














Praise for
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“Offers a vision of how we should understand ourselves and others. The information and questions presented are amazingly effective at helping people connect. Our global society is in need of this type of awakening, understanding, and training.”


—Timothy E. Findley, EdD, MBA, Division Director, Diversity and Inclusion, Norton Healthcare


“Makes the topic of emotional intelligence and diversity accessible to all and easily applied in the workplace, at all levels of an organization. The authors have mastered the art of educating us about how best to manage our emotions in a diverse world and use them to build positive working relationships.”


—Robert C. Amelio, Vice President, Diversity and Talent Management, Dana-Farber Cancer Institute


“I would recommend this book to anyone who is interested in and willing to take the risk and opportunity to discover their own strengths and weaknesses, beliefs and biases, and values and fears, for the purpose of becoming a better person, communicator, and manager.”


—Linda C. Avila, Director, UCLA Staff Affirmative Action Office


“All I have to say is, ‘Wow, this book is a home run.’ I will make this required reading for my management staff as we strive to increase team effectiveness and performance through emotional intelligence—and also serve our external customers through a better understanding of their needs and wants.”


—Tony Jenkins, Market President, Blue Cross Blue Shield of Florida


“The authors’ Emotional Intelligence and Diversity Model gives leaders (and all employees) the skills and tools necessary to successfully manage the complex emotions that impact all of our daily interactions. Those who use their tools can transform workplaces into welcoming work environments where diversity and creativity can thrive.”


—Cory A. Cancila, 1st Vice President–Employee Relations, Equity Residential


“This book has changed my approach in working with clients. It has provided me with a more comprehensive view and practical exercises to consider. It has made the topic of emotional intelligence more user-friendly and practical.”


—Marjorie Trogdon Shock, LCSW, Academic and Staff Assistance Program Therapist, University of California, Davis Medical Center


“Clear, concise, practical, and user-friendly. This book is a ‘must have’ for anyone in the organization who wishes to ‘master the self’ to effectively work with diverse colleagues, clients, and shareholders. If you can read only one book this year, I recommend this book be the one.”


—Christine French, Executive Director, Diversity Leadership Alliance


“The exercises are relevant and affirming in helping people understand how to foster better outcomes. And best of all, they offer tools to use this newfound energy in real time! I highly recommend this book to anyone who wants to grow and prosper in this global environment.”


—Jayna Johnson, Senior Manager, Global Diversity for a multinational corporation
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Introduction


Over the past decade, emotional intelligence has come to be seen more and more as a critical underpinning of success on and off the job. It has become even more important as work environments have become increasingly diverse and have brought together differences that can be challenging. However, despite its importance, most individuals haven’t been taught how to develop this aspect of themselves. It is not part of the three Rs in school, and most people are not given the methods and tools to deal with feelings that are critical to effectiveness in work, relationships, and life.


The good news is that emotional intelligence is a competency that can be learned. Although some people may have a greater natural affinity for dealing with feelings, no matter how gifted or underendowed you may be in this area, you can develop the skills and improve your ability to understand and deal effectively with feelings, your own and those of others, especially when differences trigger emotional responses.


One purpose of this book is to give you the fundamentals of emotional intelligence, the understanding and the tools to function effectively in the emotional landscape of your diverse work world. Whether you are a manager, human resources professional, organization development consultant, trainer, diversity director, coach, or team leader, this book will give you both a mirror and a map to increase your own competence in managing emotions. It will also give you the know-how to use this knowledge and approach in coaching and developing others to help them be more successful on the job. The mirror comes in the form of tools and processes that show you how to take some good, hard, and honest looks at yourself in order to understand your motivations, feelings, reactions, and behaviors at a deeper level. This is essential because, as one of our best teachers, author and organization development consultant John E. Jones, said, “Awareness precedes choice.” Before you can make effective choices about how to respond and act, you need to understand yourself and your situations clearly and honestly. Just understanding yourself is not enough, though. Renowned psychologist Dr. William Glasser is reputed to have quipped many years ago that “awareness and 50 cents gets you a cup of coffee.” While that cup of java costs more today, it still holds true that all the awareness in the world without action won’t get you very far. This book also provides the map in the form of activities and tools that give you guidance in creating ways to cope and respond more effectively to the emotional content of daily situations on the job. Together the mirrors and the maps will provide you with the keys to increase your own emotional intelligence in a diverse environment so you can experience greater internal peace and external success. If you are responsible for guiding others, these tools will enable you to help them increase their success as well.


