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psychology, UNC Charlotte; past president, siop; bestselling author, The
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DES DEARLOVE, cofounder, Thinkerss0

“Implementing Gena Cox’s well-researched practices and
internalizing the deeply personal perspectives in Leading Inclusion will
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DR. TIFFANY JANA, CEO and founder, TMI Portfolio; award-winning

coauthor, Subtle Acts of Exclusion
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“Painstakingly researched yet practical, and nuanced yet digestible,
Leading Inclusion is a must-read for every leader eager to build a
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GORICK NG, Wall Street Journal-bestselling author, The Unspoken Rules

“Gena Cox’s timely call to action is a clear road map for any leader to
enhance the inclusion experience of their organization.”
DR. GRACE LORDAN, associate professor, behavioral science, and founding

director, The Inclusion Initiative, London School of Economics; author,
Think Big

“Gena Cox argues that DEI outcomes will change only when top-level
leaders take action, and her powerful stories and insights show
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Institute for New Leaders, Rice University

“A no-nonsense approach for conversations, learnings, and policy
development to improve inclusion.”
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“A clear, doable playbook for top leaders to live up to their
organization’s promises on DEI. Gena Cox sets out smart and
commonsense steps every leader should take.”

KEN BANTA, founder and principal, The Vanguard Network

“A timeless arsenal of approaches that clarifies why we’re not
progressing as we should on inclusion and offers guidance for
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author, To Be Honest

“This must-read book confirms that the inclusion journey does not
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RHONDA S. BRANDON, MSOD, CHRO and svP, Duke Health
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leaders can build an inclusive organization by using sound leadership
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University of South Florida; author, Job Satisfaction
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DR. LEON C. PRIETO, professor, management, Clayton State University;
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“Leading Inclusion will help you shift from inclusion intention to
action. Gena Cox shares her lived experience as a Black woman
executive navigating vastly differing corporate cultures. Highly
recommended.”

ELLEN TAAFFE, clinical professor, management and organizations, Kellogg

School of Management; board director; former Fortune 50 executive

“Leading Inclusion is a must-read for all leaders who want to build a
supportive, sustainable, and authentically inclusive organizational
culture.”

TRICIA MONTALVO TIMM, board director; DEI leader; author, Embrace the

Power of You

“People of color are begging for the world of work to be reimagined.
Leading Inclusion is our bold blueprint.”
RHA GODDESS, founder and CEO, Move the Crowd; cofounder,

nFormation; author, The Calling

“Leading Inclusion provides the outline for leaders who seek to win the
war on talent through transformative and meaningful action.”

AMII BARNARD-BAHN, JD, C-suite consultant; speaker; author, The Pi
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“With plain talk, real-life examples, and thought-provoking questions,
Leading Inclusion is a book of wisdom about how to be an
extraordinary leader.”

YOUNG MI PARK, board treasurer and secretary, American Marketing
Association New York; lecturer, Rutgers Business School and Columbia

University



“Global leaders need to lead with inclusion to compete for the best
talent. Gena Cox’s book delivers science, stories, and lessons that
allow you to move from a tick-the-box ‘how to’ to a mindset-driven
‘how to be’ for sustainable leadership.”

DIANA WU DAVID, work futurist; author, Future Proof

“Leading Inclusion isn’t just a book about diversity, equity, and
inclusion; it’s a book about effective and inclusive leadership.”

CHARLENE A. WHEELESS, speaker; executive coach; author, You Are

Enough!

“Leading Inclusion is a must-read for business leaders who want to do
more than ‘check the DEI box.””
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10 my daughter, Marin.
You power my dream that women like us can thrive in a future, better

workplace.



Contents

Introduction

PART ONE SKIN IN THE GAME

1 _CEOs Can Change America, One Employee at a

Time

Essential Definitions

PARTTWO MINDSET: RETHINK WHAT YOU BELIEVE

3 _The Diversity and Inclusion Imperative

4 _Understand Your Beliefs about REDI

5 _The Truth about Working_ in Your Organization

PART THREE BOLDNESS: MAKE INCLUSION SCALABLE

CEO and Board Using the Same Playbook

o~

7 _The C-Suite Inclusion Infusion

A CDO with Resources and Political Clout

Ico

9 _Meeting.in the Middle

PART FOUR ACTION: IT WON'T BE EASY, BUT IT CAN BE DONE

10 _HR and the Science of Inclusive Leadership



11 Seeing All Women Clearly

12 _How to Build a Workplace Culture

Conclusion: Making_Corporate America Better

Acknowledgments

Notes

Further Reading

Index



Introduction

We hold these truths to be self-evident, that all men are created equal.

US DECLARATION OF INDEPENDENCE

IRE MORE people of color. Check! Provide implicit bias training

for all employees in the company. Check! Hire a Chief

Diversity Officer. Check! I’'ve done all the things my advisors
recommended, yet our employee survey results are tanking, and we
are losing many of our ‘diversity’ hires almost as quickly as we can
hire them. I don’t have more time to allocate to this diversity, equity,
and inclusion work, but my board wants better results. Help!”

Carol, the energetic, innovative, and socially aware technology
leader who said this to me, is a product innovation and growth
strategy wunderkind. Her leadership superpowers have pushed her
company onto many “fastest-growing” lists; she is a leader to admire.
And yet, she feels insecure about meeting stakeholders’ diversity,
equity, and inclusion (DE&I) expectations. Despite her best
intentions, her DE&I efforts are criticized and underappreciated, and
her organization has very little progress to show for their year of
action in this area. Carol is unsure what to do next.

I regularly hear similar frustrations from other well-intentioned
corporate leaders who don’t understand why their DE&I efforts are

missing the mark. Yet, when I analyze the details, I often find that



they did not diagnose their company’s unique DE&I challenges before
implementing the flavor-of-the-month DE&I solution. Or, they have
superimposed DE&I recruiting and training solutions upon an
unhealthy organizational culture in which manager and leader
behavior is not inclusive. A small circle of employees may still be
getting the prized promotions, and the board and C-suite may still
lack diversity. Sometimes, executives’ actions don’t land because they
lack an overall strategy for building an inclusive organization. And I
regularly see executives approach this work from a safe distance,
having lobbed the ball to the “DE&I experts,” apparently hoping not to
get their hands dirty if things don’t work out as planned. No wonder
employees of color are miserable and no real DE&I progress occurs!

The most accurate way to gauge DE&I progress is to understand
the reactions of the stakeholders who matter the most: employees.
Not just employees of color—all employees. If employees can’t see
and feel meaningful DE&I outcomes, they will not believe their leaders
are building an inclusive organization. They will leave, and it will be
hard to attract other employees of color. Effective inclusion leadership
needs to start at the top of the organization. All employees will
benefit: employees of color, women, men, LGBTQ+, the neuro- and
physio-diverse, immigrants, those who struggle to speak English...
everyone.

On Monday, May 25, 2020, a police officer in Minneapolis,
Minnesota, knelt on George Floyd’s neck for nine minutes and
twenty-nine seconds, killing him. Television stations and internet
channels continuously streamed videos of this ultimate act of
inhumanity. Just two months earlier, police officers had fired shots

into Breonna Taylor’s apartment, killing her.



I watched corporate executives and board directors paying
attention to these unjust events, but their responses often betrayed
their unfamiliarity and discomfort with the work. Employees (of all
races), customers, and investors were asking CEOs, “Do any of the
concerns revealed in the public social justice conversations occur in
your organization?” and “What are you doing to be part of the
solution?” Executives could no longer avoid the issue. The calls for
justice were inside the corporate walls, and stakeholders would not
allow leaders to push these concerns back out.

I decided to use my unique training and experience as a PhD
organizational psychologist, executive coach, Black woman, mother,
and immigrant to help business leaders address this persistent
inclusion challenge in America’s workplaces.

This book is the result of that decision. I wrote it to show leaders
like you how to lead an inclusive organization, by setting a vision for
diversity and inclusion and cascading it into the organization. The
goal is to lead in a way that employees can see and feel the difference
in their day-to-day work experiences. In this book I focus on the
inclusion experiences of people of color, primarily Black people, in US
workplaces. Nevertheless, the insights can enhance the work
environment for any employee, regardless of their natural human
variation.

Race and ethnicity classifications vary significantly across the
globe, as do the histories and social forces influencing the human
experience. However, race-based mistreatment is the most commonly
reported form of workplace discrimination in the Us, and racial

equality is still elusive in broader society. Employees of color,

particularly Black employees, continue to face occupational



segregation that pushes them to the bottom of the workplace
hierarchy.

Although racial diversity is increasing in the Us, segregation,

especially in big cities, was worse in 2019 than in 1990, and most
Americans _still live segregated lives. Our neighborhoods and
churches are often more segregated than our workplaces. Moreover,
racial and socioeconomic segregation seem to have hardened to the
point that Americans have little contact with and do not understand
one another across race and “class.” As a result, we are more likely to
interact with people of a different race at work than in most other
social situations.

Let’s take advantage of this relative “togetherness” that exists in
the workplace. In the past, when racial justice issues have reached the
headlines, some business leaders have done nothing or as little as
possible. After decades of “as-little-as-possible” action, hiring rates
have improved little for people of color, and fewer than expected
people of color hold executive leadership roles in corporate America
today.

This time can be different.

We likely have some things in common, since you are reading this
book. We are looking for solutions to the racially based discomfort,
discontent, and disappointment that pervades many employees’
experiences. What if workplaces could become havens of inclusion
where employees work well together, despite their human variations?
And what if those same employees spread that goodwill into the
broader society? Maybe inclusion at work could translate into

inclusion in schools, playgrounds, churches, and communities.



Perhaps we could change America, one employee at a time. But where
would we begin?

Until May 2020, I had been satisfied using my organizational
psychology expertise to advise global corporate executives on building
engaging work cultures. My clients wanted to drive innovation and
productivity to meet the demands of a changing world, and they
demanded “data-based” recommendations. However, I knew that if
we could toss aside the analyses for a minute and engage in straight
talk, leaders’ actions might be more impactful. The real deal is that
most of the employee engagement and employee experience
problems organizations faced came down to one thing: weak manager
capability and poor manager behavior. And often, employees of color
were less engaged than other employees because their managers
treated them differently than others they led.

So, in response to the angst I was experiencing after George
Floyd’s and Breonna Taylor’s deaths, I pivoted to guiding leaders to
strategic solutions to persistent race-based disparities in corporate
employee experiences. For the first time, I believed leaders and other
stakeholders were ready to engage in this conversation—and I was
ready to give them some compelling insights to ponder. I started by
pulling in insights from psychological science, other corporate
leaders, DE&I researchers and practitioners, and my own experience
in corporate America. Race-based disparities in organizations can only
be solved if executive leadership drives the action, so I designed a
strategic framework to help leaders act.

You are a well-intentioned corporate leader navigating a new

landscape that requires a more in-depth understanding of DE&I issues.

This book, a map for that journey, helps you reframe your thoughts so



you can lead the other leaders in your organization (including a Chief
Diversity Officer or Chief Human Resources Officer, if you have one).
You will learn which key questions you should ask, the constituents
you must address, and the actions you must take to be successful in
your quest to build an inclusive organization.

The guidance in this book is organized into four sections.

Part One, Skin in the Game, explores the historical facts that created
and reinforced many of the race-based social disparities we see in
corporate life today.

Parts Two, Three, and Four lay out my three-step Inclusion MBA

framework for leader-driven corporate inclusion: Mindset, Boldness,
and Action.

