in 
more advanced areas such as unconscious bias and dedi-
cated resourcing for D&I teams. Nevertheless, companies 
must go further and drive real change in their D&I perfor-
mance by continuing to mature programs and policies that 
are harder to implement but more impactful, such as 
sponsorship, mentorship, greater leadership accountability 
for D&I outcomes, and creating a more inclusive working 
environment across a definition of diversity that extends 
beyond just gender diversity. 



BOSTON CONSULTING GROUP    X    WORLD PETROLEUM COUNCIL � 25

The Industry Has Laid the Foundation for 
Change 

Since our 2017 survey, oil and gas companies have become 
far more active in introducing D&I policies and programs. 
They have made significant progress in areas including 
retention, recruitment, and leadership. (See the Appendix.) 
For example, only 20% of companies had D&I policies and 
programs for recruitment (the “attract” component in our 
pyramid framework) prior to 2017, but another 31% imple-
mented policies and programs (such as outreach programs 
and unconscious bias training for recruiters) from 2017 to 
2020. And a further 17% have committed to introduce such 
initiatives in the near future. (See Exhibit 13.)

At the level of individual policies and programs, companies 
have made important progress in offering maternity and 
paternity leave and introducing policies that tackle sexual 
harassment and discrimination—areas that are likely to 
be subject to government mandates. (See Exhibit 14.) 
However, company performance in the sector is lagging in 
some areas where government regulations do not apply. 
Less than half of oil and gas companies link leadership 
compensation to the achievement of D&I goals. And only 
one-third have procedures in place to ensure so-called 
“blind” screening of candidates to remove recruiters’ un-
conscious biases. 

Exhibit 13 - Oil and Gas Companies Have Made Significant Progress on 
Implementation in Multiple Areas Since 2017

Source: Untapped Reserves 2.0 survey.

Note: N = 50 oil and gas companies.
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No cookie-cutter approach to diversity and inclusion works 
across all organizations, but we have found that the follow-
ing actions have the most significant impact among com-
panies that seek to improve their D&I performance: 

•	 Reinforce leadership commitment through visible and 
sustained support. 

•	 Track baseline metrics and set clear goals and targets. 

•	 Ensure that there is no bias in promotion pathways. 

•	 Empower employee resource groups to improve program 
and policy effectiveness.

•	 Link D&I outcomes to capabilities around innovation 
and adaptation.

•	 Actively create an inclusive environment.

We illustrate each of these action areas with a case study 
in which a company is making meaningful progress in that 
area. We highlight their stories to show what advanced D&I 
maturity can look like and to provide inspiration for other 
companies that would like to progress on these critical 
dimensions.

Reinforce Leadership Commitment Through 
Visible and Sustained Support

Strong and visible CEO and executive team commitment 
to D&I is a prerequisite for change. This is especially true 
among male employees. A key finding that emerged from 
our 2017 survey was that if the CEO considered gender 
balance important, most male employees in the company 
would, too. The relationship between these factors was 
even stronger in 2020. In our 2020 survey, 93% of male 
respondents whose CEO considered the topic very import-
ant said that gender diversity was either important or very 
important to them as well, up from 86% in 2017. (See 
Exhibit 15.) To provide effective leadership in this area, 
leaders must consistently and frequently reinforce the 
strategic importance of D&I, through their actions and 
their words.

Exhibit 14 - The Oil and Gas Sector Is Strong on Some D&I Interventions 
but Has Room for Improvement in Others

Source: BCG analysis.

Note: N = 50 oil and gas companies.
1For example, support for exiting for and returning from parental leave.
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Senior leaders who understand and can articulate the 
benefits of D&I help set the tone for the whole organiza-
tion. They can use their leadership position with various 
business functions to leverage learning and celebrate 
success stories from different parts of the organization. 
Senior leaders must be clearly accountable, with perfor-
mance evaluations and compensation linked to meeting 
D&I goals. Organizational KPIs should include targets for 
gender equity in senior management ranks, too. Salym 
Petroleum offers a strong regional example of a company 
whose CEO is moving the needle on D&I. (See “Case Study: 
Salym Petroleum.”)

Track Baseline Metrics and Set Clear Goals  
and Targets

Companies that want to become more diverse and inclu-
sive organizations must monitor data across the business. 
By analyzing information about recruitment, retention, and 
advancement trends, they can spot gaps, set aspirational 
goals and clear targets, and identify and implement effec-
tive policies and programs. Companies should take into 
account both qualitative and quantitative data. For exam-
ple, they should conduct interviews and run focus groups 
of employees from diverse groups, to assess their needs, to 
call out success stories, and to adapt policies and pro-
grams to better address the actual needs of a diverse 
workforce. 

When assessing their current approach, leaders should ask 
themselves several questions: 

•	 Do we make metrics available to managers who are 
responsible for hiring, promotion, and retention in differ-
ent functions? 

•	 Have we included equity in our D&I metrics and do we 
have systems in place to capture feedback on progress 
toward all of our diversity goals? 

•	 Do our current hiring, development, and promotion 
processes anticipate and actively advance, sponsor, and 
retain diverse talent? 

ADNOC provides a strong example of a company that has 
made tracking metrics and setting targets a cornerstone of 
its D&I strategy. (See “Case Study: ADNOC.”)

Exhibit 15 - If Oil and Gas CEOs Commit to Gender Balance, Their  
Organizations Will Follow

Sources: Untapped Reserves 2.0 individual survey data; Untapped Reserves 2017 employee survey data.

Note: Includes only completed survey responses, from respondents who gave consent for their data to be used. N = 2,520 oil and gas employees for 
2020; null responses not included.
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Salym Petroleum CEO Michael Collins firmly believes that 
the energy sector should be inclusive, and he is taking 
actions to support his views. The company he heads, a 
joint venture between Gazpromneft and Shell, is imple-
menting a holistic D&I program that fosters inclusive 
behaviors and uses outreach programs to encourage more 
women to join the Russian oil and gas industry. With the 
support of Natalia Komorova, the female governor of Rus-
sia’s Khanty-Mansi Autonomous Area in Western Siberia, 
Salym Petroleum has cohosted roundtables and other 
events in the oil-rich region aimed at achieving a better 
gender balance within the sector. 