Chapter 1 explains how emotions matter in the workplace and why learning to understand and manage emotions is a key to your effectiveness. Chapter 2 goes on to show you how the differences diversity brings can trigger emotions, and it presents the Emotional Intelligence and Diversity Model as a way to understand and deal with those feelings. Chapters 3, 4, 5, and 6 explain the dimensions of emotional intelligence and diversity, providing examples, activities, and methods to increase your competence in each dimension. The last two chapters, Chapters 7 and 8, give you specific maps, actions to take to help individual staff members and teams develop competence in these areas.


You will learn more from this book if you are an active participant in this journey, not a just a passive reader. You will be asked questions, challenged to examine yourself, stimulated to expand your thinking, and encouraged to take action to apply the concepts you are learning as you read. Doing so will make this journey a valuable one for you, a journey that has a real payoff in effectiveness in your work world and beyond. Bon voyage!
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You Can’t Leave Your Feelings at Home


Emotions aren’t just touchy-feely things that belong in a therapy session. Nor are they aspects of yourself—or of others—that need to be hidden, ashamed of, or ignored. They are a legitimate and powerful part of you and your relationships. They are also the energy behind behavior, whether it is yours or that of others. What’s more important, how you deal with those emotions results in consequences, leading to both your successes and your failures. Human beings function on both rational and emotional levels, and emotions are at the heart of energy, commitment, and motivation. Despite the old adage that you should “leave your feelings at home,” emotions come to work along with your thoughts. You know the exhilaration and energy you feel when you are doing work that matters to you. You remember the excitement and anticipation you felt at the beginning of a promising new job or assignment. On the other hand, you probably also recall the knot in your stomach when you made a major error at work, or the anxiety and dread you felt when you had a conflict looming with a boss, colleague, or subordinate.


Although emotions are the source of engagement, joy, and energy, they are also at the heart of anger, frustration, and disengagement. Feelings are there, whether you like it or not. If you don’t acknowledge and manage them, they’ll be managing you, your relationships, and your workplace environment. Without the ability to understand and deal with emotions effectively, you will continue to undermine your chances for effectiveness.


Emotional intelligence is the ability to understand and deal with feelings, both your own and those of others, in a healthy and constructive way. Your ability to be effective in today’s diverse world, on and off the job, depends on it. When you have the tools to harness the power of emotions, you can build energized, engaged, and productive teams. If not, emotions will manage your interactions, your work group, and its output.


Emotional Intelligence Affects Profitability and Performance


In the past few years, thanks to the work of Daniel Goleman and others, acknowledgment and understanding of the essential role emotions play in shaping a person’s success have been growing. Most people would agree that IQ has never been enough to be successful and fulfilled in life. Who can’t point to colleagues and friends who are off the charts in intellectual gifts yet are their own worst enemies because their emotional intelligence doesn’t match their IQ. According to the Center for Creative Leadership, the three most significant causes of career derailment for executives involve deficits in emotional competence:


[image: image] Difficulty handling change


[image: image] Inability to work in a team


[image: image] Poor interpersonal relations


Feelings and the impact they have can even be quantified. According to Tony Simons, writing in the Harvard Business Review, the more employees feel trust—an emotional response—in their bosses, the higher the profits for the organization. In one study, a one-eighth-point improvement on a survey of employees’ perceptions of how much managers earned their confidence increased profitability by 2.5 percent; that increase in profitability meant a quarter of a million dollar profit increase per business unit per year.1


