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	More Praise for 
Showing Up 


	“Showing Up is a critical and timely book that inspires men to stand up for gender and racial justice on the job. Ray Arata makes a compelling case that men care deeply about good leadership and equality in the workplace, and Showing Up is the ‘how to’ manual for how they can intervene in ways that make them better men. This book is a must-read for corporate leaders and any man who wants to live up to his potential as an ally and a leader who can shift the world—one workplace at a time.”


	—Jennifer Siebel Newsom, filmmaker and founder of The Representation Project 


	“As men, we’re trained to split ourselves in two: the rational worker in public, the emotional human at home. What a loss—on both sides of the equation. Ray Arata’s great gift is that he can help men connect heads and hearts, passion and productivity. Read this book, and let him show you how to be more present at work and in life!”


	—Michael Kimmel, author of Angry White Men: American Masculinity at the End of an Era


	“In a historical moment when men are called to be and must show up as allies, Arata provides a clear roadmap for what that takes. His approach is brutally honest, self-reflective, and direct. Showing Up is a must-read for men on this journey, and for all those who want to call men in as true allies.” 


	—Gary Barker, PhD, Cofounder and CEO, Promundo-US 




	What Diversity, Equity, and Inclusivity Professionals Are Saying


	“Showing Up packs a punch on the reality of male allyship in the workplace. Equally as important, it shines amazing insights on the importance of including the most influential group—straight, white men—in a discussion in which they are often left out—diversity. Arata homes in with practical strategies to engage, build trust, and strengthen your approach to creating great workplaces through allyship.”


	—Carin Taylor, Chief Diversity Officer of Workday 


	“Diversity, equity, and inclusion leaders understand how critical it is to have everyone, especially men, engaged in the work of creating an inclusive workplace (organization, society!) where all people can thrive. The challenge is making the space for men to truly connect, reflect, and then eventually act—one that doesn’t also cast shame, blame, and do more harm than good. Showing Up explores healthy masculinity through Ray Arata’s inimitable voice to create that space. It’s a must-read for practitioners to then share with the men in their lives and organizations.”


	—Cristina Santos, Head of Diversity & Inclusion and Equal Employment Opportunity, North America, Sanofi


	“Ray Arata is an award-winning and devoted ally and extraordinary role model for other men, bringing understanding of human needs, knowledge of behavioral change, and a huge vision for inclusionary leadership and organizations.”


	—Amy Logan, former President, US National Committee for UN Women San Francisco Bay Area; Founder and CEO, Inclusion Innovation
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	INTRODUCTION


	Why Should I Care?


	When it comes to gender equality, equal pay, equity, and equal opportunities, a growing number of men are stepping up as allies to support women and often excluded groups. And a large number of men are not. Why is that?


	Many people assume men don’t care. If men did care, then they’d act differently, right? I’m here to tell you—based on my experience working with men over twenty years—that most men do care. 


	They care deeply about their families, the women in their life; about being successful, respected, the best they can be as leaders. 


	But it’s also true that most men aren’t in touch with the experiences of women and underrepresented people who face significant challenges. This means men don’t always know the best ways in which to show they care—in particular, the ways that matter to those around them. 


	This was my own experience, which caused me to go through life hurting the people I cared for most. I always saw myself as a “good man,” yet I was still not being the ally I should have been to those around me. I wasn’t in touch with (nor interested in) how others experienced me. I wasn’t awake yet. It wasn’t until I became aware of my behavior and its impact on others that I was led to ask myself: Is this the kind of man I want to be?


	If you’re a man reading this, you may relate. If you’re not, I’m going to bet you have a man in your life who reminds you of the one I just described. That man was the “old” me.


	My Own Story: Becoming a Better Man


	In the winter of 1999, my family had just moved into a newly renovated house in Marin County, California, as the stock market was climbing. The financial services industry, in which I worked, was booming. Everything felt good. 