D&I Outcomes

Through its outreach programs, Salym Petroleum tries to 
create a more balanced picture of the energy sector among 
its own staff, partners, and stakeholders; among students; 
and in local communities. It seeks to overturn outdated 
perceptions of industry employees and define a new vision 
for the “oil field heroes” who work in physically challenging, 
hazardous environments. It also aims to encourage people 
to view the sector as a high-tech, forward-looking one, with 
a wide range of opportunities. The company has created a 
platform of collaboration and open dialogue to engage 
better with schools and universities, and it organizes regu-
lar events to promote greater awareness of career opportu-
nities in STEM subjects, particularly among women.

Case Study: Salym Petroleum
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At present, most women employed by the company have 
administrative jobs. Women account for 12% to 15% of its 
technical staff who use engineering and subsurface skills, 
and 20% of field positions. On its board and senior man-
agement team, women make up one-fifth of the total, 
although the remuneration committee is evenly split. 
About 35% of midlevel managers are female. Overall, the 
workforce—both male and female—is almost exclusively 
Russian, with just a handful of expatriates. “We believe we 
should represent the community and population where we 
are operating,” said Collins. 

During the COVID-19 pandemic, Salym Petroleum altered 
its working practices to give employees greater choice and 
improve the retention of women staff. It provides fully paid 
leave during pregnancy and a maternity leave, along with 
medical insurance covering pregnancy and delivery. Longer 
maternity and paternity leave (up to three years) is avail-
able, as is the option of remote working. The company 
continues to invest in accommodation facilities, as an 
enabler of increased diversity.

The company is pursuing further initiatives to cement 
diversity and inclusion as key priorities. D&I champions 
work with the communications team to promote these 
values through regular engagements with employees, input 
from external experts, and external events arranged by the 
company. Salym Petroleum’s website includes a special 
D&I section. Annual performance appraisals measure how 
well employees are meeting the company’s code of con-
duct, and regular surveys assess workers’ attitudes to 
identify any areas that may need improvement. As part of 
its outreach efforts, the company invests in inclusion-
focused training programs at local universities. 

Unique D&I Interventions

A code of conduct governs the behavior of the joint ven-
ture’s employees. In recent years, Salym Petroleum set up 
a working group to increase the online visibility of the 
company’s D&I values and to test new and existing pro-
grams against its D&I objectives. One such program is the 
Good Neighbors Program—a community engagement 
initiative that, among other things, aims to develop small 
and medium-size enterprises. The Good Neighbors Pro-
gram is closely linked to the company’s core business 
activities—safety, environment, indigenous people, educa-
tion, health care, and small and medium-size enterprise 
development—as well as to its corporate values. The Good 
Neighbors Program contains strong messages about D&I, 
ethics and compliance, bribery and corruption, gender, 
equality, and inclusion.

Challenges and Opportunities

Salym Petroleum continues to adapt to changing work 
patterns and ways of work. Recent topics tackled by the 
employee-run welfare committee include plans to train 
staff to behave with inclusion during online meetings and 
when working remotely. However, the company finds that it 
can be hard to monitor how employees act when they use 
these new approaches, to ensure that they are abiding by 
and receiving feedback on its code of conduct. “Inclusion 
goes beyond diversity; it is about how people feel. Do our 
team members feel valued, listened to, and included in the 
workplace? We need to continually work on it, as this is a 
dynamic process, a challenging one, but one more than 
worth the effort,” said Collins.



A low-carbon, data-driven  
world requires innovation, and  
innovation requires diversity
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Abu Dhabi National Oil Company (ADNOC) is an integrated 
energy company based in the UAE that employs more than 
50,000 people. The state-owned company has accelerated 
progress in D&I through pledges to increase the number of 
women in senior decision-making roles, technical positions, 
and entry-level cohorts. By focusing on these areas, ADNOC 
seeks to ensure that women have the power to effect 
change and act as role models, and it aims to build a pipe-
line of female talent, especially in the underrepresented 
technical jobs that lead to executive positions. 

D&I Outcomes

ADNOC introduced gender diversity pledges in 2016—with 
a target date of 2020—following the arrival of its new CEO, 
Dr Sultan Ahmed Al Jaber. “Changes do not happen until 
there is commitment from the top,” said Deborah Titcombe, 
the company’s senior vice president for people develop-
ment. “The emphasis on gender balance came into focus 
when Dr Sultan joined.”

Today, the company has exceeded all its pledges. ADNOC 
currently has three female CEOs across its group of operat-
ing companies (versus a target of one female CEO), 18% of 
senior managers are women (versus a target of 15%), and 
30% of new Emirati joiners are women (a one-third increase 
since 2017). 

Case Study: ADNOC
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ADNOC has increased its number of female engineers by 
90% to around 1,000, and close to 800 women work at its 
oil and gas fields, a rise of 21% since 2017. In addition, 
women hold 23 board positions across ADNOC’s subsidi
aries, a fourfold increase since 2017. 

Unique D&I Interventions

Following the success of its earlier pledges, ADNOC has 
made new ones that aim to accelerate progress toward 
gender balance within the organization:

•	 By 2022, appoint at least one female representative on 
every company board of directors where ADNOC is the 
majority owner.

•	 By 2030, achieve 30% female representation in technical 
roles. 

The company has also launched multiple programs to 
support its women employees and ensure that its D&I 
initiatives have a lasting impact: 

•	 Gender-Focused Initiatives. Gender balance commit-
tees at the group level, and within joint ventures and 
subsidiaries, ensure that senior management allocates 
sufficient resources to meet the company’s pledges. 
They also provide a forum for discussing gender-related 
issues. ADNOC aims to achieve an equitable gender 
balance in leadership programs, including ADNOC’s 
popular Future Leaders program. Today, women make 
up 30% of the intake, but that number is expected to 
rise. The company also seeks to boost female participa-
tion in its first-ever joint executive program with Harvard 
University. 

