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1. Background 

If we take a look around the media industry, it becomes clear that there is a lot of talk 
about diversity. But what does this mean in practice? As newsrooms try to stay relevant in 
increasingly diverse societies, many are turning to diversity management, not just as a matter 
of principle but also as a strategy they hope will boost audience trust, improve the quality 
of journalism, and even play a role in supporting democracy. Diversity in newsrooms has 
become a recurring topic, with reports from the Reuters Institute for the Study of Journalism 
listing it consistently as one of the industry’s biggest challenges (Borchardt, 2020; English, 
2021; Lück et al., 2020; Toff et al., 2021).

Given the attention being paid to diversity initiatives, we need to recognize that these efforts 
have a longer history. Calls for greater diversity, especially gender diversity, are not new, 
even if the current wave of interest makes it seem that way. Looking back, we can see that 
there are patterns; in the 1960s and 1970s, a push to reach broader audiences led to more 
women joining newsrooms in Western Europe, but, as researchers like van Zoonen (1998) 
and Djerf-Pierre (2000) have pointed out, these efforts were often about market appeal rather 
than being aimed at shaking up newsroom culture. Women were brought in to attract specific 
viewers, not to challenge dominant perspectives (Djerf-Pierre & Löfgren Nilsson, 2004; Melin, 
2008; van Zoonen, 1998). Similarly, in Eastern Europe, as state-controlled media shifted toward 
market-driven models in the late 1980s, gender diversity became more of a commodity than 
a value. Gober (2018) highlighted this pattern that indicated that the inclusion of women was 
more about economic appeal than about transforming newsroom dynamics.

Today, diversity management has taken on unique forms across countries in being shaped by 
each region’s cultural, political, and economic contexts. In the UK, where diversity efforts are 
relatively well-established, newsrooms still struggle with achieving diverse representation 
at senior levels (Douglas, 2022; Eikhof & Warhurst, 2013). In Sweden, diversity management 
has gained momentum only recently, with efforts focused on balancing egalitarian ideals 
with addressing systemic inequalities (Hulten & Graf, 2011; Jönhill, 2011). Poland, a largely 
homogeneous society, encounters resistance to diversity management that is often influenced 
by a socio-political context less open to such initiatives (Balogun, Ohia-Nowak, 2024). 

So, what does diversity management look like in the real world of media today? This report 
offers practical examples from selected newsrooms in Sweden, the United Kingdom, and 
Poland in aiming to clarify how diversity practices play out on the ground.
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2. The study 

This report draws on findings from a project, Diversity Management as Innovation in Journalism 
(2021–2023), funded by Norway-grants, that examined diversity management practices across 
Poland, Sweden, and the United Kingdom. The purpose was to broaden our understanding of 
how diversity management is defined, organized, and put into action across selected newsrooms 
and how this implementation is experienced by journalists, those directly impacted by diversity 
initiatives.

The study was set up to capture an essential dimension of diversity work-the lived and working 
experiences of journalists, the people to whom news organizations are reaching out in the hope 
of diversifying their audiences and finding new revenue sources. This report reflects that setup 
in giving equal weight to the perspectives of two groups central to news production in each 
of the selected research sites-organization representatives (leaders, diversity managers, and 
senior newsroom editors, or those known as the gatekeepers) and journalists.

Newsrooms were selected based on a “windows studies” approach, using Czarniawska’s (2014: 
23) method of identifying organizations where “something interesting” in diversity management 
was happening. This selection process involved desk research, reviews of industry reports 
along with academic and popular publications, and analysis of media websites. For instance, 
some organizations, like the British Broadcasting Corporation (BBC), had launched high-profile 
diversity initiatives such as the 50:50 Project to achieve gender balance in relation to content. 
Others, like Swedish Radio (SR), had faced internal challenges, such as a protest letter from 
employees regarding racism and discrimination in the organization (Vems SR?, n.d). Once we 
had identified them, we contacted these newsrooms, inviting both managers and journalists 
to be interviewed. We asked them to tell us about examples of recent diversity initiatives, 
practices, or training programs that they considered innovative and were open to discussing. 
In the case of Swedish Radio, we inquired specifically about the circumstances surrounding the 
protest letter and the organization’s response to it. Journalists were also invited to assess these 
developments from their perspectives.

Between January 2022 and June 2023, we conducted 75 interviews (that included follow-
up conversations in Poland that we carried out because of the extraordinary circumstances 
following Russia’s 2022 invasion of Ukraine) across 15 media outlets, that involved 65 
participants made up of 33 managers, 28 journalists, and 4 industry and academic  
experts (in the United Kingdom). 
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SWEDEN  POLAND UNITED KINGDOM

PUBLIC SERVICE 
RADIO & TV

SVT (Swedish 
Television),  

SR (Swedish Radio)

BBC (British 
Broadcasting 
Corporation), 

Channel 4

COMMERCIAL 

RADIO & TV  
TOK FM ITV

NEWSPAPERS
Dagens Nyheter, 

Aftonbladet
The Guardian

DIGITAL NEWS 

PORTALS 

Gazeta.pl, 
Ukrayina.pl, 

Onet.pl, 
Noizz.pl

ALTERNATIVE & 
INDEPENDENT 

NEWS 

ORGANIZATIONS 

Feministiskt 
Perspektiv

OKO.Press

Table 1. Newsrooms represented by interviewees in the study. 