	That is, until my wife came to me early one morning to share something. I hadn’t been listening to what she had been trying to tell me, she explained. And what she had been trying to tell me was that my behavior and our relationship weren’t working for her anymore. At the time, I was so absorbed in my own notions of what it meant to be a man, a husband, and a father that I couldn’t hear her. Additionally, I didn’t think anything was wrong. From my point of view, I was providing for my family, I wasn’t suffering from any addiction, and I was faithful to her. I was grossly unaware of the impact of my behavior on the most important woman in my life—my wife and mother of my children.


	Over time, she’d had enough of my seemingly small actions—expecting the house to be clean when I got home (it was her job after all, wasn’t it?), saying one thing and doing another (effectively breaking my word), and not centering my attention on what she needed (because it was all about me). I had no clue what it meant to be accountable. My emotional range was limited to anger, expressed through raising my voice and speaking with the same condescension that I’d heard my father use when I was growing up. 


	Despite numerous attempts on her part to let me know, I missed the cues until she spelled it out bluntly: She didn’t love me anymore. She wanted out of our marriage. 


	Hearing this was beyond painful, and it also pointed to a bigger issue—I didn’t have the tools or training to navigate this. No man in my life had ever modeled emotional literacy for me. So, I did what most men do. I stuffed my emotions down deep and tried to pretend everything was okay. But, predictably, that only made it worse. As a last-ditch effort, I attempted to make promises to her, the kinds of things I thought she wanted to hear. I tried to charm my way out, express remorse—all of my old tricks. But there was no talking my way out of it this time. She had decided.


	One month after that devastating break-up, my business partner, who was also a close friend, left our company to go to a rival firm. He cleaned out his office in the middle of the night. I imagine that just like me, he lacked the tools to meaningfully confront real issues. 


	I was left in a state of shock, with much to contend with—a new mortgage to pay and a family to provide for, all predicated on a business that now felt like it was falling apart. 


	After my business partner left, I reverted to the same pattern I used when my wife left. I stuffed my feelings. I struggled immensely, with no hope that I’d be able to dig myself out. Nearly six months later—after languishing, getting nowhere, and finding myself in an ever-deeper rut—I experienced the first of many blessings that would help turn things around.


	My Turning Point


	One afternoon, a colleague asked me to come into his office; he accused me of acting out of control and letting emotions get the best of me. You see, there had been a recent incident at work where I’d angrily yelled at someone over the phone. This was not okay, he explained—which I agreed with completely. As I listened, I realized he was giving me the same feedback about my behaviors that my wife had already shared. He described my actions as often coming from a place of entitlement. This was hurtful, but it rang true.


	This colleague then offered me the invitation that would change my life. He encouraged me to attend a personal growth weekend put on by the ManKind Project, a global brotherhood of nonprofit charitable organizations that conduct programs for men. I had never heard of it; he gave me few details but was adamant the weekend had changed his life years before. I accepted his offer and signed myself up.


	The weekend is akin to a rite of passage—an initiation into healthy manhood. It helped me to debunk outdated norms of masculine behavior I had adopted and emulated, just like most men. During the workshop, I confronted unexamined beliefs about myself that were driving my behaviors and creating havoc in my personal relationships. I experienced healing that I wasn’t anticipating. Most importantly, I discovered that I was able to have a conscious relationship with my emotions. Instead of me reacting without control over what I was feeling, I could actually engage with my emotions in a healthy way.


	I learned that if I stayed on the path of being awakened, rather than allowing my inner “little boy” to run the show, I could be healthily masculine in all my roles: father, husband, leader, and friend. This was the beginning of a lifelong partnership between my head and my heart.


	Inspired by my new awakening, I wanted more of what I had experienced during the men’s weekend. I signed up as volunteer staff for future workshops and joined a local men’s group to continue the work I had already started. My intention was simply to “stay awake” and develop those new emotional muscles to serve me in my life. 


	Little did I know what would come of it: Eight years later, I had racked up thousands of hours of staffing and was actually leading those weekend workshops, along with weekly men’s groups.


