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Praise for Powering Inclusive Cultures




The book is easy to read and practical. It forces the reader to think about topics in a palatable way while also reassuring them that they are not alone. The stories really give colorful commentary to how organizations are experiencing DEI and seeing their way through. It has thoughtful insight as to how to approach DEI with the data to back it up!


—Tawana Bhagwat, CEO, Organization At Its Best




Leaders know that before embarking on any change, accessing the current situation is a must. The same is true when engaging in organizational or individual advancement of diversity, equity and inclusion. Chris Jones uses straight forward language, relatable stories and clear research-based recommendations that will help you access and then take actions toward achieving your DEI goals.
 

—Lenora Billings-Harris, Author, Trailblazers: How Top Business Leaders are Accelerating Results through Inclusion and Diversity




Small and medium sized organizations are competing for talent with large organizations. In that competitive world, having an inclusive and welcoming organization is a must have—not a nice to have. Powering Inclusive Cultures is an excellent book to find out what needs doing in terms of diversity, equity and inclusion—and how to do it. Begin with measurement, so you can track your progress. Until then, you don’t know what you don’t know.


—Julie Kratz, Author, Allyship in Action




I read a lot of books on DEI. What I really appreciated about this book are the learning activities which provide some really impactful aha moments. Spoiler alert … did you know that “without diverse leadership, People of Color are 24 percent less likely than straight white men to win endorsements for their ideas?” I can see using the quizzes in each chapter as a great icebreaker for team meetings!


—LaJuana Warren, CEO Founder, Tapestry




In Powering Inclusive Cultures: Why Measurement Matters, author Chris Jones showcases exemplary leadership by emphasizing the crucial role of statistically sound data and analysis as the foundation for effective diversity and inclusion initiatives. With a comprehensive exploration of various dimensions of diversity, this book provides a practical roadmap for organizations striving to build inclusive cultures that truly empower all individuals.


—Amy C. Waninger, Author, Lead at Any Level
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It ain’t what you don’t know that gets you into trouble. It’s what you know for sure that just ain’t so.


—MARK TWAIN


Does This Ring a Bell?


If you’re a CEO or C-suite executive, the idea of measuring diversity, equity and inclusion (DEI) in your organization may be the stuff of nightmares. I had one executive tell me flat out, “No way are we measuring ourselves. It would be awful.” That may ring a bell for you. And you may think that bias training is the answer—even though it is rarely the solution.


DEI is a hot topic. The murder of George Floyd and the summer of Black Lives Matter protests brought diversity, equity and inclusion to the forefront. In a survey conducted in October of 2020, 96 percent of CEOs said that DEI was a top priority for them. Additionally, 90 percent put employee recruitment, development, advancement and retention as a strategic goal. As of this writing, executives seem to have cooled a bit in their interest in and commitment to DEI. The importance, however, remains unchanged.


As a CEO or C-suite executive, you have a valuable role in the continuum of DEI progress for your organization. In this book we’ll show you why bias training alone doesn’t work, and we’ll give you tools that will work. This book is not about discrimination—which is already illegal and has been addressed in Equal Employment Opportunity Commission (EEOC) rulings and in many other ways. This book is about building resilience and outlines what it takes to move the DEI needle in a positive direction. You’ll learn answers to questions like these:


•What is DEI, and why is it so hard?


•What techniques have proved effective beyond bias training?


•What have other companies done?


You may want to have a pen or pencil handy. The activities in this book will help you create muscle memory and internalize some of the lessons learned.


We also feature case studies from a variety of organizations to demonstrate what does and does not work. Let’s start with an aviation museum.




CASE STUDY: Aviation Museum


If you knew nothing about aviation, you may think that an aviation museum includes the Wright brothers, Charles Lindbergh and possibly Amelia Earhart. That much is true. One museum’s massive collection of aircraft is the story of male pilots, male astronauts (in the beginning), aircraft and wars. Their collection runs from the birth of flight through experimental aircraft to spaceflight.


