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Preface


June 15, 2020


Between the time this manuscript went to the editors at Simon & Schuster on May 15, 2020, and when we received it back for review two weeks later, the world had changed. Or perhaps better said, the day-to-day struggles of the COVID-19 pandemic were overshadowed in the midst of global protests ignited by the tragic and unacceptable killings of Ahmaud Arbery, Breonna Taylor, and George Floyd. These most recent and senseless losses joined the long list of injustices toward Black people throughout history, resulting in a social tipping point. Affirming Black lives does not mean that this book is about racial injustice or public policy or even limited to bias as it relates to race. This book is our contribution to help advance a more inclusive world, where we can name and take responsibility for our own biases, use empathy and curiosity to more effectively connect with others, and choose courage to make positive changes at work. Discrimination, racial injustice, and injustice in any form—for example, based on race, color, sexual orientation, gender identity, national origin, disability, age, veteran status, family or marital status, physical appearance, education, and geography—have no place in the workplace or in society at large.


With that in mind, you may ask, What is the connection between injustice and bias? Bias is a natural part of the human condition and how our brains work. To be human is to have bias, and those biases—or preferences, as we’ll describe in this book—do not have a value on their own. But they do impact our behavior, and that behavior can have benign, negative, or positive consequences. Uncovering and understanding our biases are the first steps to ensuring that our behavior does not limit our possibilities or the possibilities of those we work with. Injustice is the ultimate limitation and does real harm to those directly and indirectly affected by it.


The need for a book such as this has long been present, but today addressing bias has transformed into one of the most important topics for individuals, communities, and organizations to confront—meaningfully, purposefully, and with a desire to listen, learn, engage, and do better. What follows is a framework for leaders at all levels in any role to enhance performance in themselves, their teams, and their organizations by understanding the nature of bias. In this book, we encourage each person to explore vulnerability, develop curiosity, and build empathy to move past negative biases and choose courage—all while applying best practices, strategies, and tactics to the Talent Lifecycle. We believe that these guideposts will help to build high-performing individuals, teams, and cultures in any organization and in any setting. We are proud of the content in these pages and invite you to engage with this work. Our intent is to ensure that everyone in the workplace can develop and take part in constructive dialogues about bias and inclusion while implementing actions that drive both progress and performance.


At a global FranklinCovey conference in 2011, Chairman and CEO Bob Whitman gave an inspiring speech sharing a list of simple tenets he had learned and followed over the course of his career. In that speech he said, “You must do the work your goals require.” One of our goals is a more inclusive world, for ourselves, for our clients, and for the next generation of leaders. We are doing the work to achieve that goal and hope you will join us on the journey.
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Foreword


At FranklinCovey, we recognize that leadership cannot be great if it isn’t inclusive, if it leaves anyone behind. We believe that in order to achieve results, leaders must ensure that each member of their team can confidently state, “I am a valued member of a winning team doing meaningful work in an environment of trust.” Without inclusion and the sincere intent to explore biases that could be unintentionally excluding some, and therefore limiting performance, this statement simply cannot be true.


As FranklinCovey’s chief people officer, I am someone employees come to when they want an “unbiased” opinion or advice, and my responsibility is to support an inclusive and high-performing organization. And yet, I’ve learned that being truly unbiased is impossible, because we’re human and have all been influenced by our past. What is possible is to recognize that we all have bias, carefully reflect on what ours might be, and determine if those biases are enhancing possibilities or getting in the way of performance. We can then choose how those biases impact our behavior and operate with as much objectivity and accuracy as possible. While this system is certainly far from perfect, it is what I try to do in all areas of my life.


A few years ago, our recruiting team was working with a senior manager who was in the process of hiring someone for a key position. After interviewing several candidates, he selected a woman who was already with our organization but in a different role. While market data had been used in determining the appropriate compensation for this position, this senior manager wanted to talk with me to rethink the compensation. When I asked him why, he said, “In looking at what she [the selected candidate] is currently making, this is going to be quite a jump for her.” I asked him if he was having second thoughts about whether she met the qualifications or questioning the salary data provided, and he said no. “So help me understand your concern,” I said.


He replied, “It just seems like such a big increase for her, and I never had a jump in pay like this.”


This manager had a bias. After a long discussion, he realized his bias was about his own experience and a sense that no one should receive an increase in pay larger than one he’d ever received. Add to that all we know about the very real gender pay gap across corporate America, and his decision could have contributed to pay inequity at our firm. FranklinCovey conducts a pay equity audit each quarter to ensure this is not the case, but managerial decisions such as this can start to undo the positive results of those audits. This is just a single example out of many I’ve seen in my career where unconscious bias plays such a critical role in our judgment, decision making, possibilities, and performance.