Additional research correlates emotional intelligence and performance:


[image: image] In a multinational consulting firm, partners who scored above the median in emotional intelligence competencies delivered $1.2 million more in profit from their accounts than did other partners, a 139 percent incremental gain.2


[image: image] At L’Oréal, salespeople selected on the basis of emotional competencies sold $91,370 more than other salespeople, for a net revenue increase of $2,558,360. They also had 63 percent less turnover in the first year.3


[image: image] After supervisors in a manufacturing plant received training in emotional competencies, accidents resulting in lost time decreased by 50 percent, formal grievances dropped from fifteen to three a year, and the plant exceeded production goals by $250,000.4


As you can see from these examples, feelings and the ability to deal with them have an impact on the bottom line. That is just the tip of the iceberg of the truth about soft skills.


The Power of Emotions in Dealing with Diversity


Although emotions have always been a significant factor in performance at work, the role they play is even greater in today’s diverse work environments, where there is an increasingly wide array of cultures, lifestyles, and needs. You have undoubtedly experienced situations at work where you have seen the impact of feelings that result from dealing with diversity. You have also seen how the situations were dealt with, both effectively and ineffectively. Here are a few real-world examples.


[image: image] A CEO was confused and upset when one of her best manufacturing employees, a recent immigrant, quit unexpectedly. After investigating, she found out that the employee resigned because of a cultural difference. The shame and loss of face the employee experienced in a feedback session with her was what led to his departure.


[image: image] An executive understood the fear that was at the heart of his staff’s resistance to the changes he had instituted regarding diversity. He therefore gave them a chance to vent their frustrations at an all-hands meeting where he could listen, show empathy, and then respond to their concerns. His response calmed their anxiety and enabled them to accept the changes and move on.


[image: image] A team leader was exasperated because his team members said yes to everything he asked and indicated that they understood, but they continued to make mistakes that made it clear that they did not understand. His frustration led to blowups on the plant floor that could have been avoided with some knowledge about cross-cultural communication.


Feelings are a fundamental part of your reactions to the differences you see in others, whether you approach or avoid them, like or dislike them, accept or reject them. In your workplace, it’s probably not uncommon for workers from five generations, with multiple languages and a wide variety of backgrounds, styles, and values, to come together on the job. You may be intrigued and stimulated by these differences. However, you may also find that bruised feelings, volatile reactions, and unintentional disrespect can also be the result. Emotional intelligence is needed to deal with situations such as accusations of racism or sexism, splintering of work teams into ethnic factions, disengagement because of perceived lack of respect, claims of reverse discrimination, or divisions of “us versus them” on the staff. Your ability to admit and understand your own feelings about these issues brings a calming influence to the situation and helps you respond in an appropriate and effective way. It also helps you serve as a role model, demonstrating to staff ways to respond to emotionally charged situations in a healthy and productive manner.


Think of the feelings that might be triggered for you when differences arise in situations such as these:


[image: image] As the youngest employee on the team, you notice that a colleague does not include you when he recognizes all the contributors on an important project you worked on.


[image: image] A customer calls and complains about one of your staff members, saying, “I would never trust a person with a diamond in her nose. It’s so unprofessional.”


[image: image] A group of co-workers who have a different time orientation are consistently late to staff meetings, causing you and others to waste valuable time waiting.


[image: image] A client complains about your team members who have accents, saying, “Why don’t you hire anyone who speaks English?”


[image: image] At after-work happy hours, a number of your work associates make comments with racist, sexist, or homophobic undertones, saying they mean no harm and are just joking.


Feelings such as embarrassment, disgust, anger, indignation, frustration, and anxiety are not uncommon in situations such as these. Whatever the emotional responses are, they have consequences on the job, for both relationships and productivity. What do you and others do when these feelings emerge? Do you withdraw, confront, avoid, joke, problem-solve, use sarcasm, or verbally attack? Do your reactions help or hinder? Your feelings and the ensuing response have an impact in the workplace. When you acknowledge, understand, and manage your feelings, your behavior can be effective and productive. When you do not, counterproductive, even destructive, behavior can result. The diversity-related incidents in the stories that follow show what can happen when emotional intelligence is at work and when it is not.