However, some people and events were noticeably missing. For example, Ed Dwight was the first Black man to enter the air force training program from which NASA selected astronauts. He was forced to resign from NASA after making it all the way up to Phase II of training because America wasn’t ready for a Black astronaut. There is no mention of him in the museum’s exhibit on the Mercury program training. There are no books, movies or museum exhibits that tell his story.


Where does Ed belong in the history of aviation?


Another issue that concerned the museum was the demographic makeup of their staff and volunteers. They contacted my organization, Spectra Diversity, in 2019 and began with an assessment to collect their demographics and perceptions regarding management, culture and policies and practices and procedures.


Initially they thought they had a race issue. Maybe a gender issue. It turns out they had a generational issue. Their assessment results showed that employees who were twenty-five to thirty-four years old scored significantly lower than their older counterparts on organizational questions.


The assessment also captured responses to open-ended questions:


Do you have suggestions to foster more diversity and inclusion at our museum?


Are there instances of exclusion/noninclusion that you have experienced or witnessed at our museum?


Note that the museum was looking for the positive (ideas for the future) and the negative (examples of exclusion). Spectra Diversity’s assessment, along with the results, enabled the museum to move forward in a positive and more inclusive direction.


Their open-ended responses included:


•Hire diverse populations for fundraising, education, exhibits, docents


•Tell a more inclusive story; the current collection is about things (aircraft, aviation, space)


•Approach wider group of people (underserved youth)


•Examine how different socioeconomic backgrounds affect behavior


•Be willing to be uncomfortable and see privilege


•Hold ourselves accountable for willful ignorance (we are white centric)


•Recognize that People of Color are burdened with the task of educating and guiding the majority.


As a result, the museum has:


•Created a DEI task council


•Conducted diversity and inclusion training for all staff and volunteers


•Revitalized exhibit spaces to be more inclusive of diverse stories


•Improved Americans with Disabilities Act (ADA) access in all areas


Kudos to the museum for beginning this work before others jumped on the great bandwagon which assembled worldwide after George Floyd’s murder sparked a wave of protests against racial injustice.


The museum acknowledges what all of us should—that the goal of diversity, equity and inclusion is a journey and not a destination.


Their work continues.





Don’t Be Afraid


Big organizations (3M, Target, Microsoft, etc.) have been working on diversity and inclusion (D&I) for decades. They have rooms full of D&I people. They have programs, training and systems in place. Even so—some of them make colossal boo-boos (a Starbucks story to illustrate this point will come later).


But what about small- and medium-size organizations? They may only have an HR person in charge of everything D&I related. They may have drafted an employee who happens to be Black, Asian American or another underrepresented group to oversee diversity and inclusion on top of whatever their regular job may be.


Since the pandemic began, we have witnessed the great resignation—a popular phrase referring to the thirty-three million people who left their jobs since the start of 2021. Considering these numbers, how can small organizations compete with bigger ones? Because compete they must. Since the summer of 2020, those of underrepresented races, ethnicities, gender identities, sexual orientation and abilities have had their eyes opened in a major way. There is no chance of unknitting that sweater or unringing that bell.


Employees everywhere have woken up. Taking a line from the movie Network, “I’m mad as hell, and I’m not going to take it anymore!”


Power versus Empower


The title of this book is intentional. It indicates what we’re hoping you will do: power an inclusive culture at your organization. Powering and empowering are not synonyms, although they are often used interchangeably.


When you’re empowering something (or someone), you’re giving the authority or power to do something. It is a gift. You’re in control of it until you give it away. This book isn’t about empowering anyone. It’s about powering an inclusive culture in your organization.


In contrast, when you’re powering something, you’re supplying energy. Powering is to move with great speed or force. Powering inclusion is generating it or fueling it. This book will show you how to do that. You will learn everything you need to know about powering an inclusive culture in your organization.


Multiple research studies show us the business case and benefits of diversity and inclusion.
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This begs the question: What happens to organizations that don’t make diversity, equity and inclusion a priority in their organization?