At FranklinCovey, we have an intense and deliberate focus on diversity and inclusion, and have put a stake in the ground around the opportunities we have for improvement. We recognize the pivotal role our unconscious biases play in that effort. And while we continue to make significant progress, like many organizations, we recognize this is an ongoing, never-ending effort, and we still have a ways to go. Over the course of my career, I have seen that some leaders implicitly and passionately care about inclusion while others place less of a priority on this. They are well-intentioned but can’t or don’t see the connection between inclusion and results, or even their own personal responsibility to proactively build inclusion. There is simply no way to be a great leader if you don’t confront your negative unconscious biases and make inclusion a hallmark of your leadership style. For a while, you may be able to hit your targets and draw on the force of your personality to get people to do what you want; you may even rise through the corporate ranks. But in the long run, true greatness requires a discerning, critical eye to be turned inward. Great leaders challenge themselves as much as they challenge others.


In The Leader’s Guide to Unconscious Bias, authors Pamela Fuller, Mark Murphy, and Anne Chow have done an extraordinary job of defining what bias is, how it hurts or helps performance, and why it’s so important for leaders, teams, and organizations. But they’ve also, with great wisdom and care, outlined exactly what to do about unconscious bias and how to course-correct when you see or feel it happening.


As I’ve read and reread their illuminating work, I’ve become more aware than ever of the unconscious biases I have that hinder my work and contributions. And I’m more focused on how to effectively influence those around me who are also slowed down by limiting biases.


As you read this insightful book, you too will find new and better ways of leading others, and will learn how to effectively address the challenges and opportunities bias presents in every area of your life.


Enjoy your read.


C. Todd Davis


Executive Vice President and Chief People Officer, FranklinCovey










Introduction


To be human is to have bias. If you were to say, “I don’t have bias,” you’d be saying your brain isn’t functioning properly!


Essentially, unconscious bias arises from the brain’s capacity problem. We take in an astonishing eleven million pieces of information each second, but we can consciously process only about forty of those bits.I


To handle the gap, our brains build shortcuts to make sense of this information. We focus on the one angry customer instead of the hundreds of raving fans (negativity bias). We pay special attention to data that proves our strategy is working and gloss over data that casts doubt (confirmation bias). We unconsciously prefer the first job candidate we meet (primacy bias). And we simply like people who are like us (affinity bias).


These shortcuts can be a boon for time-strapped professionals, letting us make quick decisions without having to deliberate on every detail. They can also distort the facts, cause inaccurate judgments, and inhibit our professional performance and possibilities.


As logical and fair as we try to be, we are nearly always operating with a degree of bias, without ever being aware of it. But the sense that people who have biases are inherently ill-intentioned or morally flawed is one of the paradigms that stops us from making progress on this issue.


There’s no shame in having unconscious bias; it’s a natural part of the human condition that shows up in our decisions, our reactions, and our interactions with others. This is true in our relationships, our teams, and our organizations. We all have bias, so let’s acknowledge it and begin to improve.


I’ll start.


I wear several hats at FranklinCovey, the global leader in helping organizations achieve results that require a change in human behavior. I consult with clients on broad leadership solutions, with an emphasis on diversity and inclusion; manage some of our most strategic accounts; and lead a team that supports those clients. As the lead architect of FranklinCovey’s Unconscious Bias solutions, I help leaders build the skills to reframe bias, cultivate connection, and create high-performing teams. I’m also a first-generation American with roots in the Dominican Republic, Afro-Latina, the firstborn of eight children, and a wife.II I dabble in triathlons and 10Ks, and am always interested in a good story in print, on the screen, or over a glass of wine. I’m also the proud mama to two tiny humans, brown boys in America. We’ll talk more about identifiers—mine and yours—as we move through this book. I spend a lot of time thinking about bias, both personally and professionally.


But none of that precludes me from having my own unconscious biases.


A few years ago, I won a large client contract, one of the biggest in the company at the time. We suddenly faced six months of work that needed to be completed in half that time to get a high-profile program off the ground. I was traveling every other week around the globe, balancing a two-year-old and a third grader at home, and working around the clock to ensure this project was a success. We needed more personnel, ASAP!


We began the hiring process for a new project manager, and after several rounds of interviews, we offered the job to Jordyn, a fantastic candidate with extensive customer-facing experience. She seemed ready for a new challenge and had an energy I related to. Jordyn accepted the job immediately—and then asked about the maternity leave policy. She was pregnant.


Did you groan when you read that? Admittedly, I groaned when I heard it!


I told her I would email information on benefits, ended the conversation, then immediately went to my leader, Preston, to vent my frustration. Why didn’t this come up in the interview process? Should we have offered the job to another candidate? Of course not—that would have been illegal, and Jordyn was the best candidate… but how on earth would she handle a new job and a new baby in the coming months? And maternity leave?! She hadn’t even started yet, and I was already panicking about covering her absence.


Preston listened to my frustration and gently reminded me that we’d just had a pretty seamless maternity leave experience with another member of the team… me! Remember I mentioned I had a two-year-old at the time? My organization had given me flexibility in travel and work setting, and was patient with the occasional coo, babble, or cry on videoconference calls. (Frankly, they still are. Those sounds have given way to animal impressions, ninja battles, and couch jumping, and my boys still invade the home office from time to time!) In return, I’d created solid plans for coverage in my absence, ensured nothing fell through the cracks, and returned from leave with the energy to exceed expectations.