In Sweden, interviews were conducted with representatives from public-service broadcasters 
(SVT, SR), newspapers (Dagens Nyheter, a national daily broadsheet, Aftonbladet, a national 
daily tabloid), and an alternative and independent news organization (Feministiskt Perspektiv, 
a digital feminist news portal).

In the United Kingdom, we interviewed representatives from public-service broadcasters 
(BBC, Channel 4), a commercial television network (ITV), and a national newspaper (The 
Guardian, a digital-first, progressive broadsheet). 

In Poland, interviewees included representatives from a commercial radio station (TOK 
FM), web portals (Gazeta.pl, Onet.pl, Noizz.pl, and a newly established Ukrayina.pl,), and an 
alternative and independent news organization (OKO.press, a digital citizen news outlet for 
investigative journalism). 

 



9

COUNTRY MANAGERS JOURNALISTS EXPERTS TOTAL

SWEDEN 9 11 - 20

POLAND 14 12 - 26

UNITED 

KINGDOM 10 5 4 19

TOTAL 33 28 4 65

 
 
 
 
 
 
 
 

Table 2. Countries and roles represented by interviewees in the study.

3. (Re)defining diversity as 
polyphony

In interviews with journalists, project leaders, diversity managers, and editors from 15 outlets 
across Sweden, Poland, and the United Kingdom, we noted that a shared understanding of the 
positive impact of diverse voices, perspectives, experiences, and backgrounds on journalism 
emerged. Almost universally, participants defined diversity from a communication-
centered perspective, rather than focusing solely on psycho-sociodemographic factors like 
gender, age, and/or ethnicity (Trittin & Schoeneborn, 2017). This transformation is clearly 
demonstrated in the license-reporting by Swedish Radio (SR), where, between 2014 and 
2019, the objective evolved from “mirroring society” to “mirroring diversity in society” 
(Gober & Jupowicz-Ginalska, 2023: 5). At SR, diversity in recruitment was operationalized as 
“diversity as competence,” in relation to “a person having access to perspectives, networks, 
and languages other than those common in the editorial office or department. It can be 
about having networks in environments that are not the usual ones in the programs, having 
experience of being defined based on the minority you belong to or being able to speak a 
special language (SR, 2015: 49).” 
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“A person having access to 
perspectives, networks, and 
languages other than those common 
in the editorial office or department. 
It can be about having networks 
in environments that are not the 
usual ones in the programs, having 
experience of being defined based on 
the minority you belong to or being 
able to speak a special language.”

Swedish Radio, 2015: 49

This “diversity as competence” model that SR describes as a “concrete tool to broaden 
perspectives in journalism and, in several cases, to make journalism possible at all” (ibid: 
49), was the preferred approach among participants in both public and private Swedish 
outlets. An HR manager from a Swedish public service, explained the goal of “mirroring 
diversity in society” as focusing on the diversity of perspectives present in society and the 
need to recruit journalists who can accurately represent that society. This manager said, 
“We need different perspectives to be able to make good journalism. So, when we recruit 
people, it’s always diverse competencies that we’re looking for.” 

In Poland and the United Kingdom, while the specific term “diversity as competence” was not 
widely used, the concept resonated with managers and journalists. Ivy, a project manager 
from the United Kingdom public service, explained that diversity, above all, means polyphony 
or “diversity of voices,” and added, “I don’t have to agree with them, but I have to know they 
are there.” Similarly, journalists view the value of diversity in its representing a full range of 
perspectives. As one Polish journalist explained, “For me, diversity means that every employee, 
regardless of gender or sexual orientation, has the opportunity to share their opinion, ideas, 
and have them discussed. Media should work toward diversity. I don’t see any other way.” Others 
stressed that it is the right thing to do. A United Kingdom journalist saw diversity as a means to 
represent underserved audiences and challenge stereotypes related to race, gender, disability, 
and class. A journalist in Sweden, echoed this view in seeing diversity in journalism as “leveling 
the playing field, creating new narratives where people are empowered to tell their own stories, 
regardless of their background.”
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Diversity is also seen as a business strategy (van Dijk et al., 2012; Nwonka & Malik, 2018). A 
Diversity and Inclusion (D&I) manager from the United Kingdom noted, “Having the same 
people doing things the same way just makes no business sense anymore.” An editor-in-chief 
in Poland added that while striving for diversity may seem counterintuitive in an advertising-
driven economy, it aligns well with a subscription model in which content tailored to identity-
focused perspectives resonates better with audiences. Karin, an editor-in-chief in Sweden, 
agreed with this perspective in describing diversity as “strictly part of the business case.”

With these definitions in mind, we turn now to review how newsrooms are implementing 
diversity as polyphony in practice. In the following sections, we explore concrete examples 
from Sweden, the United Kingdom, and Poland and show how these concepts are woven into 
newsroom routines and decision-making processes.