•	 Local Initiatives. ADNOC was the first funder of Path-
way20, a UAE-based initiative to increase female board 
representation at locally listed companies to 20%. It 
provides a pathway for women to gain experience and 
support during their first board appointment. ADNOC 
sends two senior-level women, with at least 15 years of 
managerial experience, to the program each year. 

•	 Youth Development Program and Youth Council. 
About 4,000 recent joiners, on both graduate and non-
graduate career paths, participate in this program, which 
is designed to ease their integration into the organiza-
tion. About 21% of recent joiners on the graduate path 
are women. The company’s youth council membership 
is 50% male and 50% female, and the council meets 
with ADNOC’s executive leadership team at least once 
a year. 

•	 Encouraging Greater Female Participation in 
Non-administrative Roles. To attract more women to 
technical and operational roles early in their career, the 
company ensures that operational sites have separate 
gender-based facilities. It also runs communication cam-
paigns and sponsored events that highlight opportuni-
ties for women in technical and operational roles, and it 
offers internships for female candidates through partner-
ships with the UAE’s four biggest universities. 

Challenges and Opportunities

ADNOC faces competition for talented women from other 
high-growth sectors in the UAE. Social attitudes about the 
role of women in oil and gas also pose obstacles to change. 
Through outreach programs with schools and universities, 
ADNOC promotes greater awareness of STEM subjects 
and STEM-related job opportunities in the energy sector. 
The company’s head of human resources sits on several  
university boards and helps those organizations focus on 
the skills of the future. ADNOC partners with universities 
on technology programs in data science and hydrogen,  
and it tries to ensure that these programs have a good 
gender balance. To mitigate the risk of recruiting or pro-
moting people before they are ready, the company links 
advancement criteria to capability building in its leader-
ship programs. 
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Ensure That There Is No Bias in Promotion 
Pathways 

Oil and gas companies can take several steps to promote 
D&I in advancement policies and processes. To minimize 
unconscious bias, they can adopt “blind” recruitment 
processes (which remove the candidate’s name and any 
other identifying factors from applications), have multiple 
diverse candidates on each slate, actively shape “stretch” 
roles for diverse candidates to support development path-
ways, and use more diverse interview panels. Mandatory 
training can help managers realize the potential operation-
al and financial benefits of greater diversity as a source of 
competitive advantage. And openly recommitting to diver-
sity and reframing outreach programs to make them more 
gender-neutral and inclusive of diverse backgrounds can 
increase companies’ attractiveness to potential hires. 

To eradicate bias and boost inclusivity, leaders should ask 
themselves the following questions: 

•	 Is unconscious bias training built into our core 
curriculum? 

•	 Are our decision makers (recruiters, managers, and 
senior leaders) trained to actively create inclusive team 
environments? 

•	 Have we publicly communicated our zero-tolerance poli-
cies regarding harassment and discrimination? 

•	 Do we understand where our formal and informal pro-
cesses fall short today?

One company tackling those challenges head-on is Kuwait 
Petroleum Corporation (KPC). (See “Case Study: KPC.”) For 
KPC, filling senior roles is about more than just confirming 
that candidates have a technical background; it is also 
about ensuring that they have the leadership skills neces-
sary to build consensus, make tough decisions after consid-
ering multiple perspectives and sometimes contradictory 
information, and listen to team members and stakehold-
ers. This makes for a more merit-based and inclusive 
approach to promotions. It also creates a pathway to senior 
positions for employees with technical and operations 
backgrounds as well as for those in business and adminis-
tration roles, increasing the diversity of experience in the 
organization’s leadership. 

Empower Employee Resource Groups to 
Improve Program and Policy Effectiveness 

Employee resource groups are a common feature of busi-
ness organizations today. These voluntary, employee-led 
groups typically provide support for individuals who share 
an affinity related to gender, ethnicity, religion, or lifestyle. 
They can aid in personal or career development, facilitate 
discussions within the organization, and act as safe spaces. 
In their more mature form, such groups can help compa-
nies achieve their strategic business goals, by acting as 
advocates for their employers, building bridges with local 
communities, and participating in shaping in-house D&I 
policies and programs. 

Aera Energy is an example of a company that is leveraging 
employee resource groups to great effect. (See “Case 
Study: Aera Energy.”)
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Established in 1980, Kuwait Petroleum Corporation (KPC) 
is a state-owned umbrella organization for Kuwait’s nation-
al oil businesses. Activities include onshore and offshore 
exploration and production, refining, marketing, retailing, 
and petrochemicals.

D&I Outcomes

Through its gender-neutral approach, KPC has achieved 
significant representation of women in the workforce and 
in the recruitment of female graduates. Overall, female 
graduates make up 30% of the company’s total graduate 
workforce, thanks to a strong pipeline of female STEM 
graduates. Over the past five years, women have accounted 
for 39% of KPC’s graduate intake, on average. The progress 
of female graduates within the organization from entry-
level to midcareer positions has also improved. 

Because of its gender-neutral and unbiased approach, the 
Kuwaiti oil sector, through KPC, has played a leading role in 
the region in hiring women for technical and onsite posi-
tions since the 1970s, and in promoting women to the level 
of CEO or managing director since the early 1990s. Kuwait 
was also ahead of other countries in the region in having 
female refinery managers.

Case Study: Kuwait Petroleum Corporation
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Unique D&I Interventions

KPC’s positive gender outcomes result from its meritocratic 
culture and from attracting a more diverse talent pipeline. 

The KPC promotion process is highly transparent and 
meritocratic, which helps prevent biases that can inhibit 
diversity. First, the HR department ranks individuals on the 
basis of objective criteria, such as length of service and 
relevant qualifications, to produce a list of the top ten 
candidates. Then, a panel of managers from across the 
business interviews these candidates. The panel members, 
who are not aware of how each candidate ranked in the HR 
evaluation, award their own scores based on the candi-
dates’ interview performance and on criteria such as lead-
ership skills. Using scorecards in this way boosts transpar-
ency and enables KPC to select candidates on the basis of 
their ability, and using interview panels eliminates potential 
bias from individual line managers. The process also en-
courages a balance of perspectives, introduces opportuni-
ties to challenge assumptions, and links strongly to objec-
tive criteria (with the support of HR). All of these factors 
come together to create greater opportunities for diverse  
individuals to succeed in roles on their own merits, without 
fear of bias. 