Preston told me, “There’s no one better than you to navigate this successfully,” then walked me through the process he’d used to prepare for my maternity leave. Having a plan resolved a lot of the tension I was feeling. I’d been lucky to have received empathy, confidence, and support from my leaders. And that was what I needed to offer this new employee; Jordyn deserved no less.


The mind-boggling thing about this experience was that I passionately believe workplaces achieve their highest performance when they allow their employees to be whole people, which includes taking the time to adjust to big life events like having a baby. I’m familiar with a wealth of research connecting parental leave and flexible workplace policies to better outcomes for parents, children, and results at work. I have a personal mission to develop diverse leaders and create inclusive workplaces that support them. I am consciously a champion of parenthood in the workplace!


But unconsciously, despite my own experience taking maternity leave and my values, I had a negative bias toward maternity leave, something I would not have recognized had I not been put in a circumstance for these feelings to come up. And when we’re in situations that bring the unconscious to a heightened level of consciousness, we often find that our unconscious biases directly contradict our stated values.


As I write this, my team member’s son just turned one. Did I miss her contribution while she was on leave? Absolutely! Did the many conversations we had leading up to her maternity leave give me some anxiety about how we’d fill the gap? Definitely! But I worked hard to ensure my negative bias didn’t creep in, and we made a solid plan for her absence. While she was out, other members of the team had the opportunity to step up and perhaps perform outside of their comfort zone. As the old adage goes, “Absence makes the heart grow fonder.” Boy, was I grateful when she returned!


As leaders, we’ve all likely encountered situations like this. I was recently on a call with an executive who had two employees taking overlapping paternity leaves, and he shared some of the same initial sentiments. But he ultimately supported both of them, and they returned from leave totally engaged. No leader is immune to the effects of bias. It is an ongoing reality—not something we learn once and conquer forevermore, but something we must continually examine and address.


Simply put, bias is a natural part of the human condition and can have a real impact on how we define our possibilities and those of others. The topic of unconscious bias can be a controversial one, fraught with opinions, politics, assumptions, and difficult interactions. But our experience and research have shown that bias is far more ubiquitous than we can even imagine, and it’s impacting our organizational results—everything from culture, retention, recruitment, innovation, and profitability to shareholder return.


What Leaders Need to Know About Unconscious Bias


We define bias as a preference for or against a thing, person, or group compared with another. Biases may be held by an individual, a group, or an institution. We’re sometimes conscious of these biases and can state them directly. Here’s a common example: “We prefer to hire salespeople who are extroverted.” Interestingly, data shows that the link between extroversion and sales success is essentially zero!III Conscious biases are often beliefs we have simply decided are facts, regardless of the evidence.


Our focus in this book is unconscious bias, also called implicit or cognitive bias. Research shows that we have unconscious biases around gender, race, job function, personality, age/generation, socioeconomic status, sexual orientation, gender identity, family status, nationality, language ability, veteran status, culture, weight, height, physical ability, attractiveness, political affiliation, virtual/remote working, hair color—even the messiness of someone’s desk or their posture.


These unconscious biases can have a positive, benign, or negative impact. A team leader might have a bias for collaborating: her default when assigned a new project is to reach outside of her team to seek feedback and test assumptions. She gets better results because of this bias, so it generally has a positive impact on her, her colleagues, and her organization. Other biases are quite benign, like a preference for working with or without music.
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But many biases have a significant negative impact. As a result, these unconscious biases can limit professional opportunities for ourselves and others across the entire Talent Lifecycle. The Talent Lifecycle is the process of your career—all of the decision points that occur like getting hired, promoted, or selected for stretch opportunities. It also includes what kind of benefits you receive. We’ll dive deeper into the Talent Lifecycle in Part 4 of this book.


Consider the following data:




	When five hundred hiring professionals were shown female candidates with a variety of body weights in a recent survey, only 18 percent said the heaviest-looking woman had leadership potential.IV But is there a correlation between how much a woman weighs and her ability to lead? Of course not.


	Workers with strong regional accents are paid 20 percent less than those with a mainstream accent, according to research by the University of Chicago and the University of Munich. This bias against accents affects employees from the U.S. South, the working class in Britain, certain regions of Germany, and African Americans, to name just a few.V



	For people of color, the lighter your skin, the more likely you are to land a job, get promoted, be mentored, become CEO, and make more money. Lighter-skinned associates are more likely to be invited out to social events after work and befriended by their colleagues.VI



	Fifty-eight percent of CEOs in Fortune 500 companies are over 6 feet tall, compared to only 14.5 percent of all U.S. adult males.VII Is there a correlation between height and the ability to run a company, or is it just perception? What do we unconsciously think power should look like? What does this mean for women and other people of generally smaller physical stature?