4. Managing diversity as 
polyphony 

Achieving diversity in newsrooms, as explained by interviewees from news organizations in 
Sweden, the United Kingdom, and Poland, requires substantial organizational change and 
is viewed as a long-term strategy rather than a quick fix. Interviewees stressed several key 
strategies or approaches that their organizations are trying out actively and implementing to 
enhance diversity in their newsrooms:

•	 Training and skills development

•	 Revising recruitment practices

•	 Collecting and analyzing data

•	 Creating new specialized roles

•	 Promoting diversity through organizational initiatives

We go on to provide further details about each strategy as offered by the interviewees. In the 
following sections, we present each category based on strategies rather than in relation to 
each country and highlight the approaches adopted across all involved organizations.
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XI

% %

SPECIALIZED ROLES

DATA ANALYSIS

SKILLS TRAINING

DIVERSITY INITIATIVES

INCLUSIVE RECRUITMENT

Strategies for enhancing 
newsroom diversity
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4.1. Training and skills development

In many of the newsrooms, the objective of achieving diversity was approached through 
training initiatives targeting what were described as collective mindsets. Interviewees 
outlined specific types of training and skill-building initiatives that focused on fostering 
inclusivity and critical thinking in the news production process, as well as in the workplace 
itself, and included reference to training aimed at helping staff navigate the complexities of 
an inclusive environment.

4.1.1. Mindset and perspective training

To encourage staff to question whose perspectives are represented in the newsroom and in 
the content produced, and to address potential blind spots, we found examples of different 
types of training that varied in complexity and focus, in all three countries. Courses that 
referred to “mapping competence,” aimed to help the newsroom align content effectively 
with the evolving needs of the audience and also identify their potential blind spots and 
biases. Several mapping techniques were mentioned, including gathering detailed knowledge 
about the target communities the outlet covered, assessing the staff’s knowledge of these 
communities, comparing the results (and discrepancies), and translating these findings into 
appropriate training but also into job requirements for new hires.

Example from Sweden

Maria and Paul, both managers in public service, explained that their 
organization developed courses for leadership about what they called 
mindset that reflected critically on whose perspectives are represented 
in the (news)room and whose perspectives are reflected in the content 
produced. Maria explained that the goal was to help people reflect 
critically on the fact that their ways of thinking were all similar and to start 
questioning their own assumptions. For example, “Is what we have here in 
the room typically Swedish?” Maria emphasized that these workshops were 
appreciated by participants. Paul explained that similar training is offered 
to newsroom managers and that it combines theory with lots of examples 
and practical tips. For Paul, what he called the “how question” remains 
the most difficult and important when it comes to diversity and inclusion 
work in relation to “perspectives.”  He said, “We’re working with critical 
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thinking, conformity, and above all psychological safety. It starts with 
psychological safety and thinking about what culture we need to have here 
to be able to hear all these different perspectives that we have in-house.” 
Paul added that this is part of a long-term strategy and that providing 
the necessary tools to challenge people’s established ways of working 
and thinking, and the language they use routinely to describe certain  
phenomena, is crucial.

4.1.2. Community-specific training

Training modules also focused on understanding the specific communities on which 
journalists report and included addressing stereotypes and assessing the impact of stories on 
those communities. The training and skill development mentioned concerned the products 
and content produced by the organization and included efforts to educate the newsroom 
staff about local and minority communities that their coverage was affecting. Changing the 
narrative meant moving away from simplified representations to enable reflection on more 
nuanced societal dynamics.

Example from the United Kingdom

Ivy, a manager, described how, upon realizing that her outlet had not 
represented the disabled community, her organization developed a plan 
to tackle this gap. Efforts ranged from creating a database of experts with 
disabilities to providing accessible pathways to the newsroom, ensuring 
that disability was never a barrier to participation. Ivy explained, “Our 

“Our objective was very clear.
We want the best experts in our 
studios, not only those who can 
get here or whose names are
already known to our journalists
and producers.”

Ivy, Manager/United Kingdom
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objective was very clear. We want the best experts in our studios, not 
only those who can get here or whose names are already known to our 
journalists and producers.”

4.1.3. Anti-bias and race awareness training

Race fluency and anti-bias training aimed to help participants recognize and address biases 
in the newsroom, in the hope of reshaping their understanding of race, privilege, and 
tokenism and moving beyond superficial inclusion to genuine representation.

Example from the United Kingdom

Monic, a white HR manager, explained that dedicated training on race 
and discrimination opened her eyes to concepts like white privilege and 
tokenism. She noted, “As a person working in HR, I was participating in 
tokenization. I have learned that, first and foremost, you ask to which 
group people want to belong, if any, instead of assuming that you know 
based on their skin color or religion.” 

4.1.4. Inclusive language and communication skills

Training focused on inclusive language and effective communication skills was seen as 
crucial to supporting diversity and inclusion. This included developing language fluency 
about topics such as LGBTQ+ rights and women’s rights.