In addition to the organization’s merit-based promotion 
procedures, KPC’s value proposition as an employer with a 
strong regional brand has helped it attract more female 
graduates. It offers top-quartile remuneration, extensive 
development programs and training, job security, and expo-
sure to a global sector. KPC also provides between 42 and 
45 days of annual leave, depending on career grade (more 
than required by law), and four months of maternity leave 
with an option to work reduced hours for two years. The 

high visibility of women in senior positions means that 
these individuals act as role models for young female em-
ployees lower down in the organization. These factors, 
coupled with transparent recruitment campaigns, have 
helped KPC achieve one of the strongest intakes of female 
STEM graduates in the region. 

Challenges and Opportunities 

There is still work to be done to address gender imbalances 
across the business. The organization believes that continu-
ing to build a strong and diverse recruitment pipeline, 
supported by merit-based advancement procedures, should 
help significantly increase women’s representation within 
the organization over the coming years. 



The CEOs of 77%  
of companies have  
publicly pledged  
to meet D&I targets
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Aera Energy is one of California’s largest oil and gas pro-
ducers, accounting for close to 25% of production in the 
state. Jointly owned by affiliates of Shell and ExxonMobil, it 
operates as a standalone company. 

D&I Outcomes

As an indication of its commitment to diversity and inclu-
sion, Aera uses the term “inclusion and diversity” (I&D) to 
describe its policies and programs—acknowledging that, 
without inclusion, the benefits of diversity cannot be real-
ized. The company has transformed its I&D strategy to 
make “embracing inclusion” a fundamental organizational 
value—one that is reflected in the company culture and its 
decision-making processes and does not depend on any 
single executive to drive it forward. “Inclusion and diversity 
need to be as critical as safety is in our industry. It cannot 
be a senior leader’s pet project,” said former CEO Christina 
Sistrunk. “We don’t run safety based on the passion of 
individual leaders, and the same should hold true for I&D.” 

Case Study: Aera Energy
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By adopting this approach, Aera has achieved significant 
positive I&D outcomes that are uncommon in the industry. 
From 2015 to 2020, it had a female CEO. The core executive 
leadership team is split about evenly between men and 
women (with women slightly ahead) and is racially and 
ethnically diverse, a reflection of the communities in which 
Aera operates. In the broader workforce, minority represen-
tation has increased year-on-year for more than a decade. 
And voluntary employee resource groups (ERGs) bring 
together employees with shared common affinities, provid-
ing support for employees and helping Aera achieve its 
business goals.  
 
 
Unique D&I Interventions

Aera has found that three levers have made the greatest 
impact on its I&D ambitions: 

•	 Leadership Commitment. Aera sets clear expectations 
that the company’s leaders will prioritize inclusion. As 
part of communicating the business case for why I&D is 
critical for Aera’s success, leaders craft and share per-
sonal stories about the power of inclusion. The company 
also incorporates inclusion as a requirement within 
its leadership competencies. The performance review 
process and employee engagement metrics help the 
company gauge how leaders accomplished their goals. 
“If you are not inclusive, your engagement scores will be 
low, and it can be career limiting,” explained Brent Illot, 
a vice president of operations.

•	 Talent Management. In 2017, employee feedback 
indicated that Aera’s I&D strategy was unclear to many 
workers. Some felt that progress was insufficient, while 
others considered I&D peripheral or a distraction from 
Aera’s commercial success. In response, the company 
committed to refreshing its I&D strategy to convey 
clear goals related to leadership, culture, talent, and 
community. The company also provided a more robust 
framework for Aera’s ERG program, treating employee 
involvement in ERGs as an opportunity to develop valu-
able business skills and recognizing such participation 
in performance evaluations. “The role gave me oppor-
tunities to improve and hone my leadership skills,” said 
Linda Mohammad, a production engineer and former 
lead chair of both the Aera Asian ERG and the Aera 
Black Employee Network. “It comes with no authority, so 
you have to lead through influence.”

•	 Empowered Employee Resource Groups. The com-
pany’s ERGs provide a safe space for individuals “to 
have conversations important to them and to challenge 
norms,” said Erin Larner, a senior manager. The groups 
align their annual business plans so they support Aera’s 

strategic imperatives, helping tackle business challenges 
such as maintaining a strong social license to operate. 
About 60% of company employees are members of at 
least one ERG. Being a member—and later a leader—of 
the Aera Black Employee Network helped Ashley Davis 
feel at home when she relocated to the company’s head 
office in Bakersfield, California. “I would not have been 
willing to move across the country for my job if not for 
ABEN,” said Davis, an engineering supervisor who joined 
Aera four years ago and identifies as Black.

ERG members serve as advocates for the business by 
building trusted relationships with communities that the 
company otherwise might not reach and by encouraging 
students to consider careers in STEM fields, whether in the 
oil and gas industry or farther afield. Through local commu-
nity engagement, they help diversify Aera’s talent pool. To 
encourage greater inclusion, ERGs have also doubled down 
on allyship, which has helped earn the endorsement of 
skeptical staff. Brent Illot participated in an LGBT+ Allies 
ERG event in which three employees, including him, had to 
live the experience of being closeted at work; he was re-
quired to remove his wedding ring and personal mementos 
from the office and was not able to talk about his family’s 
weekend activities. “It made me realize why it is important, 
yet how difficult it is, for people to bring their whole selves 
to work.”