Part Two, the Mindset section, frames the experience of a top leader
regarding diversity and inclusion issues within the realities of
organizational life. First, you need to explore what you believe about
these issues. Your beliefs influence your decisions and actions, and
sometimes that influence 1is outside your consciousness.
Nevertheless, those around you—other leaders and employees at
every level—will notice those actions. It is best that you, your
executive team, and your board explore your beliefs before developing

or implementing an inclusion strategy.

Part Three, the Boldness section, will help you get an accurate picture
of the current experience of all your employees and the confidence to
make sometimes unpopular decisions to address race-based
disparities. This section reminds you to set clear expectations in your
communications to the stakeholders you want to bring along on your



inclusion journey, including direct reports, organization leaders and

managers, employees, and board directors. They must all be on board.

Part Four, the Action section, provides science- and experience-based
insights to help you identify actions that might work for your
organization. By the end of Part Four, you should know what you will

do next, depending on where you are in your journey.

I offer the guidance in this book from the perspective of my twenty-
five-plus years’ experience advising corporate executives as an
organizational psychologist and executive coach. I also use the frame
of my personal experience as a Black woman in corporate America. As
with most Black Americans, my professional identity has never
superseded my racial identity. While I sometimes get extra points for
being an organizational psychologist, I simultaneously deal with
almost-daily race-based slights. I have lived many of the challenges
discussed in this book. I know what it feels like to be gaslighted (when
a leader, to assert their power and keep you hooked and hopeful,
denies their actions that you have seen or experienced). I know what
it feels like to be bread-crumbed (when a leader gives you small bits of
communication and encouragement that never lead to the desired
excluded in many of the ways authors Drs. Tiffany Jana and Michael
Baran describe in their book Subtle Acts of Exclusion (SAE): through
nuanced words and actions driven by conscious and unconscious bias.
The SAEs I have experienced include conveniently “missed”
invitations to networking and other career-building opportunities,
being overlooked for promotions despite my ample qualifications, and
having colleagues ignore my verbalized ideas as if I were invisible.



Some of the other peculiar exclusions and avoidances you will read
about in this book might surprise you. But, since I have dealt with and
helped others deal with these experiences, I know they are
commonplace in corporate life.

Although they have been discussed more frequently since May
2020, I realize that these experiences are neither universally
experienced nor universally understood. And I recognize that you
may not fully “get” the Black woman’s experience nor understand
why this perspective offers valuable insights for your leadership
inclusion journey. However, I hope the stories, science, and
experiences shared in this book will show you that Black employees’
experiences are a uniquely informative microcosm of the overall
employee experience. When Black employees have positive
experiences at work, all other employees are also likely doing well too,
because our experiences tend to be the least positive. Our
experiences may reveal the hidden, bottom-of-the-barrel realities of
the day-to-day employee experience in your organization, for all races.
And of course, those revelations will point to the improvements you
can lead.

In 1892, Black feminist scholar Anna Julia Cooper wrote that Black
women suffer from “both a woman question and a race problem.”
Almost exactly one hundred years later, in 1989, Dr. Kimberlé
Crenshaw, a Black woman, lawyer, and scholar, coined the term
“intersectionality” to illuminate the complex social factors (including
identity) that determine power and powerlessness. Unfortunately, the
intersectional experience of Black women in American workplaces is
uniquely fraught. On one hand, Black women can be hyper-visible,

leading to us being_stereotyped as “threatening.” Yet on the other, as



Lean In’s research shows, we can also be invisible, leading to us
receiving less career development support in corporate America than
women of any other race or ethnic group. That double bind gets some
attention in this book.

Over the years, I have read every piece of research regarding the
experience of Black people in the workplace I could find. I learned
that my own experiences of exclusion are not unique. If anything, I
have been fortunate. My education, accent, and practiced poker face
garnered me more grace and privilege than many others who look like
me.

It would be easy for me to write a book from solely my Black
woman’s or industrial-organizational (I/O) psychologist’s perspective.
However, I also include the view of those on the other side of the
corporate concrete ceiling: corporate executives. Between December
2020 and September 2021, I interviewed fourteen executive leaders
(present and former Chief Executive Officers (CEOs) and Chief
Human Resource Officers, and board directors). I asked them to share
their goals, hopes, fears, questions, and advice about respect, equity,
diversity, and inclusion (REDI)—the term I use instead of “diversity,
equity, and inclusion” (DE&I). I will explain REDI in the coming pages.
These leaders shared openly and were brutally honest. Some of them
asked that these conversations be off the record, explaining that
although they want to lead the REDI effort in their organizations, they
had not yet done enough. Many said they were in the “listening and
learning” phase and were not role models for other leaders. Some said
they were afraid to talk openly about race in the workplace. Some
leaders asked that their comments be incorporated into the book

without attribution, because “race” is still a taboo topic in their



worlds. These leaders voiced questions and concerns that 1 could
address in the book, and I have provided answers from my research
and experience and the research and experience of other psychology
scholars, REDI practitioners, and executive coaches. My extensive
research about leading inclusion effectively is the basis for my
conclusions and recommendations in this book. Rather than provide
traditional in-text note callouts, I’ve provided detailed Notes
(hyperlinked with lead-in text to the Notes section) and Further
Reading sections (by chapter) for those who want to use this book as
an education or research tool.

I want you to feel empowered to act not just to improve diversity
but also to enhance feelings of inclusion for all who work in the
companies you lead. This book is your partner as you work to make
America better, one employee at a time.
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PART ONE
SKIN IN THE GAME

The Skin in the Game Precondition

My respect, equity, diversity, and inclusion journey starts with my
willingness to listen.



CEOs Can Change America,
One Employee at a Time

Those who tell you “Do not put too much politics in your art” are not
being honest. If you look very carefully you will see that they are the same
people who are quite happy with the situation as it is... What they are
saying is don’t upset the system.

CHINUA ACHEBE, Conversations with James Baldwin

SUSPECT YOU think your biggest diversity and inclusion challenge

is hiring more people (of color or other human variation). But if

you are struggling to establish a truly diverse and inclusive
workplace, the key is actually defining behavior expectations for all
leaders and employees in your organization.

On June 19, 1865, Union soldiers informed the last enslaved
Africans in the US of their emancipation. Black Americans celebrate

Juneteenth, on June 19, each year to commemorate this highly

significant historical event. So, I stopped in my tracks when, in June



2020, I heard several CEOs say, “I didn’t know anything about
Juneteenth! I don’t know what to say or do about Juneteenth! Should I
celebrate it in my company or not? How should I celebrate it? Should I
give employees the day off?” And so on.

That was my aha moment: CEOs and employees did not know how
to respond, at work, when race-related issues surfaced.

But why not?

I agree with Satya Nadella, the CEO of Microsoft, that being a
“learn-it-all” is better than being a “know-it-all.” Still, in my more
than twenty years of advising executive leaders, I have seldom heard
an executive say they did not “know.” This time was different. A
pandemic was raging, social injustices were fomenting, and the mood
in the country was darkening.

The uncertainty I was hearing in leaders’ voices was a good sign; a
sign of self-awareness and necessary vulnerability. For the first time,
leaders were publicly acknowledging their unfamiliarity with the
experiences of people of color in the US, and in their organizations.
They realized that the same old rules of avoidance and silence would

be insufficient for this new day.

Not Knowing about the Black Experience

According to the Us Census, the overall Us population is about 76
percent White and 13 percent Black. However, data from the Us
Bureau of Labor Statistics indicate that about 86 percent of chief
executives in the US labor force are White and only_about 6 percent
are Black. It is, therefore, not surprising that a CEO might not know
about Juneteenth. He (71 percent of US_chief executives are men)

would likely only know about Juneteenth if, while growing up, he



regularly interacted with Black people. Or if he attended a school
where the teachers were Black. Or if he was lucky enough to have
been specifically taught “African American” history in school
(unlikely, since even now, many US school boards exclude books from
their curricula that cover this subject). And although Black History
Month celebrations are commonplace, they tend to highlight the
same well-known Black leaders each year, glossing over the ugly
underbelly of slavery’s impact that is more visible in the stories and
lives of “ordinary” Black Americans. Black History Month is itself a
sign of the problem. As actor Morgan Freeman noted, “I don’t want a
Black History Month. Black history is American history.”

[ didn’t grow up in the US, but I “officially” became a “Black
American” about a year after moving here. It happened the day
someone called me the N-word; you never forget your first time! After
that, I began to read voraciously about the Black experience in
America because it would now be my experience. That study is how I
learned about Juneteenth. However, it was not until 2020, forty years
later, that I understood why this uniquely evocative commemoration
of American history is not well known outside the Black American
community.

Since I was now a Black American too, I needed to catch up on all
the things I would now experience for which I had no precedent; I
needed to know how to “be.” I needed to understand why I should
not walk alone at night in certain places, and the significance of the
unfamiliarly negative reactions I experienced when I walked into a
room. I needed to understand why my graduate school internship
coordinator referred me to a clerical assistantship at a national burger

chain rather than a research assistant role at the Naval Air Warfare



Center Training Systems Division, as she did for my classmates.
Indeed, I didn’t want to study war, but surely she knew I could do
better than the clerical job!

On my former island home, Barbados, people encouraged and
celebrated me and told me regularly that I would excel. But, when I
came to the Us, it seemed as if a veil of low expectations dropped in
front of me. Suddenly, I was being disregarded instead of encouraged.
I was the same Gena, but the people around me only saw and
responded to an avatar of “Black Woman.” If society’s mirror
consistently reflected a distorted, fun-house version of me, was I still
“Gena”?

These experiences engendered complex feelings, and I quickly
became adept at handling them. And by “handling,” I mean
internalizing. I seldom spoke about the experiences or the emotions.
Looking back, I should have found a more effective way of dealing
with the racial trauma I was experiencing. But all paths to better
seemed paved with high risk! I felt powerless to hold accountable
those who perpetuated the racism. And while the powerful might have
been able to help, they seemed uninterested in even talking about
these issues, never mind taking action to solve them. So, I never
spoke of my troubles at work, and leaders never noticed the problem.

I am not the only one. That pattern of ineffective avoidance and
silence is one of the reasons why racism persists in the workplace.
Racial discrimination and the resulting trauma are like a national
medical mystery; the pain is real but the source is often not known or
acknowledged. And yet, whether you experience it or not, racism
exists in America, and the trauma it inflicts is omnipresent and very

real for those on the receiving end. Healing from racism requires



action and support, including from those who have not experienced it

and don’t understand it. Healing from racism requires people of color

to change how we show up at work, but it also requires action from

those who have the power to change workplaces. Healing from racism
is difficult but necessary for all of us to be psychologically healthy!
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REDI is a “respect-first” model
because it leaders dont first
ensure that underrepresented
employees feel respected, none

of the other outcomes will matter,

nor will they be sustainable.



Social Segregation, Street by Street

I live in a lovely little town in Tampa Bay, Florida. I noticed many
years ago that part of the town is somewhat cut off from the rest. That
section has smaller homes, and some of the streets lack sidewalks. A
seemingly required railroad track runs through the town, dividing one
area of that smaller-house neighborhood from other larger-house
sections. The topography is low and prone to settling water. One
portion of the community is a large cul-de-sac for which there is only
a single point of entry and egress. And then, there is a unique touch,
which even most locals might overlook: many of the streets in the
smaller-house neighborhood are named after trees (for example, Elm
and Maple). Those tree-named streets are in the “Black”
neighborhood. The street names inexplicably change when you cross
the large road separating this smaller-house neighborhood from the
larger houses.

Locals created that naming convention (also seen in many other
Southern US towns) as a convenient line of demarcation between
White streets and Black streets, so White people could avoid the
“Black” neighborhood by _avoiding_the tree-named roads. It’s an
elegant solution to a hateful, inelegant problem!