Example from Poland

Marta, head of programming, explained that her outlet publishes 
regular language guidebooks for journalists. These are meant to update 
journalistic knowledge about language-sensitive issues, such as women’s 
and LGBTQ rights. “These function as formal documents in the company, 
and journalists are expected to have read them. We have also organized 
training around this. We aim to write in a way that is both smart and 
correct.” Marta mentioned that this focus on language awareness stemmed 
from a bottom-up initiative by journalists interested in improving their 
language use, particularly on sensitive topics like psychological wellbeing. 
She explained, “Our language evolves constantly, and it’s challenging 
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to keep up, especially without regular interaction with younger people.” 
LGBTQ+ experts were also invited to newsrooms to explain the intricacies 
of language used to describe sexual minorities.

4.2. Revising recruitment practices

Organizations were also working to overhaul their recruitment processes. This was not 
merely about increasing diversity numbers but about changing fundamentally how 
candidates were identified, evaluated, and employed ensuring that the recruitment pipeline 
was both diverse and equitable.

4.2.1. Changes in recruitment strategies

Changes in recruitment strategies focused on both practices and strategies to expand and 
diversify talent pools. Altering recruitment practices involved opening other recruitment 
channels, advertising more widely, and changing the language of the advertisements.

Example from the UK 

Oscar, a D&I editor explained, “Recruiting journalists from diverse 
backgrounds is difficult. This is the mantra of the industry.” Changing 
these practices, Oscar warned, is not easily accepted and requires 
overcoming resistance from staff. “People will fight back, complain that 
they have no time for this, and argue that if someone is good, they will find 
out about the opening.” Oliver, a manager, added, “Job announcements 
should be spread widely, not only in the obvious places, and this ensures 
that people will believe that they are at the receiving end of the ad.” Oliver 
added that to provide potential candidates with a more comprehensive 
understanding of the workplace, his organization incorporated webinars 
into the application process and was committed to provide comprehensive 
feedback to all candidates, regardless of whether they were hired. This 
approach increased applicant numbers but also extended the recruitment 
timeline since the shortlist was longer and interviews lasted two days 
instead of one, but it reflects a commitment to the change that one must 
be ready to make.
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“Recruiting journalists
from diverse backgrounds
is difficult. This is the mantra
of the industry.”

Oscar, D&I editor/
United Kingdom

Other changes in recruitment strategies mentioned, apart from expanding the reach of job 
postings and modifying job application language, included analyzing applicant pools more 
closely. For example, when a position demanded Arabic language skills but yielded no 
qualified applicants, this was seen to be a sign that one needed to rethink the recruitment 
strategy rather than draw conclusions about the lack of qualified candidates with that 
particular competence.

4.2.2. Innovative recruitment solutions

Many interviewees acknowledged the difficulty of recruiting diverse talent when those 
entering media and journalism programs often come from similar backgrounds. This 
necessitated innovative solutions if the pool of incoming talent was to be expanded. Initiatives 
included journalist ambassador programs, pitch sessions at high schools, hackathons, and 
creative labs, all of which aimed to attract a more diverse group to a career in journalism. 
Another example mentioned included creating new internship programs that aimed to cast 
the recruitment net more widely and in a more creative way. A few outlets in Sweden and 
Poland were testing internships that targeted professionals from other fields and offering 
them journalistic training.

Example from Sweden

Hugo, a D&I manager, argued that having this new recruitment strategy 
was a very good investment for the company. “This is a new way of thinking 
about diversity and about how to ensure we recruit people who are great 
assets to the company.” 
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Example from Poland 

Joanna, a deputy editor-in-chief, explained that her outlet recruits from 
non-journalist backgrounds specifically for diversity purposes. “We rarely 
steal journalists from other outlets. This is our CEO’s conscious strategy. 
He believes that you can educate people to become journalists, but you 
cannot position them differently socially. These people have a different 
way of thinking to begin with. You need only to focus on teaching them 
how to write as a journalist.” 

4.2.3. Importance of inclusion

Managers and journalists alike share ample examples that recruitment policies on their own 
are not enough to achieve change. Jack, a manager from the United Kingdom, explains that 
if there is no focus on creating an inclusive culture “People leave the newsroom faster than 
the company can recruit them.” Similarly, Oliver, a D&I manager, emphasizes that diversity 
recruitment without inclusion is money wasted. He explained, “People talk to each other. 
They share if a workplace is good or not.” Confirmation of his words came from Urszula, 
a journalist from Poland, who says that she chose her current place of work based on her 
colleagues’ recommendations. She noted, “I trust this outlet absolutely. I believe this is 
the most ethical outlet in Poland at the moment. They take responsibility for their words, 
and I knew a couple of journalists who worked here already, and all of them are absolutely 
amazing.” Urszula added that she was given a month to get to know the newsroom and the 
staff before she was expected to produce her own content. “This was an amazing practice I 
have not seen anywhere before. I had time to get to know my colleagues. I did interviews with 
them to know what type of expertise they had that I could later use in my own reporting,” 
she said. 