	By 2007, I knew that I wanted to live and lead from the heart in all areas of my life, including my career. I left my financial services job and embarked on a completely new phase of leadership coaching and consulting. I started by sharing what I’d learned by writing a book, and from there, people began looking to me for guidance and expertise about how men could do better—be better. 


	Around that time, I was introduced to a colleague who worked as a diversity and inclusion consultant. She became intrigued by my work with men and encouraged me to attend a Watermark women’s leadership event. At that conference, various women shared their stories and frustration about the experience of working inside companies run mostly by men. It wasn’t until then that it became clear to me how slow progress toward gender equality was. It jarred me completely.


	The Moment


	The courtroom at the Gender Equality Challenge was packed, with several hundred people in attendance. The event, hosted by the mayor of San Francisco at city hall, was attended by several TV crews and an audience of about 85 percent women and 15 percent men. As I sat in the back and listened to the speakers, I realized that progress toward equality might occur more quickly if there was a strategy to actually engage men in the process. I wanted to speak up, but a hot sensation came over me. I was too nervous. By the time I summoned the courage to raise my hand a few minutes later, they had stopped taking questions. 


	As I walked out of the room, a flood of thoughts entered my mind. I recalled stories my mom had told me of her predicament as the second-born child in an Italian family, where the cultural norm was that the first-born son received the rights and privileges—and the daughter didn’t. I thought about my new wife, Anna, whom I’d married two years after my divorce. She had shared her own stories about growing up in an Italian family governed by a strong patriarchal influence. I thought about my daughter who was attending Duke University, only a year from graduating with a degree in computer science. Imagining the challenges she was likely to face as a young woman entering the workforce was just the inspiration I needed to take action.


	Using Privilege for Good


	Upon the realization that I should do something, that I needed to instigate change, it hadn’t yet occurred to me that I had privileges—white privilege, male privilege, and economic privilege—that were available to me to use for this purpose. 


	I thought back to my men’s weekend, how we spent time creating a mission statement for ourselves with the intention of committing to something greater than us as individuals.


	We’d been invited to imagine a healed world and what gifts we could bring forward to help create it. This exercise prompted me to reframe what kind of man I wanted to be. I decided to commit to helping create a world with more safety and equality. The gift I decided I could offer in contribution was simple: to live, learn, and lead with an open heart.


	In addition to leading men’s workshops, I had been speaking at major conferences, appearing on panels, and conducting webinars to audiences largely made up of women. But where, I wondered, could more men like me learn how to be . . . well, better men? There were no conferences that focused on men as partners, leaders, and allies to women and people in underrepresented groups. 


	I felt impatience well up inside me. I couldn’t simply wait to find a conference doing this work. I needed to create one. I envisioned that this conference—which was only an idea at this point—would focus strategically on the engagement of men in support of women. My own experience recognizing the parallel between my behaviors with my ex-wife and at work showed me that many of the principles I had taught men outside the corporate world would, in fact, apply inside the corporate world. Healthy masculinity, as a leadership imperative, ought to be modeled by senior heads and management. Men needed to see other men walking the walk. I knew this idea would be successful if I could get other like-minded people, especially men, to align with my vision.


	Making My Mission a Reality


	I took my mission statement to heart, reaching out to several men and women in corporate roles to share my idea. I wanted not only to create a men’s leadership conference that included healthy masculinity as a core driver, but to start a movement. I needed their help and also wanted women to attend. I knew that deep within each man is the desire to be his best self in the roles of spouse, parent, leader, and friend. 


	I also knew that the current roadmap for masculine behavior—what it means to be a man—wasn’t working for anyone, men included. Especially in their personal lives. And it didn’t seem like a stretch to presume that this outdated roadmap was also behind the challenges inside organizations. I only needed to speak to a handful of people to validate that the Better Man Conference was needed. 


	The Time’s Up and Me Too movements, in addition to putting the spotlight on men’s misbehavior, have helped legitimize the importance of bringing men to the conversation about their roles and responsibilities in inclusion. 