Social segregation is such a well-oiled and pervasive tool that we
don’t notice it unless it negatively affects us. Many Americans have no
friends of another race and, therefore, may not realize how much the
quality and experiences of day-to-day life in America vary by race and
ethnicity. But the fact is that many people of color experience racial
harassment every day, often starting as early as grade school.

Segregation powers misunderstanding, underestimation, and



subordination of “others.” Black Americans are among the “others,”
and this social segregation is a primary reason a CEO might not know
about Juneteenth or the Black experience writ large.

If you don’t have that connection, you might not know what Black
employees experience every day in the company you lead. You might
be unaware of the trauma and pain your Black employees carry. Or
that some of that trauma is being exacted and exacerbated by
managers within your company. Finally, you might not know that
Black employees need your help to function with ease rather than dread
in your organization.

Thinking more clearly about this issue blew my mind, but it also
revealed how I could best contribute to the “struggle.” I could take a
cynical approach and say, “How come you don’t know these things,
Mr. cE0?” Or, I could use my knowledge and experience to share a
more nuanced understanding of the Black American experience and
how it affects our daily lives at work. I chose the second path. I want
to inform your understanding of this unique leadership challenge and
build your confidence about infusing inclusion into your business

strategies, organizational culture, and leader behavior.

Caged Bird
My company gave employees a day off on June 19, 2020, and asked

that we use the time to learn about the Black experience. The
following week my colleagues recited their “epiphanies” much like
one would describe a compelling piece of museum art. While my
colleagues described their learning as “history,” to me, these “ahas”
sounded like the naive retelling of my own contemporary experience.

I reached my limit when one young man related vivid details about a



movie that depicted grotesque deaths on trees. I didn’t need to know
any more about lynching! The racial divide felt like a chasm that day.

At the time this scenario played out, I was a seasoned professional
and a culture “expert” at the company. I had a PhD in organizational
psychology and decades of experience that powered what our clients
wanted to buy. However, [ felt totally disconnected from my
colleagues. Their “storytelling” made me feel they had just
“discovered” Black people for the first time. But I, the Black person,
felt like a caged bird in a system that was clearly not built with my
emotional needs in mind. Plus, I had been there all along, hidden in
plain sight!

The following Sunday, June 28, 2020, I felt fidgety. Twelve-year-
old Keedron Bryant was singing a song of lamentation on the 2020
BET Awards show, “I Just Wanna Live.” I wasn’t looking forward to
going to work the next day, and the video accompanying this young
man’s wailing just added to my pathos. I cried, for about twenty
minutes. In that moment I realized I had to stop faking it.

So, I “came out as Black.”

I acknowledged that for the decades I had been advising corporate
leaders, very few of my clients understood how difficult it had been
for me on days when I showed up with the painted-on smile. I had
done such an effective job of pushing down my feelings of exclusion at
work that I had become a numb hypocrite. I advised executives how
to build engaging and satisfying work cultures, while simultaneously
feeling invisible, undervalued, excluded, and dissatisfied in my own
jobs!



Feeling Unprepared to Deal With Racial Justice
Issues

As a business leader, you are accustomed to setting a vision, defining
a strategy, and releasing the full power of employees’ efforts to
execute that shared vision. You do that every day, with your product
or service offering strategy, with your marketing and sales strategies.
But you don’t usually get deeply involved with REDI issues. Instead,
you typically hand off these issues to your Chief Human Resources
Officer (CHRO) or Chief Diversity Officer (CDO), getting involved only
to provide funding or political approval of their initiatives. But
unfortunately, that approach will not work in this “Future-Now” work
world.

Much of the REDI work done in organizations for the past fifty-
plus years, since the Us Equal Employment Opportunity Commission
(EEOC) was created, has had only minimal impact relative to money,
and time invested. This work is typically handled like a “check the

9

box” obligation, focusing more on administrative procedures than
enhancing employee experiences. Professionals responsible for
managing REDI programs often have minimal clout and few resources.
This reminds me of the Dutch boy who stuck his finger into a hole in
a dyke to stop the water from entering his town. The villagers treated
him like a hero the next day, but he almost froze overnight, waiting
for someone to come up with a permanent solution to the leaky dyke.
In that story, villagers eventually devised a solution, but REDI
professionals seem to be perpetually stuck trying to plug the hole!
They get little support for sustainable solutions and their

contributions are not highly valued.



You may have underestimated the scope of the race-based
disparities that play out in larger society and in your organization, too.
These disparities result from a long history of slavery and a general
intolerance for differences in the Us. But, if you have never heard
these facts discussed openly or if they have not been part of your
education, you might be oblivious to the scale of the problem.

You might even believe your organization is already doing all it can
or should to address REDI issues. Your CHRO and CDO have likely
implemented actions meant to minimize disparities based on race,
ethnicity, gender, LGBTQ+ status, disability, age, and other protected
human variations. But, unfortunately, those actions likely have not
had the desired impact, at least not from the perspective of those
whose opinions matter most: employees!

Research shows that White job applicants receive 36 percent more
callbacks than Black applicants and that hiring rates for Black
Americans did not improve in the twenty-five years between 1990 and
2015. People of color, especially Black women, continue to be
underrepresented in leadership roles and persistently report less
positive day-to-day experiences at work than their colleagues of other
races and ethnicities. Although highly represented in technology jobs,
Asian Americans are the least likely to be promoted to leadership
roles in those jobs.

Your stakeholders are popping up with questions about these
issues because they want your company to be a place where all
employees can thrive, and they want to be on the right side of history
when the dust settles. As a leader, you must be informed about these
issues—especially when they could be happening in your

organization. And if you delegate the solutions, you must maintain



oversight; you need to lead the conversation to ensure your
organizational culture supports inclusion. So, let’s take that journey

together!

What to Do When Something Bad Happens

When leaders ask me what to say or do about calls for social justice, I

know exactly how to direct them. “Race” has long been on some
imaginary list of “The Top Five Things We Should Never Talk About
at Work” (along with sex, money, politics, and religion)! I made up
that list, but research shows that talk of race is taboo, especially for
minimize their negative experiences at work simply by keeping silent,
and although there are legal protections against workplace
discrimination, most people do not use them—the risk is perceived to
be too great. Mr. Floyd’s death provided incontrovertible evidence
our society had reached a new low point that required major change.
Government leaders, business leaders, and Black people cannot deny
it. That is how I frame my guidance to leaders; this is a new day.

In this new day, you can do things that will help with healing and
forward movement.

You can start with my REDI 10/4 model, which suggests ten
actions you can take to make a positive difference and four you should
avoid. These are short-term tactics; ultimately, you need to build
scalable solutions that will stand the test of time. We’ll discuss more

about the “how” in upcoming chapters.

REDI 10/4 Effective Actions

When a social justice and diversity and inclusion issue occurs, do this:




1. Get out front. You may think of it as an “HR issue” to delegate to
your CHRO. Resist that temptation, especially if you have not
previously discussed race matters in your organization. As a CEO,
C-suite executive, or board director, you must take the lead.
Employees are waiting for you to soothe their anxieties and
support them. They are also waiting for you to “own” the

conversation. If you do anything less, you will lose credibility.

2. Communicate with employees first. Before you communicate with
the press or other public media about the issue, communicate

with your team.

3. Communicate as soon as possible. Employees may interpret a delay

as a lack of concern, or worse, a lack of leadership courage.

4. Acknowledge your feelings. Share that you too have feelings about
the situation and that your feelings likely mirror theirs. Their

feelings are not alien. Empathize.

5. Communicate with all employees. All employees, regardless of their
human variation, are likely to be aware of the issue. Individual
opinions and levels of empathy may vary, but you should let a//
employees know that you recognize the significance of the
moment. Don’t address your communications just to the victim’s

identity group.

6. Provide quick, sensible support. Do not wait to provide support,
which could include mental health or financial support, and so on.

But talk to your employees to decide on the fine-grained actions
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that may be necessary. Let your employees tell you what they

need.

. Give employees a forum. Provide mechanisms for employees to

express their feelings and to tell you and their managers what they
need. Focus groups, town halls, and other group forums work well
for this purpose. Make it easy for employees to individually

connect with you, their manager, and human resources leaders.

. Develop a “crawl-walk-run” communication/connection strategy. So

that employees don’t feel cornered and have time to think about
what they want to say, use a gradual yet consistent approach,
especially if this is the first time employees have been given

“permission” to talk about race at work.

. Listen and analyze. You may be champing at the bit and your first

instinct might be to implement implicit bias training, to educate
about diversity, and to make enterprise-wide proclamations. Avoid
this approach. After your initial communications and support, look
at data that can inform your subsequent actions. That data will
come primarily from the listening sessions, focus groups, surveys,
and your human resources information system. Your employees
will respond more positively if your actions are driven by data and
insights that align with their experiences. And you will be more

confident and less reluctant to make the necessary bold moves.

Use employee surveys to get fine-grained data. Employee opinion
surveys allow employees to express their opinions anonymously.

The other significant advantage is that they allow you to slice the



data in meaningful ways for your organization (for example, by

business unit or division).

REDI 10/4 No-Nos

When employees are coping with social justice and diversity and

inclusion issues:

1. Do not talk only to the employees of the group directly affected. It
may be tempting to talk only to the Black people or the Asian
American people, and so on, in your organization. That approach
further “otherizes” those employees. Some people who look like
the victims may not want to talk about the issue at all.
Additionally, employees not from that group will have been
impacted too and will also need support. Assume that all
employees, not just those who look like the victims, want to be

part of the solution.

2. Do not assume that employees from the targeted group will share
their experiences unprompted. These are highly emotional
experiences. Employees may need time to process their feelings
and to deal with the recurring trauma. Employees may also worry
about job security and about being labeled as troublemakers if they
express their true feelings. Give them space to talk, but let them

decide when the time is right.

3. Do not ask the most senior person from the targeted group to be the

company'’s spokesperson for the issue. The CEO should be the first

person to speak to employees and anyone else on behalf of the



organization, even if the most senior person from the targeted
group chooses to lead employee-focused solutions. The well-worn
tactic of having the most senior person of the targeted group speak
first telegraphs that this is an issue for “them” and does not
concern the entire organization. And although that leader may

want to help, they will need space to process their own emotions.

. Do not ask the marketing department to highlight the targeted
group in ways that seem performative or inauthentic. If you haven’t
previously included the target group in your advertising or
collateral materials (for example, your website), you should
certainly do so. However, an abrupt 180-degree turn in which you
put the target group front and center in all visuals will likely
generate a skeptical response from employees and other
stakeholders. Better to acknowledge the deficiency and then ask
marketing to ensure that all future marketing materials are

inclusive, as they should have been all along.
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ESSENTIAL DEFINITIONS

Some of the terms | use in this book may be unfamiliar, so
before we go too far, I'd like to take a few minutes to align on

the language.

REDI: This stands for respect, equity, diversity, and inclusion. |
use this acronym in place of D&l (diversity and inclusion) or DE&I
(diversity, equity, and inclusion). REDI is a “respect-first” model
because if leaders don't first ensure that underrepresented
employees feel respected, none of the other outcomes (equity,

diversity, inclusion) will matter, nor will they be sustainable.

Respect: My definition of “respect” is this: the degree to which
you acknowledge another human and treat them the way you
would want to be treated, regardless of their station in life.
Aretha Franklin sang about “R-E-S-P-E-C-T” because respect is

the word Black Americans use to express the emotion of being

accepted. The term “belonging” is similar but less evocative and

requires a longer incubation period. Respect must be
immediate and automatic, like justice. Black people want to be
respected and given the benefit of the doubt, unless there is
some logical reason we should be disrespected. Therefore
“respect” is first in the REDI acronym: it is the primary outcome

that Black people seek in corporate spaces.