Challenges and Opportunities

Aera has made considerable progress on its I&D journey, 
but some opportunities remain. Representation of women 
is one such opportunity: current female representation 
across the company is 23.5%, although the figure is 40% in 
the youngest age bracket (20- to 29-year-olds). Another key 
opportunity involves broader participation in ERGs. In the 
past, most ERG events took place at Aera’s headquarters, 
which limited the opportunity of field workers to participate, 
due to the time required for travel. ERGs began offering 
more virtual options in recent years—a shift that the 
COVID-19 pandemic accelerated dramatically. The virtual 
options have increased the involvement of field staff in the 
ERGs, and team leaders’ encouragement of their teams to 
participate has boosted traction more broadly. Aera recog-
nizes that I&D is not yet as fully embedded in the compa-
ny’s DNA as safety, but it has moved significantly closer to 
that objective.
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Link D&I Outcomes to Capabilities Around  
Innovation and Adaptation 

Many companies think of D&I as a compliance issue; 
others believe that taking action on D&I is simply the right 
thing to do. But companies are starting to understand how 
it can have a more fundamental impact and improve their 
ability to innovate and adapt in a rapidly changing world. 
This ability will be increasingly important as companies 
embrace digital technologies and transform their business-
es in response to the energy transition. Viewing D&I as a 
strategic business imperative rather than just as a social 
impact objective will enable companies to take a more 
customer-centric approach, increase shareholder value, 
and gain competitive advantage.

To leverage D&I as a strategic business driver, leaders 
should ask themselves these questions: 

•	 Have we identified diversity, equity, and inclusion in our 
business as a strategic priority, and have we adjusted our 
strategies and operating models to reflect these values? 

•	 Do we have sufficient insights about minority popu-
lations in our customer base, and have we translated 
these into products, services, and pricing to equitably 
serve them? 

•	 Have we identified any company policies with unintend-
ed externalities that may limit equity or inclusion in our 
products or service offering? 

Shell is a leading example of a company that has taken 
this business-driven approach to D&I. (See “Case Study: 
Shell.”)
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Shell’s new global strategy, Powering Progress, explicitly 
states the company’s ambition to become one of the most 
diverse and inclusive organizations in the world. By making 
diversity, equity, and inclusion (DE&I) a cornerstone of its 
business, Shell is building a culture that reflects the diver-
sity of its global workforce, partners, and customers. 

In recent years, the company’s DE&I agenda has focused 
on improvement in four areas: gender, race and ethnicity, 
LGBT+, and enablement and disability inclusion. Shell 
believes these are the areas where leveling the playing field 
and removing barriers can make the biggest impact. As 
part of its wider commitment to creating a more caring 
and inclusive workplace, the company is also taking steps 
to destigmatize mental illness and offering flexible working 
arrangements to its employees.

In 2018, the company appointed Singapore-based Lyn Lee 
as its chief diversity and inclusion officer. In Lee’s view, 
diversity—and the multiple different voices it brings—can 
strengthen business performance, particularly as the 
company accelerates the transition of its business to 
net-zero emissions, in step with society. “We’re working 
hard to become one of the most diverse and inclusive 
organizations in the world, a place where everyone feels 
valued and respected. Ensuring we all feel a sense of be-
longing and can bring our best self to work is both the 
right thing to do and something that delivers business 
performance,” said Lee. 

Case Study: Shell
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D&I Outcomes

Shell implemented a major restructuring program in 2020 
to build a simpler, more cost-effective organization in order 
to deliver on its ambition to be a net-zero emissions energy 
business. To mitigate the risk of moving backward on its 
D&I commitments, the company incorporated diversity 
KPIs into the program. On the topic of gender diversity, for 
example, Shell has driven an increase of +4.3% in women 
among Shell’s top 150 leaders. This is helping Shell prog-
ress toward reaching its target of 30% representation of 
women among the company’s top 1,400 leaders by the end 
of 2021.

Unique D&I Interventions

Having a more representative workforce strengthens local 
support for Shell in the communities where it operates and 
can help the company tailor its products to local needs. For 
example, the Shell China commercial team generated 
significant customer traction by launching a marketing 
campaign for a new lubricant based on the color of jade, 
which locally symbolizes prosperity, success, and good luck. 
The campaign, led by Chinese members of the team, 
delivered ten times the expected returns in the first two 
hours, becoming the most successful such effort to date.

Continuing the theme of building the best teams, Shell 
consciously guards against biases in hiring and promotion 
decisions. For example, managers are encouraged to chal-
lenge candidate shortlists that don’t provide sufficient 
gender and ethnic balance. Shell also monitors employee 
engagement, inclusion levels, and psychological safety in 
its annual people survey. This helps the company under-
stand progress and identify where it needs to provide 
additional support. Carlos Maurer, executive vice president 
of the sectors and decarbonization business, said “We have 
balanced intakes at entry level of very good talent. There is 
no reason for them to not make it to the top. We take 
calculated risks on everybody, but our biases can put risk 
on some people more than others, and leadership can 
change that. So, if I’m told there is nobody to achieve 
balance, I ask the person to look again.”

Challenges and Opportunities

The company recognizes that DE&I will become increas-
ingly important as the industry evolves with the energy 
transition. By encouraging a culture of “failing fast” and a 
“learner mindset,” Shell believes that its leaders will be 
better prepared for these developments and more welcom-
ing to younger, tech-savvy employees. But challenges re-
main. As Lee Hodder, vice president of upstream in Shell’s 
digital transformation division, observed, “It can still be 
difficult for a reservoir engineer with 30 years’ experience 
to be open to learning about AI and its applications from 
someone fresh out of university.” But Shell hopes that by 
having the right processes in place to drive inclusion, and 
leaders that model the right behaviors, it can break down 
these barriers and reach its goal of becoming one of the 
most diverse and inclusive organizations in the world.



42� UNTAPPED RESERVES 2.0

Actively Create an Inclusive Environment

In an inclusive environment, diverse employees feel com-
fortable about bringing their whole selves to work and 
expressing unique viewpoints. Such diverse perspectives 
are important so that oil and gas companies can start to 
solve the complex challenges that lie ahead. However, 
creating an inclusive environment is about cultural change 
within the organization and is not something that diverse 
groups can do for themselves. The cultural shift is achieved 
when everyone in the organization understands and values 
the benefits of diversity and the workplace becomes a 
place where diverse teams can thrive. Middle managers 
can foster positive change by selecting high-potential 
employees as D&I ambassadors. 

In building a more inclusive culture, leaders should ask 
themselves these questions: 

•	 Are our strategic decision-making bodies diverse and 
inclusive, and do they empower minority members to 
voice opinions and influence decisions? 

•	 Are senior leaders actively engaged in sponsoring diverse 
individuals? 