Hiring diverse people without a plan for what happens with them next would result in a 
company experiencing many more problems with so-called diversity. A culture of strong 
preference for consensus was believed to hinder diversity in Sweden. This preference meant 
that things were often assumed, and knowledge was not always shared in a transparent 
way. This sense of confusion was widespread among journalists from underrepresented 
backgrounds. Many expressed uncertainties about why they had been hired if there was 
so much hostility toward them and this left them feeling alone, ignored, and unsupported, 
either by HR or by managers or unions.
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Example from Sweden

Lukas, a journalist who recently moved to Sweden, explained that in 
Sweden one gets only what one asks for so, if someone does not know the 
system, they lose out. When Emma, a journalist of color, joined a new 
newsroom in Sweden, she felt very unwelcome. It took months before 
her new colleagues started greeting her in the morning. She added that 
she would have left a long time before if it had not been for the editor 
who appreciated her work. Alice, another journalist of color from Sweden, 
said that she was selected for her position from a large pool of applicants 
in a highly competitive hiring process. However, after some time in the 
newsroom, she felt a disconnect and alienation from other journalists, to 
the point where she began to question the outlet’s reasons for hiring her 
in the first place. 

4.3. Collecting and analyzing data

Data collection and analysis play a crucial role in diversity management efforts and were 
initiated by both management and journalists to help spearhead discussions about diversity 
in the newsrooms and provide educational tools for teams working on upskilling their 
workforce. Data is collected on both the content produced and the organization itself. By 
gathering detailed information, companies could set measurable diversity goals and adjust 
their strategies based on evidence, ensuring that diversity management initiatives were 
effective.

4.3.1. Data about the organization

Understanding the organization, its culture, traditions, and needs was important for 
leadership if they were to choose the right diversity management strategies. Examples of 
the adopted strategies varied quite drastically from one organization to another. In one case, 
changes to the organization were introduced at a very slow pace, starting with extensive 
data collection and needs analysis and then incremental changes in one department after 
another were implemented. Other examples included quick analysis followed by equally 
quick decisions, such as hiring new journalists who had knowledge and could contribute 
to improving the representation of the heterogeneous society in which the company was 
operating.
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Example from Sweden

Hugo, a D&I manager, explained that his organization started with an 
extensive survey in talking to over 100 leaders and employees and trying 
to understand the maturity of the company in terms of its diversity. They 
wanted to understand what the career cycle looked like for people coming 
from non-dominant backgrounds in comparison to those from more 
dominant groups. Hugo and his team used all this data to develop a diversity 
index for the company’s internal use as well as to articulate universal 
principles for the company’s management and leadership. He said, “I want 
this strategy to be holistically rooted in all our operations. Starting from 
our values, to people, cooperation, innovation, and development.” 

Paul, an HR manager, mentioned that their employee survey data 
gathered regularly is also used to develop training and educational tools 
for management and staff. Upon finding out through an employee survey 
that women from minority backgrounds felt silenced and that their well-
being was the weakest in the company, they now start all their workshops 
and training session with the appropriate data that shows how employees 
feel in the company. Paul said that having such data is critical since it 
helps to root the discussion in concrete realities, not leave it hanging at an 
ideological level. “We show what the problem is in each department and 
next we suggest the tools to improve the situation,” he concluded. 

Example from the United Kingdom

Oliver, a D&I manager, explained a similar objective with data collection in 
relation to recruitment in his outlet. He understands that it is not enough to 
hire different people. It is important to continue analyzing the data, follow 
the career development of different employees, and try to understand whose 
progression is stalled and why. As he said, “You can have swathes of minority 
people coming through the organization and nothing will change if your 
objective is brand crisis hiring.” 

4.3.2. Data about the product

Interviewees mentioned several initiatives to collect data that showed skewed representation 
of certain communities and minority groups. Some were bottom-up initiated, spearheaded 
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by the journalists themselves, and later picked up and supported by management once they 
had gained traction. These included monitoring representation of gender, ethnicity, and 
disability in products created by the outlet.

Example from the United Kingdom

Noah, a journalist, stressed that it is important that these initiatives are a 
team effort conducted on a volunteer basis, and that newsrooms motivate 
and set targets for themselves to see change, including competing for 
results with other newsrooms. Their slogan is “Count, share, and change.” 
He thinks that success comes from people themselves starting to care and 
think about representation. He added “It is impressive to see people being 
aware that intersectionality is a thing. That if you set the target for 12% 
people with disabilities on-screen and you end up with 12% white men 
with disabilities, that is not diversity at all.”

“It is impressive to see
people being aware that
intersectionality is a thing.
That if you set the target for
12% people with disabilities
on-screen and you end up with
12% white men with disabilities,
that is not diversity at all.”