	The message of the Black Lives Matter movement has only reinforced the need further. I’m doing my part in removing the toxicity that we, as men, all perpetuate (in conscious or unconscious ways); my white privilege creates paths that are easier for me to navigate than those of individuals who are subject to white supremacy and structural racism. I’ve made the decision to use my privilege for good.


	Even though my own wake-up calls turned my life upside down, I am a better man as a result of the changes I’ve made. And I’m thankful that through my work, I can support other men learning how to do the same.


	Why Should I Change Now?


	Telling men what to do and why is not enough. Unfortunately, most men don’t have any connection to why they should change, which is absolutely linked to the actions we need to take as men. This is an important crossroads to recognize. Telling men what to do and why is just not enough. Men either aspire to be a respected ally and trusted leader and are willing to do what it takes, or they don’t.


	My invitation as a way for you to start this journey is to answer the following questions for yourself:




			Do I want to operate from an outdated and toxic playbook of what it means to be a man, to the detriment of myself and others?


			Do I want to be the man who stands by silently while women and traditionally excluded people are marginalized? Am I aware that my silence communicates my complicity?


			Do I want to be that guy that gives another guy a pass when he speaks down or makes a joke about women or marginalized groups?


			Do I want to try to become a better man alone, in a vacuum, lying to myself about needing support?


			Do I want to be that guy who doesn’t seek input from women or other groups about how they would like to be supported, without imposing emotional labor on them for my learning?




	If your answers lead to the clarity of wanting to be better as an ally, that’s exactly what we’re looking for. 


	The related question here is, “Do I care enough to make this a priority in my already busy life?” Again, we already know that most men do care. But what, exactly, prompts each man into action can be unique. What prompts you?


	For some men, the answer is simple: It’s the right thing to do and it aligns with their values. This is the moral case. Others think of their mother, sister, wife, daughter, or female colleague. And these very same people may think of their friends and family members who are part of the LGBTQIA+ and BIPOC communities. This is the personal case. There are a few men who have already experienced the positive outcomes of working with women on their teams and see the business benefit of diverse voices. This is the business case. There is one more, the dinosaur case, that is driven by fear. I offer this: Ponder that if you, as a male ally, don’t step up your game and lead more inclusively to help advance others, you will become extinct—just like a dinosaur. 


	If you are a man reading this book, sit and ponder your motivation. Be honest about it. Being inspired into action for any reason is a good thing. When you understand your impetus for change, you are connected to a driving force that will help you realize your intended goal.


	Now, the biggest question: How? Let’s dive deep into that right now.


	A New Way Forward: Heart-Based Leadership 


	The Ally’s Journey, which I’ll be guiding you through in this book, is a repeatable and flexible four-step process based on guiding men and women into heart-based leadership. Heart-based leadership, in action, is when leaders fully utilize their skills and humanity to guide their communication, choices, and relationships with others. Heart-based leadership requires a skill set of emotional literacy, authenticity, accountability, vulnerability, love, and inclusivity—each of which will be woven through the four steps of the Ally’s Journey over the course of the book.


	The Ally’s Journey is a framework that I co-created and iteratively improved with my partners, Dale Thomas Vaughn and Ed Gurowitz. It includes the teachings and tools to help individuals and organizations alike advance behaviors to support a more inclusive culture. Ultimately, enabling companies to leverage men as part of diversity, equity, and inclusion initiatives makes it possible for everyone to bring their full—and best—self to work. 


	Why Leading From the Heart Is Essential


	Heart-based leadership augments and supports an organization’s analytical prowess. Analytical prowess comes from the power of the mind. Following the mind without including the heart gives us a disconnected starting point. Not everyone connects at the head level, so when we lead by it alone, we’re not accounting for the emotional impact of our decisions on human beings. In a work environment, people want to experience a sense of belonging. Employees feel included when they are valued, seen, heard, and understood. When this occurs, they have an emotional response that supports their analytical skill set. This requires that we connect at the heart level.


	People are often hired because of their technical skills and knowledge. A heart-based leader who utilizes soft skills to empower others will increase their employees’ productivity. When leaders forge a partnership between the head and the heart, they are much more likely to find solutions that reach the greatest number of people. Of even more importance is modeling this skill set for other men so that they may see it in action.