Chevron is a leading example of a company that is taking 
action on these fronts. (See “Case Study: Chevron.”)
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Chevron believes that diversity is not just about visible 
diversity, and that D&I should comprise relationship, occu-
pation, cognitive, value, and societal elements as well. 

To achieve the company’s D&I ambitions, Lee Jourdan, 
Chevron’s chief diversity officer from 2018 to early 2021, 
aimed to initiate authentic, highly personal dialogue across 
the company’s operations worldwide. “What we are doing, 
we are doing for everyone, but we must be intentional 
about it,” he said. 

D&I Outcomes

For years, Chevron has leaned into D&I and found that 
there was a business case for increasing it from the bottom 
up. Widening the talent pool for frontline management by 
purposefully including individuals from different back-
grounds and with unique perspectives not only inspires 
creative solutions, but also builds trustworthiness and 
agility—all of which directly impact performance. Chevron, 
the American Petroleum Institute (API), and other API 
members started looking at ways to decrease resistance to 
change in D&I, making the industry more attractive to new 
hires by removing unnecessary barriers for entry, such as 
college degrees that were unnecessary for certain roles. 

Case Study: Chevron
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Chevron and the Catalyst organization created a small 
group-learning program called Men Advocating Real 
Change (MARC) for employees to better understand head-
winds that women face, especially in the workplace. Some 
participants in the program explored gender equity issues 
that were highlighted in media, especially the daily news. 
“The news is a major driver for D&I, and it can make it 
easier for the predominant set—that is, white men—to 
understand what women are going through,” Jourdan 
explained. The company encouraged these single-gender 
groups in multiple countries to discuss D&I issues arising 
from local media coverage. By discussing the ways in which 
media represent different genders and drive attitudes, 
participants gained greater insights into the experience of 
other groups. After a few months, participants were orga-
nized into mixed gender groups and encouraged to discuss 
gender issues that they observed. When the program con-
cluded, participants reflected on their experience. Men 
who had participated were two-and-a-half times more likely 
to speak up when they observed non-inclusive behavior. 
And women who had participated were three times more 
likely to speak up. 

Unique D&I Interventions

Recognizing gaps in representation between women of 
color and Caucasian women, the company disaggregated 
its race/ethnicity data by gender. It also leveraged the Equal 
Employment Opportunity Component 1 report (EEO-1), 
published annually as mandated by the U.S. Equal Oppor-
tunity Act to track gender and ethnicity gaps, for internal 
and external accountability. Following its discovery of the 
gaps in representation, Chevron began to identify uncon-
scious bias in the organization. The company recently  
piloted two formal sponsorship programs within the com-
pany to expand advocacy opportunities for employees in  
its finance function and its downstream and chemicals 
business.

Chevron also revamped its future leader programs and 
developed a small-group program similar to MARC. The 
new program, Elevate, expands the discussion beyond 
gender to include other dimensions of diversity, such as 
age, ethnicity, military veterans, and disabilities. These 
programs were “not about forcing the numbers but rather 
having the right conversations—such as what are the 
headwinds versus the tailwinds—to grow in the right direc-
tion,” said Jourdan. 

Challenges and Opportunities

Chevron recognizes that there are further opportunities to 
expand representation in its global workforce. In response, 
its approach has been to better understand cultural factors 
within each of its 14 business functions. The company has 
started to track D&I-related metrics for each function 
(including employee attrition and turnover) to help it set 
more effective goals. 
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Our Tool for 
Assessing (and 
Advancing) D&I 
Maturity

Before oil and gas companies can create effective D&I 
strategies, policies, and programs, they need to un-
derstand the extent of D&I progress in their business-

es and identify areas of weakness. To help them do that, 
we have created a Diversity and Inclusion Maturity Assess-
ment tool, based on best practices from leading D&I poli-
cies and programs across industries. (See Exhibit 16.) 
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Exhibit 16 - Diversity and Inclusion Maturity Assessment Tool

Source: BCG analysis.

Note: A rating of 5 generally assumes that the company has met the criteria for stages 1 through 4.
1Includes restrooms, accommodation on sites/rigs, eating facilities where culturally needed, prayer rooms, break rooms, parent rooms, etc. 
2Employee Resource Groups are employee networks.

Category Top 12 
parameters

1 2 3 4 5

Visible 
leadership

1 What is included 
in your definition 
of D&I?

Includes gender 
diversity

Includes gender and 
racial diversity

Includes all visible 
differences

Includes all visible 
and invisible 
differences

Includes equity to 
bring everyone to a 
level playing field

Visible 
leadership

2 What drives your 
focus on D&I?

The 
government 
mandates it

It is a CSR initiative 
and about social 
justice

It is part of the ESGs It makes business 
sense

It is who we are and 
is a part of our values

Visible 
leadership

3 How 
committed is your 
CEO to D&I?

HR leads D&I, with 
no executive 
sponsorship; 
disaggregated 
responsibility with 
individual managers

Internally sponsors 
the D&I team; or 
nominates another 
Executive sponsor

Includes D&I 
internally as a 
top-three priority

Advocates and takes 
leadership externally 
in the industry; drives 
change

Appoints an 
Executive Leader to 
own the D&I agenda 
and dedicates 
resources to it

Visible 
leadership

4 How often do you 
communicate on 
D&I?

Never Only on International 
Women's Day/during 
Pride month, etc.; 
only internally

Only on International 
Women's Day/during 
Pride month, etc.; 
internally and 
externally

Through participation 
in external 
conferences, 
benchmarking 
exercises, etc.

Report on D&I goals, 
progress, and actions 
being planned as part 
of annual reporting

Visible 
leadership

5 How do you use 
D&I targets?

No targets used/use 
only those mandated 
by the government

In defining 
process-based 
metrics (e.g., 
mandatory 
unconscious bias 
training, ally training 
once a year)

In defining targets for 
recruitment and 
senior leadership 
roles

In defining target 
outcomes (e.g., equal 
retention across 
diverse groups, 
engagement scores)

In linking targets to 
incentives and salary 
structure of leaders

Foundational 
policies and 
programs

6 Which flexible 
working options 
do you provide?

None Work from home Work from home and 
flextime

Work from home, 
flextime, unpaid leave

Work from home, 
flextime, unpaid 
leave, job sharing

Foundational 
policies and 
programs

7 What is your paid 
parental leave 
policy?

Only for women, for 
birth and adoption, 
for a government-
mandated period

Only for women, for 
birth and adoption, 
for more than a 
government-
mandated period

For women and less 
for men, for birth and 
adoption, for more 
than a government-
mandated period

For women and less 
for men, for birth and 
adoption, for more 
than a government-
mandated period

For everyone 
regardless of gender, 
for birth and 
adoption, for more 
than a government-
mandated period

Recruit8 How do you 
ensure diverse 
and bias-free 
recruitment?