Equity: The E in REDI stands for “equity.” It is about “each of us
getting what we need to survive or succeed—access to
opportunity, networks, resources, and supports—based on

where we are and where we want to go.” Equity and equality

are not the same. Equity aims to provide the support each
person (or group) needs to get to a valued outcome. Equality is
about establishing processes to ensure that all people (or
groups) get the same outcome. In some situations, getting to
the same outcome does not make sense.

Let's say an organization analyzed its talent mobility data
and identified a systematic pattern where one group of
employees (for example, women) moved into its executive jobs
less often than men. Through an equity lens, an appropriate
response would include talking directly to both men and women
to determine if they value the same or different things, and how
those values affected their career choices. The women might be
intentionally avoiding the traditional career paths, because
those roles don't support their life expectations! In that case, it
would be better to redesign new, equally well-regarded career
paths so that there are multiple points of entry to executive
roles. Success might mean that the women get executive roles
via different paths than the men.

Examined from an equality lens, one might automatically
steer the women toward the “traditional” path, thinking that
success means having equal proportions of men and women in
those roles. Some women might take the roles because that is
the only route to the career outcomes they seek, even if at odds

with their personal desires or obligations. And they might be



miserable the entire time! As with many talent processes, an
equality-based solution might work for the company but be less

effective than an equity solution.

Diversity and inclusion: The words “diversity” and “inclusion”
often appear as twins because neither term, independently,
encompasses the breadth of the challenge each seeks to define.
Diversity is about the degree to which your workforce reflects
the demographic characteristics of the available labor force.
Inclusion is focused on organizational systems and processes
that factor in social support for all employees, including
traditionally subordinated groups. | like to say that diversity is
about counting the numbers of people of color (or other human
variation), while inclusion is about whether those people feel
respected, seen, heard, and empowered, like all other

employees. The two elements are complementary.

Race: This term is a social construct, not a biological fact. | use

the definition from the National Human Genome Research
Institute: “Race is a fluid concept used to group people
according to various factors including ancestral background and
social identity.. [or] people that share a set of visible
characteristics, such as skin color and facial features.” The 2020
us Census identified the following race categories: White; Black
or African American; American Indian or Alaska Native; Asian;

and Native Hawaiian or Other Pacific Islander. According to the

us Census, “Hispanic/Latino” is an ethnicity, not a race.



Ethnicity: | use the definition from the American Psychological
Association: “Ethnicity refers to shared cultural characteristics

such as language, ancestry, practices, and beliefs.” The

Hispanic/Latino ethnic group comprises people from a variety

of races.

Traditionally underrepresented or subordinated groups: | use
these terms in place of “minority” because “minority” can be
equated with being “less than,” while “underrepresented” or
“subordinated” gets to the central concern. Since this book is
focused on race and ethnicity, | include Black/African
Americans, Hispanic/Latinos, Asian Americans and Pacific
Islanders (AAPI), and Native Americans in this category. Note,
however, that “Native Americans” prefer to be called by_their

specific tribal affiliations. It is best to ask individuals how they

prefer to be addressed, regardless of race or ethnicity.

“Black” or “African-American”? In this book, | use the term
“Black” to describe people who might variously be identified as
“Black,” “African American,” “of African descent,” or in other
ways. None of these terms is universally acceptable to the
people they are meant to identify. | have chosen “Black”
because it includes both descendants of American slavery and

immigrants of African descent who came to the uUs from a

continent other than Africa. “Black” is more inclusive because it

creates a connection between people who look similar in terms
of skin color, even if they did not grow up in the us. | also prefer
these terms to not be hyphenated with “-American” at the end,

because some perceive hyphenation to be a barrier to being



fully “American.” If you listen to singer, songwriter, and producer
Smokey Robinson in a 2022 ABC News interview, you will

understand why terminology matters.

“White” or “white,” “Black” or black”? | use the capitalized
version of each word throughout the book, unless quoting a

source in which the words were not capitalized.

“Difference” or “variation”? | avoid using the word “different”
to describe people because “different” implies there is a
reference group (White people?) against which all others are
compared. | use the words “human variation” and similar
derivatives wherever possible because humans vary, and human

variation is normal.

Off You Go!

The rest of this book will accompany you on an empowering journey

to infuse inclusion into your business strategies, organizational
culture, and leader behavior. My promise is that by the end of the
book, you will feel less frustrated and more confident about handling
this challenge.

My client Bill is the CEO of a financial services organization, and
he is one of my favorite clients. He called in late 2020 to say, in an
atypically halting voice, that he wanted to do more to support his
employees after thinking about the social injustices that were driving
public protests. Employees had become vocal in sharing their

experiences at work, and some of what they shared was alarmingly



negative. How did he not know, he wondered? His corporate board,
which was usually stoic, had become animated. Not only did they
want their employees to have a positive experience, but they did not
want to see employee mistreatment stories popping up on social
media. And managers were wringing their hands because Bill had not
(yet) addressed these issues.

I gave Bill a virtual hug, shared my REDI 10/4 model, and then
helped him quickly collect employee feedback to pilot his actions.
When he stepped out a couple of weeks later with a clear and
empathetic message, his managers were grateful. They now had a
North Star guiding their responses. We later implemented a series of
information-sharing and education sessions to connect all employees
and make them part of building the new experience they desired. Bill
went from “deer-in-the-headlights” to “stoked” in a matter of months.
Employees sang his praises, and he became more confident about
these issues.

This wasn’t a “one and done” thing, though. Duke University and
Columbia Business School professor, world-ranked communication
coach, and thought leader Dorie Clark advises in her book The Long
Game that transformative change requires a mix of strategic patience
and rethinking failure to achieve the goal. Inclusion strategy requires a
long-game approach too. Meaningful change requires intentional and
persistent action from leaders. REDI strategy must be placed at the
core of a business strategy and the organization’s cultural
expectations. This is how leaders can make corporate America better,

one employee at a time.



EXECUTIVE SUMMARY

George Floyd's and Breonna Taylor’s killings illuminated

racial injustice and disparities in the US as never before.

» Stakeholders, especially employees, expect business leaders

to address these issues.

« Since persistent racial segregation has isolated Americans
from people who do not look like them, leaders may need to
study history and current social trends to understand these

new leadership expectations.

o Only when leaders infuse REDI (respect, equity, diversity, and
inclusion) into the core of their business strategy will they
drive the kind of meaningful change that employees and

other stakeholders can see and feel.

« REDI requires a long-game approach.

REDI QUESTIONS

Has the volume of the conversation about race in the workplace
become louder in your organization since May 2020? How are
these conversations going? What are you doing to support
those conversations? What do you need to understand about
these issues that you do not today? Would employees and other

stakeholders say you have handled these issues effectively?
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Yesterday Explains Today

The past—or more accurately, pastness—is a position. Thus, in no way
can we identify the past as past.

MICHEL-ROLPH TROUILLOT, Silencing the Past

OST AMERICANS live racially segregated lives. Our

neighborhoods, churches, schools, and workplaces are

segregated. This segregation that chills our emotional
connections has remained long after the official end of slavery because
it was constructed and systemically maintained by many forces,
including the Us government.
For example, police officers kill about one thousand Americans
each year, with Black Americans dying at almost twice the rate of

White Americans, whether they are in high-crime environments, are

violent criminals, or are not. Yet, there is no consensus that this
disparity is a problem. Citizens’ opinions about policing tend to split

along race lines. This split is an artifact of segregation.



But George Floyd’s case was different. Many previous public
conversations hinted that victims were perpetrators of their own
demise, casting the deceased as “bad people.” If you believed the
victims were bad people, it follows that you might not want to know
more about their humanity. Some people might think that the Black
victims were just doing the “bad things” that Black people do. But in
the heart-wrenching video of Mr. Floyd’s killing, the inhumanity was
undeniable. For a little time, Americans’ opinions shifted a little
closer to one another, regardless of race—acknowledging anti-Black
racism and questioning_some policing_tactics. To be clear, police
officers are essential to the function of our communities. This past
holiday season, I hand-delivered a thank-you gift card to a police
officer who helped my family. The root issue is not policing itself; the
issue is that some police officers, like some other citizens, seem to
view people of color as “other.” The root cause is this emotional

distance that is an artifact of slavery.

Racism Became a Post-slavery, State-Sanctioned
“Norm”

On September 22, 1862, about three years before the Civil War ended
(on May 9, 1865), President Abraham Lincoln signed the

Emancipation Proclamation, ordering that as of January 1, 1863, all

slaves should be “forever free.” This date marks the official end of

slavery, but it was also the start of a new era of anti-Black racism in
the US that continues to this day.

President Lincoln granted amnesty to the Confederate States that
fought against the United States of America during the American
Civil War with the condition that the Confederacy would agree to



abolish slavery. Things went in the right direction... for a short while.
During Reconstruction, from about 1865 to 1877, many formerly
enslaved Black Americans were taught to read and were able to vote,
own land, find jobs, move around the country, use public facilities,
and hold public office. However, after President Lincoln’s
assassination in 1865, his successor, Andrew Johnson, tried to return
the Southern states to their pre-Civil War status. Although he failed,
former Confederates took control of Southern governments, removed
elected Black men from political offices, and enabled the Ku Klux
Klan and other racist organizations to terrorize Black Americans into
submission.

After 1877, most Southern and border states and local
governments enacted laws mandating that all people of color,
including Black people, be separated from White people in schools,
housing, jobs, and public gathering places. These “Jim Crow” laws
(named after a White entertainer who ridiculed Black people as he
performed in blackface) were enacted not only in the South, but in

almost all fifty states. Most of those monstrous laws remained in place

until the Civil Rights movement began to chip away at them, starting
in the mid-1950s. The repercussions of Jim Crow can be felt across
the US to this day.

Jim Crow laws were not a localized, state-level phenomenon;
rather, they had federal support. In 1896, the Supreme Court ruled in
Plessy v. Ferguson that “separate but equal” was the law of the land,
effectively legalizing racial segregation across the republic. By the
turn of the 1900s, although the formerly enslaved were legally free,

racial segregation was legal in most US states.



This race-based segregation affected most aspects of everyday life
for the formerly enslaved. Poll taxes disenfranchised Black voters,
Black soldiers who fought in both world wars were marginalized,
Black innovators were prohibited from filing patents, Black women’s
bodies were used for scientific research without their knowledge, and
interracial marriage was criminalized. During the Jim Crow era, most
day-to-day activities in American cities were segregated, including
travel, education, and transportation.

The following examples from the Smithsonian National Museum

of American History illustrate the completeness of this segregation:

 In Birmingham, Alabama, in 1930, “It shall be unlawful for a negro
and white person to play together or in company with each other

in any game of cards or dice, dominoes or checkers.”

- In Atlanta, Georgia, in 1926, “No colored barber shall serve as a

barber to white women or girls.”

 In Mississippi in 1920, “Any person... in favor of social equality or
of intermarriage between whites and negroes, shall be guilty of a

misdemeanor and subject to a fine...”

 In Maryland in 1924, “Any white woman who shall suffer or
permit herself to be got with child by a negro or mulatto... shall be

sentenced to the penitentiary for not less than eighteen months.”

 In Oklahoma in 1915, “The Corporate Commission is hereby

vested with power to require telephone companies in the State of



Oklahoma to maintain separate booths for white and colored

patrons...”

Segregation was also built into real estate transactions. The
Supreme Court ruled, in 1917, that bans on the sale of real estate to
Black Americans violated provisions of the Fourteenth Amendment.
Yet, the Federal Housing Administration maintained underwriting
rules that encouraged rejecting loan applications from Black applicants
and denying mortgage insurance to Black neighborhoods (a_practice
known as “redlining”). The effects of redlining are persistent and
pernicious.