Citi GPS (Global Perspectives and Solutions) released a report in September of 2020 titled “Closing the Racial Inequality Gaps,” which speaks to the economic cost of Black inequality in the US.




CONSIDER THIS:


•Closing the Black wage gap could have added $2.7 trillion in income available for consumption or investment.


•Facilitating easy access to higher education for Black students could have increased lifetime incomes $90–$113 billion.


•Improving access to housing credit might have added an additional 770,000 Black homeowners, adding $218 billion in sales and expenditures.


•Providing fair and equitable lending to Black entrepreneurs might have resulted in the creation of an additional $13 trillion in business revenue and potentially created 6.1 million jobs per year.





If these racial gaps were closed today, we could see $5 trillion of additional GDP over the next five years, or an average add of 0.35 percentage points to US GDP growth per year and 0.09 percentage points to global growth per year. I highly recommend the Citi GPS report for further reading.


After the start of COVID-19 and the death of George Floyd, interest in DEI skyrocketed. Culture Amp’s 2022 report, “Workplace Diversity, Equity & Inclusion Report: Understanding the DEI Landscape,” surveyed 2,100 companies and a total of 1.1 million employees. One of the general trends discovered is that in 2021, 83 percent of employees felt that their company valued diversity, whereas only 72 percent of these same employees felt that their company builds diverse teams.


Not only are organizations failing to walk the talk, but they are also failing to put money where their public-facing mission statement is.





“The leadership team can more effectively define diversity and inclusion within the org and purposefully communicate its importance to the team, as many beliefs are implicit instead of explicit. On a personal level, we can better equip managers to support team members who have backgrounds different than their own and equip all team members to work with people different than them.”


—Anonymous1





The time is now.


CEOs, C-suite executives and managers in any size of organization should begin their journey now. It doesn’t have to break the bank to determine


•how you begin,


•where you stand now,


•what you can measure and what the results mean and


•how you can move forward.


This book is about powering your organization forward on the diversity, equity and inclusion journey, even—and especially—when you aren’t sure where to begin.


The Elephant in the Room


If you’ve looked at this book’s cover, you can see that I’m a white woman. Not only that, but I’m a white cisgender baby boomer. As with the aviation museum, I’ve been on a journey of self-discovery, learning and making mistakes, combined with a passion to leave the world a better place than when I entered it. Think of my DEI experience as a learning journey rather than an experience journey.


My journey began with social activism (imagine a long-haired blond hippie, a Vietnam War protester). It moved into empathy when several of my close friends died of AIDS in the 1980s, when we didn’t know what it was, how it was transmitted or whether there would ever be a cure. It continued with decades of letters to the editor, the Women’s March in Washington, DC, in January of 2017 and protesting the separation of families at our southern border in 2018.


It also involved several mistakes. Here’s one of them.


As a video producer during the 1980s, I was working on a video program about environmental sustainability for 3M. I imagined the video beginning with a voice-over quote from Chief Seattle as we see the leathery face of a Native American elder. Luckily for us, there was a stenographer in the audience when Chief Seattle gave many of his speeches (this excerpt is from one given in 1885), so we can remember his words as well as the man.





“Will you teach your children what we have taught our children? That the earth is our mother? What befalls the earth befalls all the sons of the earth. This we know: the earth does not belong to man; man belongs to the earth. All things are connected like the blood that unites us all. Man did not weave the web of life; he is merely a strand in it. Whatever he does to the web, he does to himself. One thing we know: our god is also your god. The earth is precious to him and to harm the earth is to heap contempt on its creator.”


—Chief Seattle, 1885





As a creative young producer, I thought I’d have a real live actor play the part of Chief Seattle. I contacted my local American Indian Movement (AIM) chapter and asked to connect to any actors who could play the part of Chief Seattle. I described my request, and the gentleman on the other end of the phone let out a deep sigh.