Do nothing By targeted 
marketing to diverse 
groups

By having 
gender-balanced 
interview panels and 
gender-balanced 
candidate shortlists

By doing blind 
screening of 
résumés

By using technology 
(e.g., removing bias 
from job 
descriptions, using 
AI for first-round 
interviews)

Retain9 Do you have any 
gender-appropri-
ate facilities?

None In corporate offices, 
for men and women

In corporate offices, 
gender-neutral, for 
men and women

Everywhere, for men 
and women

Everywhere, 
gender-neutral, for 
men and women

Retain10 What purpose 
does your 
Employee 
Resource Groups 
serve?2

None supported by 
company; employees 
can form them for 
informal networking

To build affiliation 
and to network, only 
for diverse groups, 
supported by 
company

For advocacy to 
leadership, for 
different diverse 
groups and allies

To act as strategic 
partners for 
business

As a force for good 
for the community 
in which the 
business operates

Advance11 How do you avoid 
over indexing on 
technical and/or 
international 
experience for 
promotion decisions?

Do nothing specific Include direct 
supervisor feedback 
against capabilities 
required for the role

Include 360-degree 
feedback against 
capabilities required 
for the role

Include an interview 
with a diverse 
candidate shortlist

Include assessment 
by a diverse 
decision committee

Advance12 How do you support 
your diverse 
employees in 
advancement?

Do nothing specific 
for diverse 
employees

Facilitate mentorship 
within diverse groups

Provide formal 
mentorship 
programs for all

Deploy structured 
sponsorship 
programs from 
midcareer

Deploy structured 
sponsorship 
programs for senior 
levels (CEO to 
CEO-2)
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The Diversity and Inclusion Maturity Assessment tool 
consists of a checklist of 12 parameters across five catego-
ries, ranging from leadership to career advancement. Each 
parameter is defined along a five-step scale, where step 1 
represents the bare minimum/table stakes action and step 
5 represents the current view of a progressive, forward-
leaning action (noting that this space and what is consid-
ered progressive will continue to evolve). The steps are 
typically sequential and additive, and they reflect increas-
ing maturity of D&I approaches when read from left to 
right. Using this tool, companies can create a baseline for 
themselves today and identify blind spots and areas for 
further focused efforts and priorities.

We encourage companies to use the tool to plot their 
starting point on the basis of current programs, and then 
set aspirations for the progress they would like to make 
over the next one, three, and five years. The tool can also 
facilitate discussions with management and boards about 
what realizing the full potential of diversity and inclusion 
looks like if they want to be best in class for attracting and 
retaining diverse talent—conversations that lead to action. 

We look forward to engaging with companies around this 
tool in the future and actively tracking developments as 
companies progress over time, through future editions of 
Untapped Reserves.
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Conclusion Even though they have made important advances in 
policies and programs, oil and gas companies’ prog-
ress with D&I outcomes has stalled, and women’s 

representation remains unchanged from what it was in our 
previous survey in 2017. If the industry is to secure and 
retain the talent needed to respond to the energy transi-
tion and other industry changes and challenges, it must 
maintain a clear focus on improving diversity and inclu-
sion. Companies can do this by focusing on the six priori-
ties for action that we outlined in Chapter 4, and by using 
our Diversity and Inclusion Maturity Assessment tool to 
determine their starting point and drive real change across 
their organizations. 



BOSTON CONSULTING GROUP    X    WORLD PETROLEUM COUNCIL � 49

It is especially important for companies to consider inter-
ventions that address the challenges that arise at different 
stages in an individual’s career journey: 

•	 Attract. Ensuring that recruitment messages align with 
company strategy on the energy transition and diversity 
is vital in attracting next-generation employees who are 
deciding where to apply on the basis of whether com-
panies share their values on the climate or diversity. 
Once the new recruits have joined a company, employee 
resource groups and networks can help women develop 
a greater sense of belonging during the first few years of 
their careers. 

•	 Retain. At the midcareer point, flexible working arrange-
ments, moment-of-truth interventions (for example, 
when an employee is departing for or returning from 
parental leave or has an offer of alternative employment 
outside the company), and formal mentoring and spon-
sorship programs can support women juggling work 
with increased family demands and help them progress 
to more senior roles. These programs, along with more 
structured family support, are also critical to retaining 
women as they advance to more senior career levels. 

•	 Advance. Making progress on advancement requires 
developing a concerted set of programs around sponsor-
ship and mentorship, establishing predefined leadership 
pathways, and maintaining a commitment to bias-free 
talent management and selection, including balanced 
candidate slates and selection panels. Advancement 
must also be equitable and provide transparency on 
equal pay. 

Companies have made significant progress since 2017 in 
implementing many of the easier policies and programs 
that are now in place. Given the lag between implementa-
tion and impact, we expect to see further positive effects 
and improvements in the next survey. 

Moving the dial further on D&I will be harder, however. At 
the leadership level, it will require a more strategic com-
mitment and a degree of personal accountability. Through-
out this report, we have highlighted examples of what 
“best in class” looks like and explored a progressive view of 
maturity to help companies continue to push for better 
D&I outcomes.