Noah, Journalist/United Kingdom

Ivy, a manager whose position was created once the leadership of her 
organization got behind a journalist’s bottom-up initiated monitoring 
project, agreed that success comes from people motivating themselves to 
see change in the media. Methodology plays a role as well. Tools for data 
collection need to be straightforward, easy to scale, and shared. She went 
on to say, “We see these monitoring projects as incubators of innovation. 
We try different things and sometimes they work, and sometimes they 
don’t. We are flexible and take it as an opportunity to learn.” 
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Example from Poland 

Monika, a journalist, said that her station monitors gender diversity 
among the guests invited with the support of a coordinator who collects 
this data. “If there is poor representation of women in the programmes, 
he takes it up with the editors,” she said. At the same time, Monika added 
that the diversity debate in Poland is limited to gender and perspective, 
and ethnicity and race are not part of this debate. Others maintain in-
house expert databases with the same objective of diversifying the pool 
of invited guests. Konrad, a journalist, said that the “fight” for finding 
and adding new names to the database is ongoing in his outlet. “We’re 
super proud every time we find a good expert,” he exclaimed. Similarly, 
Joanna, a deputy editor-in-chief, said that one of their outlet’s formal D&I 
strategies is maintaining diversity among invited guests and experts. “This 
is formalized in our newsroom. We talk a lot about diversity among guests 
in our editorial meetings. Finding good names and adding them to our 
internal database is one of our D&I strategies.” 

Example from Sweden 

Monitoring bottom-up initiatives is vital because they will die out without 
meaningful managerial support. Emma, a journalist of color, who took it 
upon herself to monitor gender and ethnicity in her newsroom’s products, 
felt isolated and lonely when presenting the data to colleagues who did not 
care about representation. “It was especially frustrating that they would 
sometimes comment on the numbers pertaining to gender representation, 
but never about ethnicity,” she said.  Alma, also a journalist of color, shared 
a similar experience in saying, “We have seen representation statistics 
from our newsroom once or twice; they were horrible, like 80% of experts 
in our content are white men, but there was never any discussion to 
challenge that.”

4.4. Creating new specialized roles

Some organizations introduced new positions, particularly those of mediators or “middle 
persons,” who were tasked with bridging gaps between different groups in the newsroom. 
These roles were critical in ensuring that diverse perspectives were not only heard but 
also meaningfully integrated into the editorial processes. In all three countries, we found 
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examples of D&I managers or “leads” whose positions were created in the last one or two 
years.

4.4.1. D&I managers

D&I managers, responsible for developing diversity and inclusion strategies for their outlets, 
were often positioned in the HR department. 

Example from Sweden

Hugo, a D&I manager, stressed that he was a realist and preferred taking 
the long route with his D&I efforts, rather than setting demands that 
were too high and losing the support of leadership along the way. “My 
role is to convince those unconvinced, including the white, middle-aged 
heterosexual man,” he explained. He believes that ensuring that everyone 
feels comfortable discussing D&I will yield greater benefits.

4.4.2. D&I ‘middlepersons’

Some outlets created D&I positions that bridged the editorial and managerial levels of the 
organization. These roles were sometimes volunteer positions, referred to as “diversity 
leads,” while at other times they were regular, paid positions aimed at ensuring editorial 
accountability for the accurate and nuanced coverage of diverse stories and communities. 
These positions were designed to represent the voices of marginalized and minority 
journalists in various ways. Taking on the role of a middleperson was not always easy. Oliver, 
a Black D&I manager from the UK, explained that one was expected to “run with the hares 
and hunt with the hounds.” The person in the middle had to gain the trust of both journalists 
and leadership. Several of the middleperson positions were created in response to direct 
demands from journalists.

 Example from the United Kingdom

Noah, a journalist who took on a diversity lead role for the disabled 
community, explained that his position significantly improved 
conversations about the lived experiences of minority journalists. He 
leads a project focused on the representation of disabled people, training 
producers, editors, and journalists on how to create inclusive content by 
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showcasing both positive and negative examples of representation. He 
explained, “We’re striving to show disability from a new perspective. It’s 
not just a legal definition but about people living with different limitations. 
We aim for incidental representation of disability, not just ticking boxes.” 
Oscar, a D&I editor, explained that the innovative part of his role is that 
his expertise is anchored directly in the newsroom, not in management. 
“Editors make hundreds of decisions every day regarding what to write, 
what to commission, and which perspectives or angles the story will take. 
This is where diversity is hidden. This is the everyday inclusion, and that is 
where I have my role in everyday conversations with other editors about 
how to be more inclusive.” 

Example from Sweden

Karin, a deputy editor-in-chief, agreed that diversity heavily relies on 
the editor’s awareness. She said, “Journalists need to trust the editor, and 
the editor needs to have empathy. Your role is like a coach; you coach 
your team of journalists, create a safe working environment, and allow 
them space to be tired, etc. Empathy is a new skill that editors need to 
develop.” She explained that her outlet sees editorial roles as critically 
important in its operations. The training module for news editors lasts 
one year and covers various topics, including creative thinking, team 
building, and investigative skills. She emphasized that “you need a 
leader for this role, one who knows journalism but accepts that he or 
she is not an expert on every story. Journalists are the experts, and your 
role is to help them get the best from their stories and themselves.”  

“You need a leader for the editorʼs role
 - one who knows journalism but accepts that
he or she is not an expert on every story. 
Journalists are the experts, and your role
is to help them get the best from their
stories and themselves.”