I was told very strongly, and politely, that I could not simply cast an Indian from our area to play Chief Seattle, who was a member of the Suquamish Tribe and Dkhw’Duw’Absh chief. The Twin Cities, Minneapolis and St. Paul, tribes included Chippewa, Ojibwe, Sioux and Lakota. They are totally different nations and not interchangeable at all without delivering a great insult. Needless to say, I have never made that mistake again.


As a white cisgender woman, I hold more privilege than many. Even so, I’ve been talked down to, talked over and ignored more than once.


One of my first “real” jobs, where I used my degree, was with the engineering firm Honeywell. Because I had a theater background, I was put in charge of the annual Engineering Night Banquet where the prestigious Sweatt Award was delivered. My budget at the time was somewhere just south of $200K, which was a lot of money in the ’80s. I assembled my subject matter experts (engineers) for our first meeting. On that particular day, I forgot my secret clearance badge and was wearing a badge that read “Temp.” As each engineer (all white men) strode into the room, I checked off their name and waited to begin. The gentleman next to me asked, “Are you here to take notes?”


“No,” I replied. “I’m here to lead the meeting. Welcome, everyone…”


I left Honeywell in 1985 to branch out on my own as a consultant and video producer. One of the key elements of my work since then has been interviewing, on and off camera, a huge range of people. Those interview subjects include the CEO of 3M and other Fortune 500 organizations, rocket scientists at General Dynamics, the head of genetics at Mayo Clinic and polar explorer Ann Bancroft, to name a few. It also included people at a homeless shelter; women at a domestic-abuse service center; food-shelf volunteers; and rape survivors at Notre Dame, among other places. As an interviewer for more than thirty years, I’ve learned to listen carefully and without judgment. It’s been a great honor to have so many people share their stories with me.


As time progressed, my role changed from international award-winning video producer and scriptwriter to multimedia producer, blogger and instructional designer. In my role as instructional designer, I began collaborating with colleagues in the diversity and inclusion field and worked on programs for large organizations including Verizon, Coca-Cola, Blue Cross Blue Shield and many others. I loved it. I was finally able to make a difference in some of the systemic issues present today.


Even so, being white in the diversity, equity and inclusion field comes with its own set of barriers. When I attempted to connect with a DEI professional on LinkedIn, I was told I “don’t support white people commodifying oppression or taking on the lead in equity work. You haven’t indicated there’s a reason you’re connecting with me which easily leads me to believe I’m being collected as a rare Indigenous equity professional. DEI is overtly still white centric, capitalistic and extremely colonial.”


The consultant’s statements about DEI professionals had a bit of truth to them. However, men can act as allies for women. Straight people can be allies for the LGBTQ community. And white people can certainly act as allies for the Black, Indigenous and People of Color (BIPOC) community.


We can all strive for inclusion and belonging. Diversity, equity and inclusion is a journey—not a destination.


What Was Missing?


As my colleagues and I continued working for these large companies, we began to notice some common patterns. How did we know that we were hitting the right target in our training? Were we off target? Was general knowledge enough? Could we change the individual and the leadership at the same time? What do we do about bias?


As a result, three of us formed Spectra Diversity and developed an assessment tool that measures both the individual and the organization in one assessment. It’s statistically validated, which means that what we say it is measuring, it is in fact measuring. The results are not generated by chance. This is where you, dear leader or CEO, can begin your DEI journey—with measurement.


Whether it is the Spectra Assessment or one of the other wellknown and authoritative assessments out there—measuring is key. Without measurement, you’ll be at a serious disadvantage when developing a meaningful strategy to improve diversity, equity and inclusion within your organization.


Measurement Is Often the Missing Piece


Do your Black employees feel included? Are your women and men on the same page? Have you made a place for transgender employees at the table? Does your sales and marketing plan include People of Color in the planning stages? How diverse is your board of directors, and why does it matter?


Data collected by measurements/assessments tells the story.