The “Jewish Comment”


In the break room a group of co-workers were chatting about how expensive a particular item was. One of the group, Deborah, said she’d never spend that much on the item. Her co-worker Judy then asked if it was because she was Jewish. Hurt and appalled at the insensitive comment, Deborah did not respond. Instead she stopped talking to Judy, ruminated on her hurt, and after a few months of increasing disengagement, resigned from the staff. Judy never knew why Deborah stopped talking to her. The boss, knowing nothing about the incident, was shocked at the resignation, since Deborah had always been a productive and positive team member.


As you can see, emotions were in play, sabotaging not only relationships and teamwork but hindering careers as well. Had Deborah been able to understand and manage her feelings, she might have been able to respond differently. She could have asked Judy what she meant, expressed to her that the comment was hurtful, and explained how erroneous this underlying stereotype was. However, none of these responses were possible because Deborah was held captive by her emotional response to Judy’s comment.



The Transgendered Employee



A manager was caught off guard when she was approached by one of her team members, a man who told her he was about to undergo the transgender process. The team member wanted her to know because he understood that this change would have repercussions in the work group. At first the manager felt uncomfortable, unsure of how to respond and extremely nervous when she thought about dealing with a situation for which she had no experience or training. However, after acknowledging her feelings, she thought about her options and realized that she did have the skills and tools to deal with the situation. It dawned on her that this employee was a human being in need, a person who had great relationships with his peers. So she asked him if he would be willing to share information about his situation with his coworkers and have a discussion with them about what was ahead for him. He agreed gladly, and she called a special team meeting at which he explained the process he would be going through and answered their questions candidly.


The most heartening aspect of this story is the team’s support of the team member through the transition. Not only were his co-workers there for him through the emotional roller coaster of the change, but they served as ambassadors to the rest of the organization, explaining, dispelling myths, and helping others understand what was going on so that this employee could continue to work in a safe and supportive environment. Because the manager was able to understand her own feelings and those of her staff members, she could deal with them and respond in an effective way.


More often than not, when these kinds of difficult, emotionally charged situations arise, the discomfort they trigger causes people to sweep them under the rug. Avoiding the elephant in the room is a common way to manage the discomfort, yet hiding doesn’t help in the long run. The issue or potential problem bubbles, brews, and usually escalates. However, with the skills of emotional intelligence, you can recognize the discomfort, understand it, and overcome the urge to avoid it so you can manage the situation effectively.


Think about times when you have been held hostage by your feelings and then responded in ineffective ways. Perhaps you lashed out, withdrew, said something you wished you hadn’t, or made a poor decision. Think about times when you have been able to admit, understand, and manage your emotions so that you could take positive action. When have you seen your colleagues and staff members do both?


You can buy people’s time; you can buy their physical presence at a given place; you can even buy a measured number of muscular motions per hour. But you cannot buy the devotions of their hearts. This you must earn.
—CLARENCE FRANCIS, Former CEO, General Foods Corporation


Emotional intelligence can pay big dividends in helping you succeed in your diverse workplace by giving you ways to deal effectively with situations like these. On Checklist 1 check which of the benefits you would like more of in your life.


Capturing and Using the Energy of Emotions


It has been said that if people could tap the power of emotions, they would never run out of energy. In order to be able to tap that power, you need to acknowledge and understand some realities about feelings and how they work in your life and in your organization. When you don’t acknowledge, understand, and express your feelings, you not only have negative workplace consequences, you may find that the feelings are turned inward, leading to dysfunctional behaviors such as substance abuse and depression. As you read about these realities, consider how they relate to your situation.