As we noted earlier, BCG and the WPC intend to publish an 
updated Untapped Reserves report every three years, in 
conjunction with the triennial World Petroleum Congress, 
as we continue to promote greater diversity, equity, and 
inclusion in the industry—values that are essential to 
delivering improved business results and driving positive 
employee experiences. The message is clear: Now, more 
than ever, oil and gas companies must make diversity a 
strategic priority for their organization. 
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Methodology The workforce data that we analyzed for this report 
came from oil and gas companies that span a broad 
range of company types and geographies. (See Exhib-

it 17.) Although the data set in 2020 is not identical to the 
one we used in 2017, both data sets are representative of 
the global industry. In addition, because we received more 
responses to our employee survey from some countries 
than from others, we weighted all countries equally so that 
we could make consistent comparisons and draw meaning-
ful conclusions between regions and globally. In 2020, we 
conducted research on 50 companies with collective reve-
nues of $2 trillion. In addition, we surveyed 2,800 industry 
employees across 60 countries and interviewed more than 
50 senior executives and other industry professionals.
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Exhibit 17 - The Goals and Methodology of Untapped Reserves

Sources: WPC and BCG.

Note: “Other” includes equipment suppliers, smaller independent firms, logistics companies, stockholding entities, midstream operators, refining 
companies, and providers of engineering solutions.

The only global oil and 
gas focused gender 

diversity study, introduced 
in 2017

50 companies Geographies 
represented

Combined revenue

• Primary data from 50 IOCs, 
NOCs, oilfield services 
companies, etc.

• $2 trillion in combined 
revenues

• 14% of the workforce 
represented

• Survey of 2,800 industry 
professionals

• 60 countries represented

• 50+ personal interviews with 
industry senior executives 

Company benchmarking

International oil 
companies

Global

National oil 
companies

Oilfield services and 
equipment companies

Other

Employee survey Individual interviews

$2
trillion

An opportunity for the 
industry to track progress 

over time

 An opportunity for 
companies to learn from 

best practice

Untapped Reserves—a collaborative project of WPC and BCG

In 2017 and again in 2020, WPC and BCG collected extensive data from individuals and companies for 
different iterations of the study

Breakdown of companies that participated in benchmarking in 2020

Asia and 
Oceania

Middle East

Central 
and South 
America

North America 
and Europe

23

20

116
7

6
18

2

7
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Appendix
Full Data on Company  
Policies and Programs

In the following charts, we have analyzed performance 
data from 50 companies across the five categories of 
D&I policies and programs shown in the framework. The 

five categories are foundational policies and programs, 
recruitment (denoted as “attract” in the framework), re
tention (“retain“), advancement (“advance”), and visible 
leadership. 

Each chart shows the percentage of companies that imple-
mented a given policy or program prior to 2017, did so 
between 2017 and 2020, or have committed to implemen-
tation in the future.
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D&I Policies and Programs

Sources: Untapped Reserves 2.0 survey; BCG experience.

Note: N = 50 oil and gas companies. Because of rounding, not all of the totals listed for the individual bars in this exhibit equal the sum of the  
numbers given for the bar segments.
1For example, support for exiting for and returning from parental leave.

Maternity leave

Foundational Policies and Programs

Attract

Retain

Sexual harassment policy

Anti-discrimination policy

Paternity leave

Flexible working policies

Equal pay and compensation across genders

Unconscious bias training for employees

Additional expatriation support for employees

Ombudsperson/grievance systems

Diversity strategy and team

Diversity explicit part of employee engagement survey

Clear policies/position on equal pay gap goals and actions

Unpaid leave/leave of absence

Childcare support

Expatriation support for spouses

Job-sharing programs

100

98

97

97

97

97
97

92

89

89

89

85

76
74

63

47

10

10

5

13

18

3

22

20

6

6

9

90

65 23

31

36

32

31

47

8

11

28

46

21

9

17

7

9

67

56

53

67

32

83

76

39

23

59

68

49

57

32

Unconscious bias training for recruiters

Mechanisms to ensure balanced interview slates/candidates

STEM outreach programmes targeted to young girls 

Targeted recruitment marketing for women

Mechanisms/policies to ensure balanced interview panel

Blind candidate screening

77

77

77

74

71

33

42

40

16 19

14

9

18

24

18

37

35

24

9

23

31

21

24

6

Mentoring program

Visible role models

Feedback after voluntary exit

Gender-specific accommodations and facilities

Women’s employee resource groups (ERGs for women and men)

Women's employee resource groups (ERGs for women only)

Technical career transfer programs/education assistance 

Support for dual-career couples

Additional arrangements to ease field work

Moment-of-truth interventions1

94

100%

88

82

81

76

69

65

50

42

24

61 25

11

19

26

17

9 6

11

12

3

15

8

3

1329

3

2647

71

58

38

42

50

47

21

Implemented from 2017 to 2020Effort required:
Degree of effort:

Behavioral/process change

Very significant Significant InsignificantSome

Financial investment Implemented before 2017
To be implemented
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D&I Policies and Programs
(continued)

Sources: Untapped Reserves 2.0 survey; BCG experience.

Note: N = 50 oil and gas companies. Because of rounding, not all of the totals listed for the individual bars in this exhibit equal the sum of the  
numbers given for the bar segments.

Implemented from 2017 to 2020

Tracking of diversity D&I KPIs

Internal diversity goals/guidelines

Public participation in key events

Leadership shares compelling D&I case for change internally

External communication of D&I goals/public commitment

Public commitment by the CEO

Frequent internal communication on D&I KPIs and progress

Diversity communicated as one of the CEO’s top three priorities

Participation in external rankings

Part of international agreements signatories

Leadership compensation linked to D&I goals

Effort required:
Degree of effort:

Behavioral/process change

Very significant Significant InsignificantSome

Financial investment Implemented before 2017
To be implemented

94

100%

92

92

86

84

83

78

61

60

59

47

2034

22

11

8

22

11

9

16

40

35 35

39 6

33

38

640

19

1815

26

28

16

47

42

38

37

38

27

23

22

16

Advance

Visible Leadership

Gender-neutral executive coaching and professional development

Technical training throughout career to keep skills relevant

Equal access to job progression opportunities

Balanced promotion/leadership candidate shortlists

Formal sponsorship program (career support, advocacy)

Balanced promotion/leadership review committees

Predefined advancement programs

97

95

92

85

72

71

47

67 23

24

38

16

20

9 12

11

16

38 9

8

8

5

3

81

66

41

40

26
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