If you aren’t measuring, you may not be effectively planning for the areas with the most need. For example, one of my colleagues was asked to do race training for an organization. She did an assessment and found the biggest disconnect was between generations. The baby boomers and the millennials were bumping heads. Had she gone in and strictly focused on race training (very beneficial in any case) without looking at generational issues, she might not have made as much of an impact.


Many questions can be answered with quantitative data—which is data that can be counted, like number of employees, number of women and number of branch offices. Many strategies can be developed with qualitative data—which is the data that cannot be counted, such as interview comments and employee suggestions.


The quantitative (numbers) provides context for the qualitative (comments).


Some of the organizational strategies based on quantitative and qualitative data fall into a category I like to call quick wins. Others are more difficult, and we’ll examine both in this book.


The key is to take the first step and not be afraid. CEOs, C-suite executives and managers need to be vulnerable to do this work, but it is worth it. Even a small shift can create big change within an organization. It only takes 25 percent of a given population to create a positive change in that population. The few can influence the many. You don’t need everyone on board to improve DEI at your organization. But you no doubt need more than you have now!


That is the purpose of this book—to give you what you need now to move the DEI needle forward within your organization.


This book is organized to prepare you at every level to make those changes. Chapter 1 includes level setting about what DEI is and why it is important to you and to your employees. The chapters that follow focus on a key demographic (race/ethnicity, gender, sexual orientation, age, ability and veteran status) and explore how perspectives differ from the primary demographic in each area. We’ll look at how each group views management; organizational culture; and the policies, practices and procedures that tend to hold the status quo in place. The final chapter looks at the different ways you can power your DEI efforts so we can all head toward a more diverse, equitable and inclusive world.


Let’s begin with a closer look at DEI data and the story it tells.





KEY INSIGHTS


[image: sq]Don’t be afraid. As CEO or leader, you’re used to tackling the tough stuff. This is one of those times.


[image: sq]Diversity, equity and inclusion can be your strategic advantage for employee recruitment and retention. Use it.


[image: sq]Start now. As a country, we are becoming more diverse by the minute. Get a wiggle on and start moving.








1Anonymous real voices are people within the organizations Spectra Diversity has assessed. When you read them, imagine that these are your employees, because it is probable that people with these feelings and beliefs reside within your organization. How will you know—without measuring?
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Where to Start?


The most difficult thing is the decision to act, the rest is merely tenacity. The fears are paper tigers. You can do anything you decide to do.


—AMELIA EARHART




Start with Coffee: Learn from the Mistakes of Others




CASE STUDY: Starbucks


On April 12, 2018, two Black men in a Philadelphia Starbucks waited to meet a third man. One of the two men was told he couldn’t use the restroom since he hadn’t purchased anything. The employee/manager then approached the pair’s table to ask if the two customers needed any help, which they declined. Next, the barista called the authorities. When five police arrived and arrested the two men, a Starbucks patron recorded the arrest. What happened next was every CEO’s nightmare.


•April 13: Video went viral


•April 14: Starbucks CEO issued an apology via Twitter


•April 15: Announced implicit bias training


•May 11: Changed policy to allow nonpaying customers to use the restrooms


•May 29: Closed all stores in the afternoon to conduct implicit bias training


To many in the diversity, equity and inclusion field, the decision to close the stores seemed like a move designed to change the Starbucks image rather than to change behavior. It was a knee-jerk reaction. Luke Visconti, CEO of DiversityInc, believes the move was too fast.


“If there was a problem with the temperature of the milk used to put in coffee, it would take them longer to study the problem than six weeks, and they wouldn’t hire celebrities (Eric Holder?) in an attempt to give them credibility. The speed at which they are doing this says to me that this is a PR reaction. But it’s not a PR problem. As evidenced by the poor human capital results on their own corporate leadership page (57 people pictured, 19 women, three Blacks, no apparent Latinxs), the corporate culture needs to be repaired from the head down—as it does for all strategic business problems.”