None of us would post a job description consciously stating requirements for tall CEOs, slender high-potential leaders, posh accents, or light-skinned people of color; yet, the data shows that these unconscious preferences are coming out in our behavior and impacting the opportunities of others in a very real way. The bias I had against maternity leave—initially unconscious and brought to consciousness by my hiring experience with Jordyn—would have negatively impacted how I onboarded her, managed her, and engaged her in this new role. Her performance undoubtedly would have suffered as a result.


This book will focus on unconscious biases that have negative impact on our opportunities and those of others in the workplace, and we’ll evaluate that impact through FranklinCovey’s Performance Model.


You’ll notice in the Performance Model that there are three separate zones, each highlighting different experiences. Our goal, of course, is to be in the High-Performance Zone, where people contribute at their highest capabilities.
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In the High-Performance Zone, people feel respected, included, and valued, and are able to contribute their best. Historically, conversations about diversity in the workplace focused on representation, or the composition of the workplace. Representation is important, but what you do with that representation is also critical. Do those people feel included? Do they feel like their perspectives are desired, that they have both a seat and a voice at the table?


In the Limiting Zone, people feel tolerated or ignored. Much of the work around diversity and inclusion has emphasized that we need to be tolerant of those who are different from us. But do any of us want to just be tolerated? It’s not a great feeling. If my husband simply tolerated me, our marriage would be in pretty bad shape. Tolerance in the workplace is similarly less than optimal. Do you bring your best ideas forward when you’re being tolerated or ignored? Do you want to?


In the workplace, people know when they’re being ignored or tolerated—it’s a very different feeling from being respected, included, and valued. As a woman of color operating in many predominantly White environments, I’ve felt the sting of that Limiting Zone. Often if I bring one of my male, White, or senior colleagues to a client meeting, the client will speak directly to my colleague, sometimes not even glancing my way, as if I’m not in the room at all and despite the expertise I might bring to that conversation. When something like this happened once, I dismissed it as probably not a big deal. But when it happened time and time again, I started to think, “Why am I being ignored? I’ve prepped for the meeting, connected in advance of the meeting to set expectations, and responded to the client’s needs. Is there something else going on here?” Perhaps you’ve also experienced the Limiting Zone. What was the effect on your engagement and results?


Let’s move into the Damaging Zone. Although we’ve discussed how bias is a normal part of how the brain works, we want to acknowledge that bias in the extreme can be incredibly damaging. In this zone, that level of bias can go even further to the point of illegality—harassment or abuse.


Much of diversity and inclusion (D&I) training in the workplace centers on the Damaging Zone, the most egregious of impacts. In my experience, people start to tune out when conversations about inclusion move to harassment and discrimination. Most of us don’t consider ourselves capable of going that far. The consequence is that many of us couldn’t imagine we’d be in the Limiting Zone either—and that’s a mistake, because we all operate unconsciously sometimes. My experience in hiring a pregnant employee taught me that we can all slip into the Limiting Zone if we’re not consistently exercising self-awareness. And once we’re in the Limiting Zone, we can slip into the Damaging Zone if the organization or team dynamic normalizes that negative behavior. And we’ve seen that organizations across the board are dealing with a significant level of harassment and discrimination litigation—from well-intentioned but perhaps insensitive or ignorant managers finding themselves in career-ending litigation related to harassment and discrimination, to leaders who’ve clearly abused their power.


Every one of us has likely had experiences in each of the zones: times we felt respected, included, and valued; times we felt tolerated or ignored; and times we felt slighted, even harassed or abused. Our actions have also put others in each of these zones.


Having experience in each zone means we know what it feels like to be in each zone. And once we can identify what it feels like, we can recognize when it’s happening and we can make positive progress on it.


Our Framework for Making Progress on Unconscious Bias


The good news is that our brains are wired not just for biases and preferences, but also for change and growth. It takes time and, more important, a conscious effort to create new neural pathways, ways of thinking, and habits. It’s not easy, but it can happen.


To achieve this change, we have created a framework, the Bias Progress Model, that moves beyond awareness of unconscious bias to specific action, comprised of four parts: Identify Bias, Cultivate Connection, Choose Courage, and Apply Across the Talent Lifecycle.
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Our goal with FranklinCovey’s four-part Bias Progress Model is to not only define bias, but to provide a structure for making progress on it. In this framework, each component fuels the others. The more you build each muscle, the more they work together to build your self-awareness, openness, potential for growth, and align to your purpose.


Identify Bias


To identify bias, we must first know what it is and the relationship between our biases and our identities, understand the basic neuroscience of why it happens, know some common terminology, and learn when we are most susceptible to bias traps. We must take on the intellectual pursuit of introspection and build self-awareness so we can look outside our own experiences to consider the experiences of those around us.