It was not until 1954, in the landmark Brown v. Board of Education
ruling, that the Supreme Court finally ruled the doctrine of “separate
but equal” unconstitutional. This decision struck down segregation in
public schools and was the vanguard of many subsequent legal rulings
that made segregation in housing, public accommodations, and
higher education unconstitutional. Passage of the Civil Rights Act, in
1964, granted Black Americans the right of equal access in public
accommodations (for example, hotels and transportation). The Voting
Rights Act of 1965 protected Black Americans from discrimination in
the voting process, and Richard and Mildred Loving’s landmark 1967
Supreme Court case legalized interracial marriage in every state.
Finally, in 1968, the Fair Housing Act prohibited housing
discrimination based on race, color, and other human characteristics.

The separation and disparities described above are not natural;
they are intentional vestiges of slavery and Jim Crow. Although the
1863 Emancipation Proclamation ended slavery, Black peoples’ lives
since then have generally continued to be separate from and mostly

unequal to the lives of the descendants of those who designed that



oppressive system. Though now illegal, systemic forces of racism and
segregation have conspired to keep Black Americans in a subordinate

position in many walks of life, including the workplace, to this day.
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Race Murders

Apart from the restriction of access to services, Black Americans have
been consistently terrorized. In June 1921, the thriving Black
neighborhood in Tulsa, Oklahoma, Greenwood (also known as “Black
Wall Street”), was destroyed by a mob of White Americans. They
looted and burned the town, destroying about 1,200 homes, churches,
schools, and businesses, as well as the hospital and the library. As
many as three hundred Black people died in the massacre. The
reason? Some White residents had accused a Black man of accosting a
White woman. None of these criminal acts has ever been prosecuted
or punished.

The Tulsa Race Massacre was not unique. Across America,
especially between the 1870s and the 1920s, many Black towns,
businesses, churches, schools, and other social institutions were

deliberately destroyed.

Only a century has passed since the Tulsa Race Massacre, and only
within the last sixty years or so have many of the legally protected
discriminatory practices started in the Jim Crow era been ruled
unconstitutional. These historical horrors are still vivid for many
Black Americans. Yet, segregation and educational cherry-picking
have obscured these same facts to people of other races and

backgrounds.

Separate and Unequal

As the conversation about the Black experience amplified in the
summer of 2020, many Americans said they were just learning about

the racial disparities in American life. Many business leaders said they



had not previously heard about, nor fully understood, the enormity of
the problem. Research shows definitively that race-based disparities

persist in education, income and finances, home ownership, and the

workplace. Yet, many White Americans do not believe systemic
racism still exists in America. Sergio Pecanha from the Washington
Post points out that “even though white Americans haven’t seen an

unemployment rate near 15 percent in decades, African Americans

have seen it many times—about once a decade over the past S0
years.” Tracy Jan, also from the Washington Post, noted that “nearly
half of black and Hispanic households had a net worth of less than
$50,000 in 2016, compared with about a fifth of whites. At the other
end of the income spectrum, 15 percent of white households reported
a net worth of more than $1 million, compared with about 2 percent of
blacks and Hispanics.”

Some of the economic and healthcare disparities are startling:

« The net worth of White households is now ten times that of Black
households.

» Black American home ownership remains at the same level as it
was in the 1960s and decreased in the decade between 2010 and
2020.

- The percentage of Black children living below the poverty line is
three times that of White children, and infant mortality for Black

infants is more than twice that of White American infants.

- Black women are more likely to receive late or no prenatal care and

face nearly three times the risk of pregnancy-related deaths.



By May of 2020, the US was only a few months into the CoviD-19
pandemic, but Black Americans were already dying from CovID-19 at
disproportionately high rates relative to their representation in the US
population. These disparate health outcomes persisted. The Black
community was also dealing with dramatic mental health impacts,
disproportionate job losses, and other economic losses. According to
Lean In’s research, Black women were nearly twice as likely (58
percent) as White men (31 percent) to report having been laid off or
furloughed or having had their hours and pay reduced because of the
COVID-19 pandemic.
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There is a large gap between the
reality of the Black experience in
America and how Americans of

other races perceive that

experience.



The Two Flags

Several of my neighbors have flags that flap dramatically on the
flagpoles impaled on their large green lawns. Soon after January 6,
2021, my neighbor hoisted a gigantic flag with stars and stripes, like
an American flag, except that the colors were black, white, and navy
blue instead of red, white, and blue. I learned that this flag
represented the Blue Lives Matter movement, created by retired and
active law enforcement officers. Blue Lives Matter devotees advocate
that Americans who are convicted of killing law enforcement officers
should be sentenced under hate-crime statutes. This flag made me
wonder if the proponents also believe that law enforcement should ot
be held accountable when they wrongfully kill a citizen. I didn’t know
the answer then, but I did eventually get some clarity.

I have an eighteen-by-twenty-four-inch rainbow-colored sign in
my front yard that reads, “Hate Has No Home Here.” Five raised
hands depict, from left to right, a peace sign, an LGBTQ+ heart, a
brown protest fist, a Black Lives Matter heart, and a “White” protest
fist. My sign is a way of saying that I advocate for Black Americans and
any other marginalized or subordinated group. Does my support for
Black Lives Matter mean I don’t value and support law enforcement?
It does not, but my neighbor might not know that!

“I have second thoughts about putting that sign in my yard,” I told
my best friend. “What if I offend a neighbor? What if someone steals
the sign, or eggs my house? What if someone confronts me?” I
twisted myself into knots, but I put the sign up anyway; race-based
fear is exactly the thing I need to fight against.



These two signs symbolize a gap of understanding and experience
that can sometimes feel intractable. My neighbor may misinterpret
my flag, just like I might misinterpret his. We both have the right to
put up these flags, although to me, the two flags represent non-
equivalent values. The flag in my yard is meant to convey inclusion.
To me, the flag with the navy-blue line conveys exclusion. But, my
neighbor might disagree. He might believe that my flag is the one that
conveys exclusion.

We are at a point in America where we have taken “sides” and
neither side really knows what the other is thinking. Therein lies the
rub. For me to understand what my neighbor feels and how he wants
to be supported, I would have to talk directly to him. And I did it...
eventually... after a few weeks of hemming and hawing. Guess what he
said: “I don’t know what you are talking about. I have never seen your
sign!”

I laughed. “You mean I went to all that effort to figure out where
to place my sign so it would be noticed, but in a non-threatening
way... and you never ever noticed?”

He then told me about his flag. “I am a retired law enforcement
officer,” he said. “I have seen colleagues die in the line of duty. I cry
each time a law enforcement officer is killed. I need to stand up for
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my boys!” By the way, I think he will also stand up for “girls.”

I get that! I would probably do the same thing—if I walked in his
shoes.

I still don’t like my neighbor’s flag. But I respect it.

I think my neighbor respects my flag too. At the very least, we
now wave at each other as we drive through the neighborhood. The

simple act of reaching out helped to bridge the gap.



The Price of Segregated Living

This chapter has been all about the forces that have brought
Americans to a point in history where we live segregated lives.
Segregation costs us a lot: we misunderstand each other, we distrust
each other, and we avoid each other. We also hesitate, like I did, to
reach out and act in ways that can shrink the gap.

But as an executive, you don’t have a choice. You must lead all
employees, so you must provide leadership to help others understand
these realities so you can make sure all employees in your
organization have an equal chance to thrive. My personal journey of
inclusion is not dissimilar to yours. We each need an Inclusion MBA: a
Mindset for inclusion and a willingness to take Bold Action. Only
then can we bridge the gap, emerging as inclusion role models for
those around us. The next three sections of the book detail the

Inclusion MBA model, beginning with Mindset.

EXECUTIVE SUMMARY

 Slavery and Jim Crow in the US created systems that

perpetuated systemic disparate treatment of Black

Americans based on race and ethnicity.

o Systemic racism has resulted in disparate outcomes by race
and ethnicity in many aspects of life, including education,

health-care, home ownership, and workplace experiences.



 Racial segregation has aggravated these disparities and
made it difficult for Americans to know and understand the
connection between these historical facts and Black

Americans’ current experiences.

o Business leaders can help eliminate race-based workplace
disparities by listening to and connecting with employees of

all races.

REDI QUESTIONS

How well informed are you about the history and current social
patterns in the lives of the employees in your organization and
in the larger available workforce? Is it important for you to have
clarity about these issues? If so, about which topics would you
like to learn more? How can you get those insights? Who can
help you get those insights? Will you reach out to those people
to get what you need to build your understanding and enhance

your leadership effectiveness?






PART TWO
MINDSET

RETHINK WHAT YOU BELIEVE

Inclusion Reframe #1: Mindset

People vary. Human variation is normal.
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The Diversity and Inclusion
Imperative

There can be a huge disconnect between what executive leaders think
about the prevalence and root causes of diversity and inclusion issues
versus the reality of those experiencing bias.

LAWRENCE HAMILTON, interview with the author

LOVE DIGGING AROUND in employee opinion data. This is how I
came to know, for a fact, that employees from traditionally
underrepresented groups have very different experiences at work
than their White colleagues. It is also how I figured out, many years
ago, about the disconnect between what these employees experience
at work and the C-suite’s understanding of those experiences. The
daily experiences of many chief executives and C-suite incumbents
may be dissimilar to the lives of those you lead, because of the
segregation we discussed in the previous chapter. This makes it

difficult for leaders to recognize the pervasiveness of overt and



unconscious acts of exclusion that people of color face every day in

the workplace.

Marian Croak, Google’s vice president of engineering,_told this
story. Once after being hit by a car, the responding police officer’s
first question was, “Have you fled bail?” He assumed that, because
she was Black, she must have done something to provoke the negative
outcome he was seeing! After that interaction, Croak endeavored to
never do anything a police officer might misinterpret as threatening.
Years later, when responding to an active shooter at her workplace,
police officers instructed her to exit her office with her arms raised.
Croak was afraid to do it, fearful that that the officers might, as before,
misidentify her as “the problem” and respond accordingly.

Croak’s reaction might seem extreme to some, but it seems very
reasonable to me. I, and so many other Black people in America,
experience similar fears and react in similarly defensive ways while
interacting with authority figures in charged situations. We do this at

work, too, out of fear of being misidentified as “troublemakers.”

“Don’t Show the CEO!”

For several years I advised the C-suite of a global multi-industrial

company how to enhance day-to-day employee experience. In this
company the CHRO reported directly to the CEO, and the CcDO
reported to the CHRO. The CDO wanted to understand if there were
patterns of variability in employee experience as a function of certain
human characteristics, but the CHRO did not want us to call out that
variability when we talked to the CEO. She wanted the CEO to believe
that her team was having a very positive impact on employee

experience and that most employees were having a great experience.



Since the CHRO controlled the survey data collection and
reporting, each year she directed my firm to create a “separate” REDI
report, showing employee experience data broken out by key
demographics such as race, ethnicity, and gender. That report
showed, consistently, that employees of color, especially Black
women, were having decidedly less-positive experiences than their
colleagues. But the C-suite never saw that report. It was designated
“For Human Resources Use Only.” No wonder these patterns of
disparate experience festered over time.

It was a head-scratching mystery. W hy didn’t the CHRO redress
this deteriorating situation? She did not want to ruffle feathers. The
CEO seldom asked about REDI matters, so the CHRO seldom brought
them up to him or the rest of the C-suite. Instead, she tried to
“handle it” within HR. REDI topics were never fully explored. As a
result, the C-suite never fully understood the variations in the
employee experience until the volume about the issue got loud in the
broader community. At that point, the C-suite had to pay attention,
but they were caught flat-footed—Ilacking the insights, perspective,
and historical and contextual understanding to lead agile and

meaningful change.