Not only did Starbucks demonstrate a knee-jerk reaction, but it was also pretty much guaranteed not to work. The coffeehouse company could have learned a few lessons from organizations that have been working on these issues for more than forty years.





“There should be more training of the staff, especially supervisors and managers, in diversity and inclusion. This should be continuous and if possible one of the required trainings for the annual evaluation of staff.”


—Anonymous





Why Diversity, Equity and Inclusion Matters in Organizations


The focus of this book is on diversity (how you hire), equity (how you pay and promote) and inclusion (how you keep people) within the United States. These terms are often used together, although they have distinctly different meanings and impacts within an organization. We’ll look at that in more depth in this chapter. Any organization’s diversity, equity and inclusion work is a journey that is traveled, not a destination to reach. The journey from diversity through to equity and inclusion is a long one, with a few “historical milestones” along the way. One such milestone is the US Civil Rights Act.


In 1964, the Civil Rights Act made it illegal for organizations to engage in employment practices that discriminated based on race, color, religions, gender, national origin, age and disability. In 1965, Executive Order 11246 was passed, requiring all government contractors to take affirmative actions to overcome past patterns of exclusion and discrimination.


Formal diversity training began in the 1970s, following the civil rights era, in response to a social justice movement focused on race and gender.


In the 1980s, many organizations began by working on diversity. They made attempts to hire for diversity, which in most cases meant People of Color. There’s much more to diversity, however. There is the diversity we see (skin color, hijabs, wheelchairs, gray hair) and the diversity we don’t see (PTSD, mental health, neurodiversity, class).


Today, the business case for diversity is driven by the belief that a more diverse workforce produces better results and has a positive impact in the marketplace. Having a diverse workforce is important, but companies have realized that workplace culture must also be inclusive. Organizations that are most successful in creating a diverse and inclusive culture often link and integrate DEI to the organization’s core-values mission and business objectives. Many focus on the importance of having cultural competence as an important skill domestically, as well as in the global arena. Cultural competence can be defined as the ability to understand, appreciate and interact with people from cultures or belief systems different from one’s own.


Achieving diversity and inclusion requires intentional efforts and a strong commitment of senior leadership.


What is diversity? The presence of differences that make each person unique.


Think of diversity as an iceberg. Much of what we see as diversity is above the surface (race, ability, age, gender), but much of what constitutes diversity is below the surface. Sara Taylor, founder of deepSEE Consulting describes diversity as “differences that may make a difference.”


[image: img019]


Diversity, a collection of similarities and differences that we each carry with us, is based upon


•characteristics we were born with,


•experiences we have had and


•choices we have made.


What is equity?


An approach to ensure everyone has access to the same opportunities.


Equity increased in importance when organizations and their employees realized that the golden rule no longer fit. Treating others as you wish to be treated does not take into consideration that other people from other backgrounds or cultures don’t necessarily see the world as you do or need the same things that you do. Follow instead the platinum rule and treat others as they themselves wish to be treated.


A colleague of mine gives this as an example of not everyone wishing to be treated “equally.”





I was in a business meeting with an African American client and a Hispanic colleague. At the end of the meeting, those two hugged. I thought we were all a team, so I leaned in for my hug. My Hispanic colleague quickly intervened to help me “save face.” It was too early in the relationship, and I was assuming familiarity too quickly. As a Caucasian female, I have learned to take a step back and watch the cues from others instead of making assumptions. I still have to pull myself back and remember I have to earn that respect and relationship.





In Hispanic cultures, relationship is one of the paramount values from which they operate, whereas white people in the US are typically task oriented. When I was in Thailand, I noticed their preference for harmony and collectivism, or importance of the group rather than the individual. Asian cultures have an indirect conflict style (saving face) by not taking part in direct confrontation. For example, in Thailand, there’s no such word as no. Rather than saying no directly, people might say “Maybe” or “Not yet.” Even yes doesn’t always mean yes. In Asian cultures, yes might mean “Yes, I heard you” rather than “Yes, I agree with you.”
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