Cultivate Connection


Some of our deepest human needs are to belong, to feel connected, and to be understood. The second component of the Bias Progress Model is built around cultivating meaningful connection through empathy and curiosity. Empathy and curiosity are two sides of the same coin—the interpersonal and intellectual approaches to building connection. If we can meaningfully connect with others, we will often find ourselves surprised at what we learn, which is a clear check on biases and preconceived notions. Cultivating connection gives us a path through bias by getting to know people for who they truly are versus who we perceive them to be.


Choose Courage


We often think of courage as a brash and bold act. But courage is not always loud or ostentatious; it is sometimes quiet and careful. Through a combination of careful and bold courage, we can make progress on bias. This third part of the Bias Progress Model includes four ways to act with courage: the courage to identify bias, the courage to cope with bias, the courage to be an ally, and the courage to be an advocate.


Apply Across the Talent Lifecycle


As leaders, applying the Bias Progress Model in your relationships and to all your teams can fuel a shift to high performance. The ability to Identify Bias, Cultivate Connection, and Choose Courage as experienced through the Talent Lifecycle can transform the organization’s performance for the better.


When we hear about the war on talent, retaining top talent, and ensuring collaboration and innovation, the lever through which an organization can achieve those things is the Talent Lifecycle. We often think of the Talent Lifecycle as a realm of law and HR policy; but ensuring a strong Talent Lifecycle requires all leaders to go beyond the regulations, policies, and procedures found in the company’s handbook. This final component of the Bias Progress Model, the surrounding piece of the model, ensures that the policies live off the page and support real organizational results.


We’ll continue to unpack and explore the Bias Progress Model throughout this book. The book is organized into four parts:




	Part 1: Identify Bias


	Part 2: Cultivate Connection


	Part 3: Choose Courage


	Part 4: Apply Across the Talent Lifecycle





The Bias Progress Model is drawn from FranklinCovey’s Unconscious Bias: Understanding Bias to Unleash Potential work session, which has been field-tested by thousands of leaders at all levels in many industries, including healthcare, banking, technology, oil and gas, law enforcement, government, and retail. As the lead architect of this work session, I’ve had the privilege of constructing and delivering this program to numerous participants, and have worked with a brilliant team of global consultants to refine this material based on their feedback implementing the content. I’ve found that across industries and locations, leaders and organizations encounter bias that inhibits performance, but they’re unsure what to do about it. This Leader’s Guide is written to solve that problem.


What is a book about bias and inclusion without diverse perspectives? I’m also joined by my two coauthors, Mark Murphy and Anne Chow. While my voice guides the main text for ease of reading, we are truly a team of collaborators. You will also see insights and experiences in Mark’s and Anne’s voices inset throughout the pages. Mark Murphy, a twenty-eight-year senior consultant at FranklinCovey, certifies FranklinCovey’s consultants and clients to deliver this content around the globe. You’ll hear his stories and perspective from working with clients across multiple industries. Because of his own life experiences and extensive global travel, Mark is passionate about inclusion and bias and helps clients build inclusive cultures. As a member of the LGBTQ+ community, Mark has experienced firsthand the impact these principles have on people’s abilities to bring their whole self to work.


Anne Chow, CEO of AT&T Business, a more than $30 billion division of AT&T that on its own would qualify as a Fortune 50 company, lends her experience in leading global teams and business transformation over the course of more than three decades in the telecom and tech industries. Anne started with AT&T as an engineer and has since held more than a dozen roles across the company, culminating with her appointment as the first female CEO of AT&T Business and the first woman of color CEO in AT&T’s over 140-year-old history. She brings her vast insights concerning leading at all levels, managing organizational change, serving clients, and driving cultural change. Anne is a proud second-generation Asian American, whose parents emigrated from Taiwan to pursue the American dream, and she’s passionate about the power of authenticity and communication to build inclusive, high-performing organizations. She’s also a Juilliard-trained pianist and brings a sense of excellence and purpose to all she does, including her contributions to this book.


What to Expect


It is our hope that at the end of this book, you will feel empowered to deploy vulnerability, empathy, curiosity, and courage to make progress in the face of bias and build a diverse, equitable, and inclusive organization. If you’re a diversity, equity, and inclusion professional whose role is dedicated to this pursuit, we hope this book reinvigorates your efforts, gives you additional language to build allies and stakeholders, and inspires clear actions to make progress. If you are skeptical of diversity and inclusion as a critical leadership competency, we hope this book will open your mind to these ideas, if even just a bit. And for everyone in between, we’ve worked to build an accessible tool kit that expands your leadership to always consider inclusion. Here are two best practices to get the most out of our book:




	
Do the work. You’ll find an exercise or tool at the end of each chapter, segmented into reflections for individuals and application for leaders. We encourage you to grab a pen and write your answers in the book. This takes a bit of time and effort, but completing the tools is the difference between simply learning about this content and implementing it to achieve better results.


	
Explore further. You may read about ideas that don’t feel intuitive to you. Pursue those questions through further exploration. That might mean engaging with someone in your network with a different perspective or background, or seeking out perspectives available in other forms of media—books, podcasts, or websites.