	When we add heart-based leadership to organizations, we are meeting a need that can thus unlock the effectiveness of the workforce. Heart-based leadership, which is inclusive of our emotions, enables us to invite the best out of our people. Our abilities to empathize, show vulnerability, and be authentic all help foster trust in others. This encourages everyone to bring their contributions forward. When we come from the heart, we bring another aspect of ourselves to the table, and create a more nuanced, authentic type of leadership. 


	The Four-Step Ally’s Journey


	To get you familiar with the transformational path that lies ahead, I’m going to briefly outline each step of the Ally’s Journey. We’ll get into each more deeply later in the book, but for now, I want you to gain an understanding of the exciting process you’re going to embark upon.


	› Step ONE: Acknowledge bias and privilege


	This step will help men and those who seek to be allies understand that this is a journey of self-reflection, discovering your gaps (including both biases and privileges), and confronting what currently drives your behavior. Included in this step are exercises to become aware of our emotions, the emotions of others, and the unhealthy masculine norms that drive behavior. The purpose of this step is to educate—rather than shame—so that those who want to become good allies can make a conscious choice of how to use their privilege for good.


	› Step Two: Listen with empathy and compassion


	This step focuses on listening to people who belong to typically excluded groups. In my work, I have learned that once men become aware of another person’s experiences and challenges, they have empathy—which makes them more likely to move into action. This is an important step because while it’s essential to have empathy for others, it’s also necessary to have empathy for oneself. This requires us to begin to listen to our own emotions, to experience them and not to avoid them. 


	› Step Three: Take responsibility


	Once men have a solid understanding of what is driving their words, choices, and actions, we focus on ownership-driven accountability. Accountability is all about taking responsibility for one’s language, actions, choices, and consequences, intended or not—especially in terms of how they impact others. A key to inspiring men to change their behavior is to bring about their understanding of the impact of microaggressions, which can be quite significant. Microaggressions show up as a statement, action, or incident regarded as an instance of indirect, subtle, or unintentional discrimination against members of a marginalized group such as a racial or ethnic minority. Microaggressions are a way underrepresented people are negatively affected in both social and working environments (often referred to as “death by a thousand cuts”).  


	Taking responsibility helps you recognize these behaviors: manterrupting, manopolizing, mansplaining, and more. But good intentions don’t suffice in terms of recognition. I’ll be helping men take responsibility for the way in which their behaviors are impacting those around them.


	› Step Four: Commit to practices and behaviors


	This last step is where the rubber meets the road. Men, women, people of underrepresented groups, and organizations all want to cut to the chase and understand what to actually do. In this step, men will get tangible guidance on how to think, talk, and act like a better man. Men will learn how to lead from the heart; use their privilege for good; support diversity, equity, and inclusion initiatives; and encourage other men to do the same. Finally, we’ll talk about protocols for organizations on how to successfully engage, educate, and support men toward contributing to lasting cultural change. 


	That’s it. Those four simple steps can change so much. All it takes is a willingness to go through them with an open heart. And here is the reality: Every day I (and you) start over because it’s never a one and done effort.


	How to Get the Most Out of This Book


	Stepping onto the path of becoming an ally and inclusive leader is not something to do alone. If you are reading this book, you likely are feeling that you could use some guidance. I am here to help you with just that. 


	For Men Reading This Book


	It’s my belief that there is a common driver within all men that has you wanting to be your best. Making the conscious decision to be your best self will go a long way on your journey as an ally.


	This book is a guide for looking inward and challenging your current thinking on what it means to be a man, both in the context of being an ally, and a leader or follower. Even more so, this book is intended to help you be more heart-centered—something that hasn’t been modeled for most men. 


	There are several “invitations” for you to consider and absorb. Take the time to read and fully consider the questions I ask throughout our time together. The best way to use this book is to spend some time reflecting on your own masculinity—what you saw modeled for you—and to be honest about where it has not or does not serve you. I encourage you to come to this work with a beginner’s mind.