CEOs Need to Lead REDI

As business strategist David Lancefield and I explained in a Harvard

Business Review article, the CEO, the C-suite, and the corporate board
of directors must lead REDI for an organization to make meaningful
progress. However, if your experiences in and outside of work follow
the segregated pattern that is the norm in America, it is hard to define

and measure “meaningful” REDI progress. It is difficult to build and



lead an inclusive organization without first understanding the
experiences of those who have been traditionally excluded.

The awkward conversations I had with colleagues in June of 2020
let me know that they were learning about the true Black experience
in America for the first time. I cannot adequately explain how it felt to
wake up one day and realize that I and people who look like me had
been so unnoticed, so invisible, to some. It stung to hear, “I did not
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know... !” It stung when some corporations, for the very first time in
history, checked to see if people of color were represented in their
marketing. For the second time in its history, Johnson & Johnson put
out a line of bandages, “Band-Aid Brand Ourtone,” designed to match
multiracial skin tones. It is good to have bandages in a wider range
than just the “flesh” tone of yore, but did the product need an “other”
special name? Only the marketing experts know for sure!

Many depictions of Black Americans on television and the internet
are not representative; they tend to present us either as aggressors
(often under duress in law enforcement interactions) or as witless
people to be pitied. It is true that many Black Americans who face a
daily struggle for survival sometimes make desperate choices for the
sake of survival. However, as discussed in Part One of this book, many
people who must make those stark choices have never had equal
access to the American Dream. It is possible for a Black American to
choose a straight and narrow path, use any available resources to seek
opportunity, and yef find more doors closed than open.

Most Black Americans are descendants of enslaved laborers and,
post-Emancipation, of domestics, field hands, and janitors. Their
parents worked hard but often did not have equal access to education,

healthcare, nutrient-rich food, and housing. Today many of their



children, grandchildren, and great-grandchildren may still not have
equal access to the promise of American opportunity. Some may be
working in your company today. And some of them are marginalized
at work, on top of all their other challenges. It will take intentional
acts of noticing to see these patterns, understand these human
experiences, and create solutions to counter their impact on your

employees.



It is difficult to build and lead an

inclusive organization without
first understanding the
experiences of those who have
been traditionally excluded.



Your Opportunity to Hear as Never Before

These employees want you, as the leader of your organization, to
create an environment in which they do not face systemic hindrances,
have opportunities to pursue their career aspirations and express their
opinions and experiences, and are supported by their managers.

The challenge is that, until now, the daily experience of Black

American employees has been hidden, misunderstood,_and

underestimated. Black employees don’t usually talk to coworkers or
managers about our experiences at work; it has never been safe to do
so. Instead, we share our triumphs and our hurt feelings with our
friends and loved ones, outside work. We ask our friends, “How could
the leaders who run this organization not realize what is really going
on here? Managers and coworkers treat us poorly, and no one seems
to care!” These conversations often end with stoic pronouncements
such as, “It is what it is.” Why bother butting our heads against an
immovable wall?

This sense of helplessness to drive change in organizational life is
based on patterns we have observed over time—and which are
supported by research. Consider the responses to a study I conducted
in June 2019, based on data from 1,267 Us employed respondents.
Fifty-one percent were female, most were between the ages of thirty-
six and sixty-four, and 6 percent identified as Black or African
American. One survey question asked, “What is something that your
company’s leaders do not understand about your experience as an
employee?” Below are some representative responses from Black

respondents:



I am regularly mistreated at work, but who am I going to tell? If

complain to HR, they are just going to tell my manager (who is

often the source of the mistreatment), and he will make my life so

miserable that I will have to quit!

- Is it my imagination or do people of color seldom get into the

client-facing jobs in the organization?

- Why are so few of the salespeople Black? They make the “big
bank,” but no matter what I do, I never get selected for one of

those jobs.
- Why are so few of the leaders in my company Black?

- Why do companies keep asking us to refer candidates for

employment and then fail to follow up with the people we refer?

- Why is it taking so long for me to get selected for a promotion,

even though I have all the qualifications they are asking for?

Some of the historical silence may also be because Black
employees have learned that too much attention is not a good thing.
For example, Black women, especially, are criticized for being too
loud or “aggressive,” but are simultaneously ignored and overlooked
when we achieve. Sociologists call this the “invisibility paradox.” As a
result, we tend to keep our heads down at work. Unfortunately, a
heads-down strategy is the opposite of what is needed to get ahead
when business is moving at digital speed. This coping behavior is
“rational” in that it allows us to avoid perceived dangers at work, but

it is also self-defeating.



Black employees began to speak up more in the summer of 2020
because the dam had burst and they could no longer suppress the
workplace frustrations they had hidden for fear of backlash and
reprisal. By speaking up now, we hope that leaders will learn by
listening and then act to ensure that another generation of employees
of color is not exposed to the level of race-based trauma that many of
us have consistently endured at work.

What do I mean by “race-based trauma”? In 2000, University of
Michigan researchers Drs. David Williams and Ruth Williams-Morris
published a comprehensive overview of the research regarding the
connection between racism and mental health gutcomes among
African Americans. Then, in 2019, the American Psychological
Association published a special issue of American Psychologist
dedicated to this subject, pointing out that racial trauma, unlike
posttraumatic stress disorder, is ongoing, and involves both individual

and collective exposure for People of Color and Indigenous

individuals (POCI). The definition of racial trauma in that publication

came from the pioneering work of Columbia University’s Dr. Robert

T. Carter, who codified racial trauma to mean reactions of POCI to

dangerous events and real or perceived experiences of racial

discrimination.

Employees of color need not wait for corporate America to
acknowledge our traumas; we can find new, healthy ways to care for
ourselves so these traumas do not scar us for life. But leaders also have
an opportunity—an opportunity to listen courageously, and to make
leadership decisions based on the fullness of all employees’

experiences, and not just on the experiences of a chosen few. This is a



chance for leaders to see, hear, and support employees of color as

never before.

Build Inclusive Workplaces So All Can Thrive

Stakeholders, including employees and investors, are looking for a
new kind of corporate leadership to address the race-based disparities
that affect employees. These expectations are being expressed at a
time when corporate leadership is also challenged by workforce
disruptions, supply chain disruptions, and business model disruptions
caused by the coviDp-19 pandemic.

Although coviD has had a profound effect on how businesses
operate, these new leadership expectations are being driven by even
larger forces, many of which preceded the pandemic. For twenty-two
years, since 2001, the Edelman organization has been studying trust
in institutions globally and reporting their insights in the Edelman
Trust Barometer. In 2021, Edelman reported that, for the first time,
Americans viewed business as the only institution with both the
competence and ethics to deal with society’s current ills.
Concomitant with that expectation, 86 percent of employees said
they wanted CEOs to speak out about societal challenges, including
racial justice. The 2022 Edelman results were similar, with business
still most trusted (unchanged from 2021), while trust in government,
non-governmental organizations, _and media declined. The 2022
report also indicated that societal fears were on the rise, with 57
percent of Americans worried about experiencing prejudice or racism
—a six-point increase from 2021! Another force is the global
movement, codified by the United Nations Sustainable Development

Goals (SDGs), which challenges leaders to balance profit with common



good. Third, the future leaders of America, Generation Z, born after
1996, are very concerned about social issues; many believe racial
inequality will be a top problem for their generation unless leaders

step up to fix it. And the final push, which may be the most

influential, is coming from investors.

Americans want CeOs to lead on social issues
Political economist Francis Fukuyama defined societal trust as “the

expectation that arises within a community of regular, honest, and
cooperative behavior, based on commonly shared norms, on the part
of other members of that community.” According to Edelman’s 2021
report, trust is now based on how well people “believe institutions get
things done and whether they do the right thing.” To be trusted,

institutions must enable their stakeholders to co-create solutions, and

their operations must be transparent.

CEOs can act for the “common good”
This landscape of the Black experience came into sharp relief in

corporate spaces around the same time that business leaders were
focusing on the seventeen United Nations sSDGs. The SDGs were
adopted by all UN member states (including the Us) in 2015 to cover a
myriad of social needs, including education, health, social protection,
job opportunities, climate change, and environmental protection.

One of these SDGs, Goal 10, “Reduced Inequalities,” was created
because “inequalities based on income, sex, age, disability, sexual
orientation, race, class, ethnicity, religion, and opportunity continue

to persist across the world.” Goal 10.2 specifies, “By 2030, empower

and promote the social, economic and political inclusion of all,



irrespective of age, sex, disability, race, ethnicity, origin, religion or
economic or other status.” This SDG addresses discrimination and
inequality in the workplace.

The Business Roundtable is an organization whose members are

CEOs of some of America’s largest companies. In its August 2019
“Statement on the Purpose of a Corporation,” the roundtable
proclaimed that “corporations exist to promote an economy that
serves all Americans.” That statement was controversial for its stance
that all stakeholders (shareholders and customers, employees,
suppliers, and communities) should benefit from the work of
corporations. This model of stakeholder primacy was a meaningful
departure from the traditional shareholder primacy model that

emerged from Milton Friedman’s writings. Many roundtable

members said this compelling statement simply codified their
company’s existing values and intentions. Since that statement was
drafted, the roundtable’s membership has grown, an indication that
this pivot to “common good” or “purpose-driven” governance is
taking root.

This human-centered social justice perspective also clarifies for
leaders that REDI is vital because all employees need to feel valued and
secure as they do their jobs supporting business performance. That is
very different than the traditional business-case framing for REDI
work. In June 2020, the roundtable upped its game, creating a Special
Committee to Advance Racial Equity and Justice. Doug McMillon,
Walmart president and CEO and Business Roundtable chairman,
wrote, “Business Roundtable CEOs do not have all the answers. But
we are committed to doing our part to listen, learn, and to use our

collective influence and scale to advance racial justice and equal



opportunity for all Americans.” Tim Ryan, Us chair of PwC, has been
ringing this bell for many years. In addition to his exemplary REDI
leadership within PwC, he founded the CEO Action for Diversity &
Inclusion initiative in 2017—with over two thousand signatories, now
the largest CEO-driven business organization focused on advancing
diversity and inclusion in the workplace.

There is a new business bottom line. As Aspen Institute Business
and Society Program founder and executive director Judy Samuelson
wrote in her book The Six New Rules of Business, “When public
interest and business needs are aligned, extraordinary change is

possible.”

Generation Z is not about the status quo
Generation Z (often called “Gen Z”), born between 1997 and 2012, is

all about breaking the rules—or making their own. According to the
Pew Research Center, this generation in America is more racially and
ethnically diverse than any other. About 25 percent are Hispanic, 14

percent Black, and 6 percent AAPI. Deloitte says these employees
judge organizations not just on the quality of their products and
services, but also on their ethics and social impact. Sixty-two percent
of respondents to a recent Blue Shield of California NextGen Climate
Survey ranked racism and social justice as their primary concern,
above environment and social change. As a result, Gen Z is driving a
shift of the “balance of power” between employer and employee. We
could use the adjective “gutsy” to describe Gen Z, because when they
care about an issue, they come together (often on social media) to find

solutions, and they push for change. Ziad Ahmed, a college-age social



activist, sums up his cohort’s sentiment: “At the click of a button, we
can start a movement.”

Glassdoor data indicates that Gen Z candidates’ expectations
regarding REDI are affecting their decisions about where they will
work. Thirty-seven percent of Gen Z job seekers said they would not
apply to a company where employee satisfaction ratings varied by,
ethnic or racial group. We can expect Generation Z to continue to
push their REDI expectations. And they will influence the opinions of
colleagues and leaders of all generations. This approach may already
be spreading. The 2022 Edelman Trust Barometer reported that 44
percent of global respondents expect CEOs to shape conversations and

policy debates about prejudice and discrimination.