So with that context in mind, let’s tackle some of the burning questions you might have about this material.


With all that leaders are responsible for, is making progress on unconscious bias really that important?


There’s a wealth of data that demonstrates the connection between bias and performance. Reducing bias can help your team and organization achieve better results—period.


Bias can inhibit decision making, performance, innovation, and results in the workplace. And a big part of our mandate throughout this book is to think about how bias can either inhibit or accelerate performance. Employees who perceive themselves to be the target of bias are three times as likely to withhold ideas, be disengaged, and leave within a year.VIII If you’ve been on the receiving end of bias, this makes perfect sense. If you haven’t, it can be shocking to consider that you might have unknowingly contributed to those perceptions or outcomes.


There is no idea more fundamental to performance than how we see and treat each other as human beings. This is why understanding and often challenging bias matters.


Is this topic just a trend?


The demographics are clear. We are living in a global world that requires us to collaborate and partner across many facets of identity.


Addressing unconscious bias is as much of a trend as innovation, change, and leadership skills—wait, exactly, they’re not! They aren’t always as visibly profitable on a balance sheet as revenue and cost, but these strategic competencies make all the difference in an organization’s ability to achieve results. As long as there are organizations to run, we will need to contend with bias and its effect on performance.


Is a lot of this more about politics or being politically correct?


As bias becomes a deeper part of societal consciousness, we might feel like we’re being put under a microscope. We all have strong feelings about our own perspectives, which sometimes come forward as politics. I believe that for some people, exploration of diversity, inclusion, and bias does align to their politics. But I do not believe these topics are political ones. In this book, our approach to bias is laser-focused on the connection between bias and workplace performance.


Our goals for this book do not include tokenism, political correctness, or limits on the opportunities of anyone. You will not walk away from this book with a list of what you can and cannot say, nor is it our intent to police anyone’s language or thoughts. The goal of exploring and reframing bias is not to censor you but to build your ability to understand and be understood as you connect with others.


Doesn’t this create reverse bias?


We would argue that there is no such thing as reverse bias. Bias is a preference for or against a thing, person, or group compared with another. Whether that bias is positive or negative, or about one group or another, it is bias.


Throughout this book, you will see examples that cross a robust spectrum of identities and circumstances. Will you read examples focused on race and gender? Absolutely. Will you also read examples focused on personality, job function, appearance, remote workers, accents, and education? Yes, plus many more.


Ultimately, we have all had an experience with bias, a way in which bias has impacted us negatively or positively. Bias impacts you if you have an unpopular opinion; if you’re left-handed, attractive, or disorganized; if you are an introvert or a risk-taker. It impacts you if you’re a veteran or a resident of a rural community or if you have a disability. And it impacts you based on your race, gender, sexual orientation, gender identity, and IQ.


Exploration of bias is not about villainizing one group over another or making anyone feel guilt, shame, or fear. It’s about making progress on our biases and understanding how they limit possibilities for us or others. Our hope is that this content creates awareness, connection, and commitment.





Rudine Sims Bishop, the Ohio State Professor Emerita of Education who is commonly known as the mother of multicultural children’s literature, wrote: “Books are sometimes windows, offering views of worlds that may be real or imagined, familiar or strange. These windows are also sliding glass doors, and readers have only to walk through in imagination to become part of whatever world has been created or recreated by the author. When lighting conditions are just right, however, a window can also be a mirror. Literature transforms human experience and reflects it back to us, and in that reflection we can see our own lives and experiences as part of the larger human experience. Reading, then, becomes a means of self-affirmation, and readers often seek their mirrors in books.”IX We hope you find some windows, sliding doors, and mirrors in this work. Embracing those possibilities will enhance your experience throughout this book and the application of these insights in every aspect of your life.
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Part 1: Identify Bias




Everybody’s biased. The truth is, we all harbor unconscious assumptions that can get in the way of our good intentions and keep us from building authentic relationships with people different from ourselves. By becoming more self-aware, we can control knee-jerk reactions, conquer fears of the unknown, and prevail over closed-mindedness. In the end, our central message is that you are not the problem—but you can be the solution.


—Dr. Tiffany Jana, author, CEO, and social entrepreneur
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The data around bias can be daunting—they’re macro numbers that feel beyond our control. But we must remember that those big numbers are the accumulation of many individual actions, and we can affect those.


While I can’t personally plant a billion trees to combat carbon emissions, I can recycle and ride my bike more often. Likewise, we can implement small behaviors to impact bias, specifically as it relates to enhancing our own possibilities and those of our team members, colleagues, and clients. The cumulative impact of all our changed behavior can make a huge difference.


A colleague of mine who works in film once told me that if a camera operator shifts the lens by just 5 degrees, it completely reframes the shot. Likewise, our exploration of bias is not focused on the monumental shifts. Instead, we will focus on the power of meaningful and possible small changes to fundamentally impact our results. Each part of our Bias Progress Model will begin with a frame/reframe statement to shift our mindset by a metaphorical 5 degrees.