Feelings Tell Us What Matters


Whenever you have a feeling reaction, whether it’s exhilaration or fear, confusion or confidence, joy or deflation, something important has been tapped. Perhaps you are angry that a deeply held value of yours has been disregarded, ashamed because you didn’t live up to one of your expectations for yourself, or thrilled because your sense of yourself was validated. It is important to acknowledge to yourself that your feeling response is your body’s warning system signaling to you that something important to you has happened. This acknowledgment gives you information to understand yourself better. Knowing that is a first step in dealing with the situation. However, acknowledging feelings may be challenging because most of us were taught to disregard or disengage this warning system. Think of the early messages you were given that taught you to ignore your feelings. When you demonstrated an emotion, you may have heard messages such as these:




Checklist 1





Benefits of Increasing Emotional Intelligence in a Diverse World














	FOR YOU …


	FOR YOUR ORGANIZATION …







	[image: image] Increased self-confidence


	[image: image] Increased teamwork







	[image: image] Decreased stress and worry


	[image: image] Better ways to overcome resistance to change







	[image: image] Enhanced satisfaction at work


	[image: image] Improved communication and work relationships







	[image: image] Increased joy and laughter in life


	[image: image] Enhanced commitment, engagement, and motivation







	[image: image] Reduced frustration


	[image: image] Increased flexibility







	[image: image] More constructive ways of dealing with anger


	[image: image] Decreased conflict and dissatisfaction







	[image: image] Smoother, more harmonious relationships


	[image: image] More positive attitudes







	[image: image] Better cooperation from others


	[image: image] Less complaining







	[image: image] An end to getting “hooked” by others


	[image: image] More productive problem solving







	[image: image] A feeling of being more in control of your environment


	[image: image] More creativity and innovation from diverse perspectives







	[image: image] Increased understanding of others


	[image: image] More openness, honesty, and trust







	[image: image] Ability to take more healthy risks


	[image: image] Decreased turnover







	[image: image] Ability to let go of unrealistic expectations


	[image: image] Reduced time wasted on non-productive activity







	[image: image] Increased skill in handling difficult conversations


	[image: image] Fewer hidden agendas







	[image: image] Better ways of dealing with the egos of others


	 











[image: image] Now, just calm down.


[image: image] Don’t get so upset.


[image: image] Chill out.


[image: image] Big boys don’t cry.


[image: image] Be a big girl.


[image: image] Don’t be such a drama queen.


[image: image] Keep a stiff upper lip.


[image: image] Just relax.


[image: image] Cut out the dramatics.


Not only do these messages tell you to suppress your emotions, they often lead you to be ashamed of having them so that you don’t even want to admit them to yourself.


We Can’t Hide Emotions


Even if you think you can keep them hidden, your feelings show. The clenched jaw, flared nostrils, blushing skin, wide eyes, sullen silence, breaking voice, nervous cough, or rapid speech give you away. Poker faces are rare because others can usually read your feelings before you are consciously aware of them. Sometimes you may fool yourself into thinking you are hiding them or you confuse people by sending mixed signals, saying, “No, I’m not angry,” when you are enraged, or, “That’s fine with me,” when you are not in agreement at all.



Emotions Are at Work Whether We Acknowledge Them or Not



When you ignore or deny your feelings, you allow them to work without any direction. Like wind or water, emotions are an unharnessed source of energy that operates, influencing situations and directing your behavior. Once you become aware of what your feelings are and how they are affecting you, you have choices about how to manage them. However, if you don’t admit them, they do their work anyway. They get dealt with one way or another.


We saw this factor being addressed recently in an unexpected way. A group of stockbrokers shared a retreat facility with us during an emotional intelligence and diversity training program. We were surprised to learn that the topic of their session was also emotional intelligence. They told us they recognized that while in their work they were supposed to be rational and objective, emotions played a powerful role in their decisions and those of their clients. They had requested this training session to learn how to understand and use the important information that feelings brought to the decision process and to gain ways to manage their emotions so they did not negatively cloud the process.
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