You must create and maintain an
environment in which
traditionally underrepresented
groups do not face systemic
hindrances and are
unequivocally safe to voice the
injustices they experience.



Investors want social justice and common good
Investors, especially institutional investors, are also putting pressure

on corporate board nominating and governance committees to drive
diversity in board composition. Additionally, although institutional
investors are not all of one cloth, many believe their institutions’
values and concerns (including about social justice) should influence
their investment selections, in addition to profit and risk evaluations.
Initially, environmental, social, and governance (ESG) reporting
focused on sustainability, but over time the “S” in ESG has gained
more attention, including a heightened focus on REDI. Corporations
recognize that social justice and environmental sustainability issues
have commonalities: the work is urgent; is for the common good;
requires strategic, systemic, and continuous action; and is a
stakeholder priority.

Corporate board directors are beginning to feel the pressure from
these institutional investors who have the power to vote for or against
the selection and retention of board directors. As board directors feel
this pressure, they are passing it along to CEOs.

ESG metrics are not currently a required part of financial
reporting, though a growing number of companies disclose this
information in their annual reports or standalone sustainability
reports. Numerous institutions, such as the Sustainability Accounting
Standards Board, the Global Reporting Initiative, and the Task Force
on Climate-Related Financial Disclosures, are working on reporting
standards to make it even easier for investors to get the ESG data they

want. Regulations are coming, with the European Union leading the

charge.



Although public disclosure is not yet the norm, asset managers
such as BlackRock, Calvert Research and Management, Trillium, and
Boston Trust Walden are among the first to take a public stance for
disclosure. They are pressuring the corporations in which they invest
to publicly disclose data on the gender, racial, and ethnic composition
of their workforces. Corporate pioneers in public disclosure include
Amazon, General Motors, Goldman Sachs, Morgan Stanley, and
PepsiCo.

A “perfect” and commonly accepted method for reporting REDI
data does not exist currently, but organizations could repurpose
existing tools as a temporary fix. One such tool is the Employer
Information Report EEO-1, which was introduced in 1966, after the
passage of the Civil Rights Act of 1964. The Equal Employment
Opportunity Commission requires all private sector employers with

one hundred or more employees to annually submit demographic
workforce data that includes race/ethnicity, sex, and job categories.
Companies already have this data, but according to JusT Capital, only
11 percent of America’s largest corporations disclose intersectional

data of the type reported on the EEO-1. Happily, the numbers doing so

are increasing.
Companies still have a lot of work to do when it comes to these

ESG expectations. However, they are progressing, as more Americans

are asking for traditional capitalism to evolve to meet gvolving
environmental and social realities. The pressure will grow, and

persist, for CEOs to change leadership practices to meet the needs of a

changing world.

Increased calls for transparency and accountability



In February 2021, McDonald’s Corporation released a trove of its
workforce diversity data and announced they would hold executives
accountable for meeting specific diversity and inclusion targets by
linking 15 percent of executive bonuses to meeting those targets. The
related press release stated, “The Company is incorporating
quantitative human capital management-related metrics to annual
incentive compensation for its Executive Vice Presidents. In addition
to financial performance, the Company will measure executives’
ability to champion our core values, improve representation within
leadership roles for both women and historically underrepresented
groups, and create a strong culture of inclusion within the Company.”
Starbucks Corporation has also started to share its workforce diversity
data and is linking executive pay to diversity and inclusion outcomes.

In August 2021, the Securities and Exchange Commission
approved a Nasdaq proposal requiring all companies listed on its US
exchange to have at least one female director and a director who self-
identifies as a member of a traditionally subordinated race or ethnic
group or as lesbian, gay, bisexual,_transgender, or queer. (Note: At
least seventeen states’ attorneys general support a lawsuit filed in late
2021 challenging this Nasdaq rule.)

So, there is rising momentum toward public transparency about
workforce diversity in US companies. It seems inevitable that all
corporations will eventually report these data to satisfy stakeholder

calls for REDI executive accountability.

Sports Helped a CEO Understand REDI

CEOs I interviewed told me they often wonder, “Does this REDI stuff

belong on my plate? Wouldn’t I be better off lying low to see how this



all plays out before I jump in? It seems like a no-win situation to me!”

Neil is the CEO of a hospitality business, and I’ve known him for
more than twenty years. He is very comfortable interacting with
people from all walks of life. I am not suggesting that Neil has this
challenge whipped (he says that, like most CEOs, he is still figuring
this all out). However, he is one of the more clear-eyed, honest, and
curious leaders about leading inclusion that I know. Neil doesn’t seek
out conversations about race, nor does he avoid them. And he doesn’t
think other leaders should wait and see, lie low, or avoid REDI work
because they fear failure on the first try. Rather, he recommends that
leaders take the time to learn the facts about Us history and about
what is happening in their own organization (talking directly to
employees), and then model the behaviors they want to be
commonplace in their companies. And he thinks it’s okay (and
probably necessary) to ruffle some feathers along the way to make
progress on your inclusion goals.

How did Neil develop this perspective? Although educated in a
segregated Pittsburgh school system, Neil has interacted with people
from various races and backgrounds since grade school. His world
grew even more diverse when Neil later became a high-school
basketball coach.

“I find that sports have an almost an intrinsic power to unify
people,” he explained to me. “I have played with African American
colleagues since the sixties. We ate lunch together. We went to one
another’s houses. That is why it is easy for me not to judge someone
by their appearance. What matters is what they bring to the table,
their personality, their work ethic, and how they will help our

organization.



“If you feel uncomfortable communicating with people who do
not look like you, you have to get out of your shell. You can’t delegate
this. You should be sincerely interested in what people need and how
you can help them. This will help you, too, because it will make it
easier for them to contribute and perform. If you can’t look past a
person’s skin color, then you probably shouldn’t be a leader today,

because you’re not leading everybody, you’re only leading a segment.”

EXECUTIVE SUMMARY

o+ Stakeholders (especially employees and investors) are

calling for REDI changes, and the rising generation

(Generation Z) is pushing for more, and faster, change than

prior generations.

» Corporate executives have a unique power to make RED!

changes that can enhance the experience of all employees,

including those from traditionally underrepresented groups.

« To understand how to enhance the experiences of
employees from traditionally underrepresented groups,

leaders must connect with all employees.

REDI QUESTIONS

Do you believe that CEOs and other corporate executives

should be active participants in making the workplace better

when it comes to racism? If you agree with that idea, how might



you make it part of your overall leadership vision? If you don't
believe in this idea today, do your current beliefs hinder your
effectiveness at leading all employees? How are you able to
manage your actions to ensure that other leaders and

employees do not pick up on your ambivalence about this issue?
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Understand Your Beliefs
about REDI

Not everything that is faced can be changed; but nothing can be
changed until it is faced.
JAMES BALDWIN, “As Much Truth as One Can Bear”

STARTED A NEW JOB, and on my very first day, the CEO’s husband
I and baby boy visited the office to celebrate her birthday. I liked the

CEO; she was smart, thoughtful, ethical. A trustworthy leader—
with a beautiful family as a bonus.

A few months later, on a balmy summer day, I met work
colleagues in Philadelphia for dinner. The CEO was there. We were in
the “small talk” phase of the meal, and I said, “You have such a
beautiful family.” She recoiled viscerally, moving so abruptly that the
legs of her chair made a muffled scraping sound. Then she said, in a
terrified voice, “How do you know my family?” I learned from this

quick interaction that, from my simple mention of her family, she had



perceived me as a threat. I wanted to say, “Look, I am just making
small talk here.” But I said nothing. I was shocked, disappointed, and
hurt. I had tried to communicate in a way that would establish a small
connection, and she had rebuffed that effort, putting me in my place. I
had forgotten the cardinal rule: you may be “in the team,” but being
“part of the family” is a whole other thing.

Every time I saw this leader, I remembered that hurt. I had joined
the company with great optimism, but the wind came out of my sails
when I realized that she saw me as “other.” I could no longer see her
as a leader, and I could not imagine having a thriving career in her
organization. I never told her or anyone else in the company how I
felt. Instead, I decided, in that moment, that I would leave the
organization. And I did.

Executives are often unaware of the power of their actions. The
leader I just mentioned was oblivious to her alienating and
disengaging_behavior. But to effectively lead all employees, leaders
must practice REDI. It all starts with self-awareness about your own

REDI beliefs.

REDI Anxiety

No matter where my conversations with executives about inclusion

strategy start, they inevitably land on one unavoidable issue: how to
address REDI in meaningful ways without tearing their organizations
apart. The main issue is not usually what they should do, but rather
the emotions that stop them from acting. Executives labeled these
emotions in various ways, including “fear,” “anxiety,” and
“discomfort.” Fear and anxiety are distinct, both conceptually and

physiologically, although the terms are often used interchangeably.



Fear is a present-oriented and short-term response to a specific threat,
while anxiety is a future-oriented and long-acting response to a diffuse
threat as you anticipate danger, catastrophe, or misfortune. Anxiety
produces tense muscles, rapid breathing, and an increased heart rate.
These executives’ emotions are anxiety rather than fear. So, let’s call it
REDI Anxiety!

The leaders I interviewed consistently mentioned three factors
that fostered anxiety and inhibited their REDI action:

1. REDI role uncertainty. Some executives said they were unsure how
to prioritize REDI, because of (1) a lack of clarity about the problem
within their organizations and (2) concern that the issue would
consume disproportionate time relative to their other obligations.
Leaders who expressed this concern believed the issues were
worthy of exploration but, rather than focusing on leading the
strategy, hoped their “D&I team” would design a strategy and just

pull them in when they needed approval to implement it.

2. REDI dodging. Some executives expressed discomfort with
conversations about social and political issues, including racial
justice, in the workplace. According to Fortune magazine, as of
May 2021, about 50 percent of CEOs said they were reluctant to
speak out publicly about these issues. Influential North Carolina
entrepreneur and investor Donald Thompson wrote in a 2020
article, “They’re worried that one wrong word will further
exasperate or alienate their employees, open them to criticism
from investors and friends, or be taken out of context by the

media.” These leaders realize that many employees are not



accustomed to talking about race, never mind taking action to
address race-based disparities. And they don’t want to alienate
those who do not support the increased focus on diversity and

inclusion!

3. REDI distance. Many leaders I interviewed recognized and
acknowledged they did not have experience interacting with
people who do not look like them. They also said that their well-
intentioned overtures had been received poorly by employees
from traditionally subordinated groups. These leaders want to
make a positive difference but don’t understand life experiences

that are dissimilar to their own and don’t know where to start.

If you want to overcome REDI Anxiety, you must understand how
your own personal experiences affect your REDI feelings today. Only

then will you be able to purposefully connect with and lead all your

employees, in their many variations.

Inclusive Leaders Need a REDI Mindset
Andrés Tapia and Alina Polonskaia at Korn Ferry have defined the

traits (personal characteristics) and competencies (actions)_of inclusive

leaders. The inclusive traits in their model are authenticity, emotional
resilience, self-assurance, inquisitiveness, and flexibility. The
behavioral competencies that leaders should master are building
interpersonal trust, integrating diverse perspectives, optimizing
talent, applying an adaptive mindset, and achieving transformation.
The authors also argue that biography matters. They believe that each

leader (and each employee) interprets their current experience based



on their past experiences and socialization. Leaders whose social
experiences have been diverse are more likely to see the world from a
variety of perspectives and to effectively lead others who do not look
like them or who have had different experiences than theirs.
Conversely, those who lack that breadth of human experience must
put in extra effort to effectively lead a diverse team.