	A few pointers to consider:




			Each chapter builds on the prior one, so it is best to read each chapter in the order they are presented. Only proceed to the next chapter when you feel comfortable knowledge-wise in what you just learned.


			Be gentle and kind with yourself. Shame has no place on your journey as an ally. Yes, you have made mistakes and will continue to make mistakes—and that’s okay. You are human. Making sure that you learn from those mistakes is the critical part.


			Seek and be open to feedback. You will only grow if you get the support of others.


			Resolve to stay on the journey. You will be surprised by how women and people who belong to marginalized groups appreciate your commitment to being better. Commit, even if there are missteps on your part.


			Embrace learning opportunities for yourself and others. Apply your learning as soon as possible. Look for opportunities to change your behavior, and that of others, every day.


			Stay humble. It has been my experience that men often feel they are farther along on the path than they really are. Many women and people who belong to underrepresented groups have echoed this to me, about me! Understand that where you are and where you think you are may be totally different—and practice acceptance of that gap. Be comfortable being uncomfortable.




	For Women and Members of Typically Marginalized Groups Reading This Book


	If you are a woman or a member of a marginalized group, this book can be used to better understand how to relate, engage, and partner with men in the context of healthy masculinity and heart-based leadership. While it’s the responsibility of men to better themselves, it is hugely helpful for those that they interact with to understand the process of transformation they are undertaking. It takes all of us to change the narrative and create a better culture in our homes and workplaces. 


	I have been approached by many who, after attending my talks or experiencing our conferences on heart-based leadership, have a deeper appreciation for the stories of men and the struggles they face in becoming allies. This is not to say that their unreformed behavior was okay; rather, it’s helping to create a bridge of awareness toward each other’s journey. I will never understand what it feels like to be in any group other than my own. Because so many of you have helped me become more aware of your stories, I can take responsibility to do my part and support others like me to learn as opposed to putting additional emotional labor on you.


	For Members of Organizations Reading This Book


	If you are a DEI professional, HR professional, Learning and Development professional, a stakeholder, or anyone committed to the culture of your business, this book will help you to understand the various factions of men that exist in your company. I will share with you the impediments and influences that may be currently playing out regarding the men in your organization, so that you can successfully engage them. And I’m going to offer insight in how to support your male leaders by sharing successful ways I talk to and teach men at a personal level. 


	Many DEI professionals struggle with how to include men in their DEI efforts. There is no easy way, other than to recognize that success requires their engagement (especially because the majority of leadership roles are currently filled by men). You need a top-down approach that enrolls leaders into emulating the behaviors you want to see from all men in your organization.


	This book will help make you an ally-in-training and provide a roadmap that organizations can follow to get everyone on staff invested in changing the culture around them.


	What You Can Expect from This Book


	Throughout Showing Up, I’m going to:




			Present challenging real-life scenarios, putting you in the shoes of the people in these stories;


			Bring in other experts to lend their subject-matter expertise to what I am teaching, and share important exercises you can practice;


			And end each chapter by summarizing key lessons for your learning that can be used as tools throughout your journey.






	‹ CHAPTER ONE ›


	Set to Win


	The Me Too, Time’s Up, and Black Lives Matter movements have created a perfect storm of bad behavior, largely due to men’s toxic behavior. These movements were a long overdue response, as well as an outright refusal to tolerate this type of behavior. Men are on high alert: The spotlight is squarely focused on their behaviors, and we have already witnessed a number of “high profile” instances of men being fired, stepping down from leadership, and finding their careers ruined by their choices and behavior, as well as their abuse of power. Their careers were tarnished after social media exposed their actions. These very same men work inside companies and are often in leadership positions, thus posing a question for many organizations: Do we ignore, react, or take initiative? What is your position?
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“Ray Arata provides clear guidance on how to turn good intentions into action.
| strongly recommend Showing Up to everyone interested in helping create
a more equal and productive workplace.”

—Sheryl Sandberg, COO of Facebook and founder of Leanin.Org and OptionB.Org
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