Karin, Deputy editor-in-chief/Sweden 
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Emma, a journalist of color, agreed that the essence of her work is that her 
voice is wanted, valued, and taken into account. “My editor, who is a white 
man, is the best. He is conscious, supports me and my ideas, and never 
thinks less of me,” she said. Example from Poland

Example from Poland

A newly created D&I position was initiated from the bottom up and focused 
largely on the editorial challenges of journalistic work, particularly 
language. Ewa, the D&I lead, explained that her role evolved organically 
and involves providing editorial language sensitivity guidance to fellow 
journalists on topics such as women’s rights, LGBTQ+ rights, and migrant 
rights. She had already been doing this work voluntarily when leadership 
responded by creating her position and this further legitimized her work 
and sent an important signal to journalists resistant to the idea that 
language changes and that it matters. Paweł, a journalist, explained that his 
organization had created a position of newsroom coordinator responsible 
for maintaining the flow of information between newsrooms to ensure 
that the same story was not covered many times while other stories went 
unnoticed. 

4.5. Promoting diversity 

New initiatives and projects aimed at promoting diversity in newsroom operations are 
increasingly common. While some organizations craft mission statements to signal their 
commitment to diversity, for others, the practical implementation of such initiatives reveals 
challenges and inconsistencies in aligning broader institutional goals with meaningful 
actions.

4.5.1. Commitment to Diversity

Media organizations’ efforts to show commitment to diversity and inclusion and stand behind 
the values they represent varied from literally writing mission statements to launching 
promotional campaigns, developing new projects, or earmarking funding for designated so-
called diversity programs.
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Example from Poland

One of the outlets started publishing mission statements to position the 
organization within the realm of human rights and in opposition to the 
government. This statement was published online and signed by the 
outlet’s staff. Iwona, editor-in-chief of another outlet, similarly argued 
that today’s media should clearly position itself on the value ladder. “I 
keep having fights about the traditional way of thinking about objectivity 
with my boss. You need to show your positionality clearly to be perceived 
as trustworthy by the readership. I think this is how media should look 
like today,” she argued. However, such statements were also criticized 
by journalists who saw these as crossing the line between editorial and 
PR work. Janusz explained that his outlet’s “mission statement” left him 
feeling alienated and he saw it as acting against diversity. He said, “This 
was like sending a signal that you are not one of us, that you don’t fit in. 
Your thinking is different from the group, thus you are not one of us.” 

4.5.2. Risks of Tokenism

Diversity management initiatives that prioritize so-called employment branding and seek 
quick fixes such as hiring individuals who appear different with visible disabilities or different 
skin colors are risky and questionable. Promoting the organization as D&I friendly through a 
campaign that is exaggerated and fails to resonate with the experiences of existing journalists 
can lead to trouble. Journalists who feel deceived by their company refuse to engage in such 
performative roles. They express feelings related to tokenization and stigmatization, fearing 
that they may betray themselves and their communities by legitimizing programs that are 
not genuinely inclusive.

Example from Sweden

Jenny, a journalist of color, reflected on feeling frustration when she read 
in the newspaper how her company was promoting itself as D&I friendly. 
“My experience is very different. I know they are not interested in different 
perspectives. They want someone ‘different’ to say what they want to hear, 
in a neutral way, without any trouble for them,” she said. Emma, another 
journalist of color, described an invitation she received from her company 
to participate in a D&I project that she declined. She explained that she 
felt embarrassed that even when the outlet wanted to do something “good 
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about D&I,” they did it very poorly. “They don’t know what they’re doing. 
They think they’re making great progress, but in fact, everything is half-
hearted. It’s all for show, with no real substance, 100% marketing,” she 
lamented.

5. Not so great after all

Unfortunately, several journalists interviewed for this study did not have positive experiences 
of contributing their diverse perspectives in the newsrooms where they worked. A newsroom 
unprepared to handle difference presents significant challenges for those involved. 
Journalists from minority backgrounds often struggle for acceptance, and despite formal 
commitments to D&I, many of the newsrooms studied exhibited a genuine lack of clarity 
regarding effective diversity management practices at the newsroom level.

5.1. Lack of acceptance and support

Journalists from minority backgrounds often found it difficult to gain acceptance. Many 
felt reduced to their identities, expected to provide stories solely from their communities 
without adequate editorial support. Emma, a Black journalist from Sweden, noted that while 
her perspective was welcomed, it rarely led to meaningful change. For example, when she 
pointed out that vox-populi pieces were featuring predominately white people, her feedback 
was welcomed, but nothing changed. “There were never any guidelines given from editors 
to journalists who are send out with cameras to feature more diversity,” she said. The other 
perspective was not automatically valued, and it often required significant effort from the 
journalist to be heard. For instance, Monica reflected on her experience as an intern in public 
service in saying, “I had to know my place in the organization and not try to reach for the 
forbidden fruit.” Her insistence on diverse stories led to negative labeling and experiences 
of isolation. She noted that she was never considered an expert on issues deemed “Swedish,” 
and said, “I am treated as a tourist visiting Sweden even though I was born here.” 
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5.2. Tokenization and role expectations

Many journalists reported being reduced to their identities, expected to provide stories 
and insights solely from their communities while lacking the necessary editorial support 
to advance these narratives meaningfully. Each editorial meeting became a struggle to 
convince colleagues that unrecognized stories deserved attention. Alice, a journalist from 
Sweden, lamented the insufficient diversity in the newsroom, in stating, “There is not enough 
diversity in the newsroom to have meaningful conversations about diversity. I am expected 
to pitch my own stories, but when I do, I am told this isn’t interesting, or it only concerns a 
small number of people.” 