Frame/Reframe






	Frame:


	Reframe:







	I am not biased. I view things objectively.


	Bias exists in everyone, including me. I actively think about how bias is at play in the choices I make.








The frame assumes we are each infallible. Even the smartest, most capable, most decisive of us have bias. It’s part of our internal programming. The reframe just acknowledges that reality and allows us to expand our behavior, reactions, and decisions to account for our biases and enhance our performance.


The Principle of Self-Awareness


Each component of our four-part framework is also associated with a principle. The principle of Identify Bias is self-awareness, that uniquely human capacity for introspection. The word “self-awareness” may be overused, but it involves more than just deciding you’re an introvert or an extrovert or taking a general personality assessment.


For the purposes of this book, we define “self-awareness” as the intellectual pursuit of introspection. Increased self-awareness can enable us to identify our biases. Building this muscle of self-awareness, in this context, means that we can pause between receiving information and responding to it emotionally. We can take a step away from those feelings to understand why we’re feeling that way and examine if the feelings are productive.


One of the reasons our minds work against self-awareness is because it’s hard to admit that we have areas where we could improve. But when we practice self-awareness, we are constantly becoming more knowledgeable about ourselves. When we build self-awareness, we stop acting automatically and start making better decisions.


So how do we shift from the frame to the reframe and tap into our ability to become self-aware in order to identify bias? The four chapters of Part 1 are a guide to doing just that. We begin by exploring our own identity. Then we attempt to understand the neuroscience involved. The next step is to recognize when we are in one of the three bias traps. Finally, we embrace mindfulness as a strategy for continuously honing that principle of self-awareness.










Chapter 1: Explore Identity




Identities come, first, with labels about why and to whom they should be applied. Second, your identity shapes your thoughts about how you should behave; and third, it affects the way other people treat you. Finally, all these dimensions of identity are contestable, always up for dispute: who’s in, what they’re like, how they should behave and be treated.I


—Kwame Anthony Appiah, professor of philosophy and law, New York University





The first step in identifying bias is to know ourselves and examine how personal identity influences and is influenced by bias.


Our identities are comprised of everything that’s been poured into us over our lifetimes. These shaping influences come from everywhere, a multitude of sources our brains aggregate to develop a particular sense of self for each of us, and in some ways, a decision matrix for how we interact with the rest of the world.


In FranklinCovey’s Identity Model, the sources that comprise our identities include:




	
Information. What we listen to, what we read, what we hear, what we watch—all of that information shapes our world views, perspectives, and biases. With the use of artificial intelligence and algorithms in social media—plus our brains’ inherent confirmation bias—we’re getting more and more information thrown at us that affirms our existing beliefs, rather than taking in a wide swath of information.
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Education. An attorney thinks about things differently than someone who went to school for criminal justice does. A scientist looks at everything through the lens of the scientific method; an MBA is trained to solve strategic problems. Our level of education (be it a high school diploma, a trade degree, a bachelor’s degree up through a doctorate or other certification), our field of study and the specific educational institutions we attended contribute to our sense of self—and our preferences and biases.


	
Context. Identity can change as our situation changes: where we live, our religious practice, our situational contexts at work—for example, moving to a new organization or team. My identity today as a professional and a parent is certainly different from my view of myself when I was a college sophomore. Veterans and others who serve in uniform often experience this sharp change in context. The uniform can form a core part of their identities, an indication of the service they’re performing for their nation and their role as warriors. Moving into civilian contexts can challenge that identity, for example.


	
Culture. This could be race, religion, ethnicity, or geography. Those cultural elements can have significant bearing, whether you’re from a state with a big, bold personality like Texas or from a relatively small ethnic group like the Hmong Americans.


	
Innate Traits. Some of us are risk-takers; some of us are cautious. Some of us are nurturers; some of us aren’t. As an introvert, I usually order room service and go to bed after a long day of interacting and consulting with clients, and that, as a result, impacts my experiences of travel for work. We have innate preferences that also can contribute to bias and to the way we see circumstances and situations.


	
Our Experiences. How many stories have you started with “Remember the time when…”? Our experiences stay with us, leaving a lasting impression. The experience of relocating across the country or traveling to a new one, of completing an ultramarathon, or of working for an incredibly inspirational leader—these varied experiences influence how we see future experiences and the choices we make.





These are components of your identity. And you’ll notice that in FranklinCovey’s Identity Model, these arrows go two ways. These elements influence our identity, and our identity influences them back, both creating biases.


Information is a perfect example of this dynamic. My parents grew up under a fascist dictator in the Dominican Republic. My father looked at Cuba as a model, because they overthrew their fascist dictator, Fulgencio Batista, in the 1950s. Since then, his politics have influenced my own. That part of my identity fuels the information and media I seek. In turn, that media consumption reinforces, confirms, and influences my identity, and shapes my preferences and biases. Of course, recognizing this narrow lens means I need to proactively broaden it by seeking out media across the political spectrum and making sure my network includes people who disagree with me politically. Admittedly, this is easier said than done, but it’s also self-awareness—recognizing my identity-based bias and proactively counterbalancing it.