Urszula, a Polish journalist, felt cornered when asked to promote the outlet during the 
International Day of LGBT Visibility, and said, “It’s important to acknowledge that everyone 
has their limits of privacy and how much they want to share about themselves. Just because 
I am a known lesbian doesn’t mean I want to always talk about that part of my identity.” 
Konrad, also a Polish journalist who addressed the lack of nuanced LGBTQ discussions in 
Polish media, expressed that being always asked to discuss his personal experiences became 
emotionally draining. He explained, “These discussions are tiring because they don’t change 
anything at the political level but are draining for me personally.” Jack, an LGBT journalist 
from the United Kingdom, shared similar concerns in stating, “I have a problem with being 
the voice of a community. Some people might feel okay with being ‘that’ voice, but the mere 
expectation outlets have of treating some employees as ‘group representatives’ instead of 
individual journalists is very problematic.” 

5.3. Navigating microaggressions

The balancing act of being a journalist with minority competence while also being expected 
to represent their community is fraught with challenges. Many journalists reported facing 
microaggressions and navigating a hostile environment in which a lack of understanding 
of diversity leads to defensiveness and accusations of being “activists.” Jenny, a Swedish 
journalist, reflected on the frustrating implications of discussions about “different 
perspectives” on her professional life when she exclaimed “As if I could separate myself 
from my social identity. This is not something you can ‘remove.’ At the same time, I am 
constantly reduced to my identity.”
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“As if I could separate myself
from my social identity.
This is not something you
can ʻremove.̓  At the same time,
I am constantly reduced
to my identity.”

Jenny, Journalist/Sweden 

Lena, a Swedish journalist, complained about the absence of focus on how journalists when 
being personally attacked, either by colleagues or the public, are expected to defend 
themselves, particularly those from minority backgrounds. “My activism was about 
defending my dignity as a human being,” she said. Ewa, a journalist from Poland, explained 
that she is often tagged by older colleagues on social media who challenge her LGBTQ 
expertise. “These attacks upset me because they model this behavior for younger colleagues. 
I am not only concerned for those who use this homophobic, archaic language but also for 
those who read it,” she explained. 

Konrad, a journalist in Poland, expressed similar frustration in stating, “My identity is used 
against me. This is an old mechanism for undermining credibility, a tactic feminists have 
often faced. I am tired of being ‘the gay’ journalist.” Oscar, a Black editor from the United 
Kingdom, explained how his Black masculinity limits the range of emotions he is allowed to 
express publicly. “All Black men and women are confronted with aggressive stereotypes. We 
must control and tone down our voices all the time.” Monica, a Swedish journalist, shared a 
similar experience in saying, “Every time I showed emotions, it was held against me. No one 
noticed the hundreds of times I bit my tongue when they were gaslighting me. But the one 
time I broke down, they all noticed. I confirmed the label ‘crazy’ for them.” 

Overall, journalists with minority characteristics reported harsher criticism and a lack 
of understanding from both colleagues and those in leadership. A newsroom that fails 
to recognize these realities becomes complicit in the hostilities and hate speech these 
journalists endure. As Monica succinctly put it, “The discussion is only about particular 
hateful comments you bring to their attention but never about what this does to us.”



30

5.4. Charting the way ahead

The examination of diversity management practices in newsrooms across Sweden, Poland, 
and the United Kingdom reveals both progress and ongoing challenges in fostering an 
inclusive culture. This report highlights various strategies that range from training and skills 
development to the establishment of specialized roles and the empowerment of minority 
voices that organizations are employing to integrate diverse perspectives into their daily 
operations.

Despite these efforts, many journalists, particularly those from minority backgrounds, 
continue to encounter systemic barriers that undermine their contributions and experiences 
in the newsroom. This reality underscores the necessity for organizations not only to 
implement initiatives but also to evaluate critically their effectiveness and impact. By investing 
in the empowerment of all voices and embracing the complexities of representation, news 
organizations can create a pathway toward more equitable and nuanced storytelling that 
resonates with their diverse audiences.

As the media landscape continues to evolve, so, too, must the practices that govern it. The 
insights presented in this report offer some thoughts for future efforts to cultivate a newsroom 
environment that genuinely reflects and respects the diversity of the communities it serves. 
Continued reflection, accountability, and commitment is crucial to navigating the challenges 
that lie ahead if we are to ensure that diversity management becomes a lived reality rather 
than a mere aspiration.
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