The Identity Model is a two-way street, and it is dynamic, constantly being influenced by new components of the model. The sort of information I consumed when I worked in the nonprofit sector early in my career was focused on fundraising and grant strategies. Today most of what I consume professionally is focused on learning and development, diversity, and inclusion. My preferences and biases have shifted accordingly.


The Whole-Person Paradigm


When we hear the word “Haiti,” we often think of a common context: widespread poverty, exacerbated by the catastrophic earthquake in 2010. But Chimamanda Ngozi Adichie, author and winner of a MacArthur Genius Grant, points out in her TED talk that there’s danger in telling a single story. We nearly always define Haiti as the poorest country in the Western Hemisphere; we rarely define it as the first Black independent nation in the Western Hemisphere.II And that story, that limiting narrative, is damaging over time.


When we consider identity, we might feel more vulnerable about some components than others, prouder of some than others. Sometimes those components are clear at first glance, but sometimes they are not.




ANNE


None of us are one-dimensional. You would no doubt look at me and think, “She’s a woman and she’s Asian.” You might notice my stature or my clothes. If you worked with me, you would probably also say, “She’s passionate about customers, she’s a business leader, and she deeply cares about her people and her relationships.”


I am also a mom, a wife, a former pianist, a proud Gen Xer, and I live at the intersection of all the unique experiences I’ve had throughout my life. This multifaceted nature of my identity applies to all of us. Some of these components of my identity have associated stereotypes. It’s important not to fall into those stereotypes about myself and to consider what stereotypes I have about others. They are limiting and can often be harmful, and most certainly, they distract us from truly valuing the diverse skills, experiences, and potential of others.


Have you ever heard these assertions?




	Girls aren’t good at math.


	Men are so insensitive.


	Most Asians/Blacks don’t communicate well.


	He/She/They aren’t as sharp as they used to be when they were younger.


	Short people can’t play volleyball/basketball/command a stage.





Underlying each of these comments is a stereotype. And for sure, they are hurtful to the individuals and communities they reference. In a work environment, they are also harmful to the performance of both individuals and teams, as they can presuppose a dynamic that is suboptimal, hence negatively impacting the most fulsome contribution and performance. One of my favorite quotes on this topic is from Martina Navratilova, considered one of the best female tennis players of all time. She once said, “Labels are for filing. Labels are for clothing. Labels are not for people.”





We are all so much more than a single story, but in day-to-day interaction, we can be limited to a single component of our identity, one that ignores the complexity we each bring to the table as whole people. Someone can at the same time be an attentive parent and a high-performing employee traveling the globe. Someone can be a soft-spoken person and a visionary and impactful leader. Someone can appear perfectly composed and be struggling with a significant emotional disability such as anxiety or depression.


A common image used to describe this complexity is the iceberg. On average, about 10 percent of an iceberg is above the surface; 90 percent is below the surface, invisible to us. Identity is similar. When two people meet or when we encounter a group of people together, we can see only a small part of their identities—often age, race, gender, culture, physical appearance, and potentially physical ability or religious affiliation, among others.
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Much of what we can’t see is incredibly substantive and formative of our identity: education, some religions, skills, family status, less visible facets of personality, experience, wealth. As we recall the statistics in the Introduction, many of the limiting biases come from the 10 percent of visible identity—age, race, gender, culture, physical ability. There is often a disconnect between what people perceive about us and how we define ourselves. Have you experienced this?


Each of us is a whole person with complex identities, engaging with other whole people with similarly layered identities. The danger of a single story is not just the ways we limit our own possibilities, but also how we might apply that single lens to others.


To identify bias, we must dig deeper into identifiers both above and below the waterline and do the heavy work of introspection. Then we can understand how those identifiers affect our experience with bias.





MARK


I spend a lot of my time facilitating our Unconscious Bias work sessions with clients. As often is the case, I was working with a client, and the human resources director was in attendance. She shared that being in HR can be very isolating in an organization. When she walks into a room, people often change their conversation, lower their volume, or even stop talking altogether. She’s often identified with her role first, even to the exclusion of her name—people will say, “Here comes HR,” or “Be careful—HR’s in the room!”


Have you caught yourself doing something similar? It can seem quite natural to default to stereotypes about job functions. Several years ago, I was asked to speak to a group of a hundred accountants in Oklahoma. Sounds exciting, right? If you answered no, you likely have some of the biases I had walking into that room. For me, several biases kicked in about accountants (and Oklahoma). In all honesty, I was dreading the day. I was expecting to have to pull teeth with a deadpan group, and to leave exhausted and disheartened by my efforts.


I couldn’t have been more wrong. An energetic group, they were highly engaged and eager to participate, and the day flew by. Since then, I’ve become much more deliberate about checking the assumptions I bring into a work session.
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