Dr. Carol Dweck made a seminal contribution to the study of

human motivation through her research-based concept of “growth

mindset.” People who have a growth mindset believe that, through
dedication and hard work, they can develop the capabilities they need
to accomplish any goal. Dweck said they “worry less about looking
smart and... put more energy into learning.” In subsequent research,
Dweck and her team determined that, even if not born with it, one

can cultivate a growth mindset to generate “novel solutions to new

and old problems.” Growth mindset encourages problem solvers to
“draw connections” across unfamiliar ideas.

A growth mindset is likely an advantage for solving any business
problem and, since it can be cultivated, might be particularly useful
for building inclusive leadership behaviors. A “REDI Mindset” would
require one more element, in addition to curiosity and connection.
That element is comfort—a willingness to relax and create ease when
thinking about and interacting with people whose experiences vary
from your own.

When that leader at the dinner table recoiled in reaction to my
small talk, I instantly inferred that she did not have a REDI Mindset.
She wasn’t curious, seemed to be avoiding connection, and appeared
uncomfortable. I wondered how I could have a successful career in an

organization whose leader was so uncomfortable in my presence.



We judge a person to be consciously biased when their actions and
speech indicate disdain or dislike for another person based on human
characteristics including race, gender, and physical or neurological
capabilities, for example. We might call such a person racist, sexist, or
ableist.

I do not think the leader who recoiled from me was consciously
biased. Rather, her reaction seemed unconscious and automatic.
Remember, this is a woman I mostly admire and who most would
agree is decent and honorable. I am sure she was oblivious to the
emotional hurt I felt from that interaction and probably does not
remember it. That is because the culprit that caused her to recoil is

most likely implicit (unconscious), interpersonal bias.



A REDI Mindset uses curiosity,
connection, and comfort to
power understanding of people
whose lived experiences vary
from your own.



Implicit (or Unconscious) Bias

Over time, like the psychologist I am, I began to think of my life in
two phases: the pre-Us phase and the US phase. In the pre-Us phase, I
worked hard and went above and beyond, and those behaviors were
judged to be successful. In the US phase, I learned that working hard
and going above and beyond are not necessarily enough. And I
learned that sometimes, though eminently prepared, I must gird
myself with extra layers of psychological armor to survive challenges
that seem at their core to be asking, “Why are you here?”

Yale psychologist Dr. John Dovidio “wrote the book” on how
implicit bias affects thinking, feeling, and responding to others,
depending on their membership in the same social group. His
research shows that contemporary racism is subtle, often
unintentional, and unconscious, and that its perpetrators believe they
are not prejudiced. This is called “aversive racism.” Aversive racists do
not discriminate directly or openly. They act in ways that can be
justified on some other basis but, nevertheless, discriminate against
the target group. Aversive racists tend to perceive the same behaviors
or events, even events that are clearly discriminatory, differently than
those in the subordinate group who are victims of the discrimination.
They also tend to have anxiety around people of color, which is
revealed by avoidance and social awkwardness.

This combination of avoidance and social awkwardness is the
hallmark of many workplace interactions between leaders and
employees of color. This is the REDI Anxiety leaders must overcome.
Remember that REDI is a respect-first model. For people of color,

sometimes REDI Anxiety shows up in a form that looks like disrespect.



The implicit bias being discussed here is pervasive in one-to-one
and group workplace interactions; it is an interpersonal bias.

Phil Dixon has studied both human behavior in organizations and
neuroscience for decades and is the author of the book Bias, Racism,
and the Brain, coauthored with Jason Greer. In interviews with me,
Phil explained that the brain has two parts, the emotional part, which
is on constant alert, and the logical part, which is also ready to

respond, but more slowly. Sometimes, when the emotional part

perceives a threat, it shuts down the logical part and acts
independently. This emotional part of the brain that reduces logical
thinking is “driven by biases, habits, and patterns, does not like to
change, often behaves irrationally, and is subject to all sorts of other
nonconscious influences.” (The use here of the term “ronconscious”
is intentional. This is Phil’s preference, and it means the same as
“unconscious,” which I use elsewhere.)These forces give rise to
responses that suggest implicit bias is driving the visible behavior.
The CEO I mentioned previously was likely unaware of both the
thoughts that preceded her action and the action itself. This is what
implicit or unconscious bias is all about. The science regarding

unconscious bias indicates the following:

« Experiences matter. All our experiences—long past, recent past,

and present—influence what we believe (and how we act) today.

« We learn through relationships. The opinions and behavior we have
observed from people around us, especially in the formative stages

of our lives, influence our beliefs (and actions) today.



- Some of what we believe and do is implicit (unconscious). We do not
control everything about our behavior, and sometimes we do not
realize what we have done. This is how an employee from a
subordinated group might be offended by a leader’s actions, while
the leader might be unaware they have done something offensive.
The CEO’s reaction to me during dinner is most likely in that
category—implicit, insignificant, and forgettable to her, but

explicit, highly resonant, and unforgettable to me.

- We are less attuned to the invisible than to the visible dimensions of
expression. Our thoughts and feelings are (mostly) invisible to
others, while our speech and actions are visible. We like to think
that by controlling our speech and actions we control the
messages we deliver. However, implicit bias research shows that
we also communicate thoughts and feelings of which we are

unaware.

+ People make judgments about each other. During interactions, we
judge one another based not only on what we say or do but also on

what we infer, which is based on our own lived experiences.

« An observer’s perceptions are out of our control. What we say or do

may not match what others perceive.

- Leaders have an extra burden to anticipate perceptions. For leaders,
not only do intentions matter, but how communication (verbal and

nonverbal) is perceived and interpreted by observers is also critical.



- Employees are the key observers of leaders. I like to say that leaders
have a bullseye in the middle of their foreheads. Employees
constantly watch everything leaders say and do and constantly
interpret both verbal and nonverbal cues to “read the wind” and
predict how they will be affected by the leader. Employees also
look for clues about how they will be affected by a leader’s REDI

Mindset (or lack thereof).

Unconscious (and Conscious) Bias Matters,
Especially for Leaders

Unconscious bias serves a purpose. Phil Dixon says that if the brain
had to consciously process each of the eleven million bits of
information it encounters each second, we would become paralyzed.
These biases and habits are “the brain’s way of not having to
consciously think about everything all the time... and are useful
shortcuts that become entrenched.” Harvard researcher Iris Bohnet
puts it this way: “Our minds are stubborn beasts. It’s very hard to
eliminate our biases...” Black and White people are biased; each of us
has a fallible brain. We are all biased because we are humans with

human brains. It’s as simple as that.

How unconscious bias plays out
When [ moved to the Us, I was twenty years old, a fully formed young

woman. [ had come from a place where a lot of people looked like me,
and those people were always pushing me forward, expecting the
excellence that I delivered. Their emotional support enabled me to



move freely, not only in that country but also when I traveled beyond
its borders.

When I started living in the Us, I realized that some people were

not seeing “Gena,” they were seeing an avatar called “Black Woman,”
and they wanted me to fit into that box. Many told me, through their
reactions, that they expected me to have low expectations for myself
and that their expectations for me were even lower. Many treated me
as if they believed I was not as smart or as capable as I am. And it
seemed that I was often invisible; people would look through me, ask
me to repeat my clearly stated observations, and ask me to justify my
presence, especially in business situations.

Hardly a week goes by in which a White person does not relate to
me in a way that seems to be asking, “Why are you here?” Just this
year I attended a Zoom meeting with a peer group of businesswomen.
After the plenary session, we were split into breakout rooms. As soon
as I arrived at my assigned room, a White woman said, “I think you
are in the wrong room!” Without giving me a chance to respond, she
continued, “I am contacting the meeting leader to make sure you are
in the right place.” And off she went, typing furiously into her cell
phone, so she could confirm her belief that I was “out of place.” She
held up the entire meeting to do this. Meanwhile, I was so shocked
that I was (uncharacteristically) speechless. About ten minutes later
she announced, “It’s okay. I was wrong. Youre good! Sorry.” This
woman did not realize she had embarrassed me in front of my peers,
most of whom were meeting me for the first time. This felt like
unconscious bias, like a not-so-subtle act of exclusion. Sometimes, as
social anthropologist Dr. Veronica Escalante would say, we are seeing

others through “purple lenses™ that discolor what we “see.”




A Word about Intentional, Conscious Bias

The main reason a book like mine is necessary is that many White
Americans seem very uncomfortable interacting with people of color,
even in the workplace and when they are responsible for leading us.
We walk into a space and almost immediately observe weird
nonverbal behaviors from those in the dominant group. Someone
might single us out unnecessarily for being in the “wrong” space, for
our hair, or for some other random thing that has caught their
attention, even when we enter corporate spaces with friendly smiles
and normative attire. And we have all seen many examples of overt
bias in the media. It is bias when someone calls the police on a Black
birdwatcher, on a group of Black people grilling in a park, or on a
couple of Black men who want to use a café restroom. Those are acts
of conscious, not unconscious, bias. And each experience shakes us to

the core.

Systemic Bias: Even More Impactful Than
Interpersonal Bias

Interpersonal bias and systemic bias, though inextricable, are not the
same thing,

According to the National Museum of African American History
and Culture, systemic racism “is the overarching system of racial bias
across institutions and society. These systems give privileges to
White people resulting in disadvantages to people of color.” The
definition ends by providing a most obviously egregious example of
systemic bias: the stereotypical depiction of people of color as

criminals in mainstream movies and media.



Systemic bias, also called structural bias or structural racism, is
even more pervasive, impactful, and misunderstood than implicit and
interpersonal bias. Sometimes it operates right under our noses
outside the awareness of those who perpetuate it or have the power to
change it.

Researchers Drs. Julian Rucker and Jennifer Richeson explain that
systemic bias/racism is “critical to preserving perceptions of societal

fairness, despite the presence of group-based inequality.” In other

words, demeaning racial stereotypes, though damaging to those
targeted, ease the discomfort that might otherwise arise if people
were to honestly reflect on the fairness of the structures that create
disparate outcomes. These researchers also conclude that many
Americans, especially White Americans, do not understand the role
of systemic racism because they are exposed to more miseducation
than accurate information about systemic bias and its impacts. The

recent high-volume debate about Critical Race Theory is a case in

point. This miseducation, Rucker and Richeson explain, is why some
Americans tolerate “stark levels of racial inequity” while
simultaneously professing good intentions.

Pew Research data consistently shows that Black Americans view
systemic bias as the primary impediment to our progress, while

White Americans focus more on interpersonal bias. Rucker and

Richeson point out that it is only when White Americans understand
the realities of systemic racism that they begin to perceive social
inequality “in a way that is similar to Black Americans’ views.”

These are some of the reasons why I advise leaders to focus more
effort on understanding and addressing systemic manifestations of bias

in the workplace than on interpersonal, implicit bias. Systemic bias



affects all people in the system (in the organization), and its effects,
though persistent, may not be readily observed or redressed.
Although it is vital to address both interpersonal and systemic bias in
organizations, focusing on the systemic bias will have a faster and
more scalable impact on disparate outcomes than focusing on

interpersonal bias.



Although it is vital to address
both interpersonal and systemic
bias in organizations, focusing
on the systemic bias will have a

tfaster and more scalable impact.



Examples of systemic bias in the workplace
A leader once told me I was not selected for a promotion because it

9

was not “my turn.” I had earned consistently stellar performance
reviews, but the leader’s decisions about my promotion seemed to be
influenced by factors other than my actual performance. Apparently,
the performance of the fellow who got the job wasn’t a deciding factor
either; his peer group regarded him as a slacker! Time in the
organization was more highly valued than performance, so the slacker
got the job. This decision was mundane systemic bias. If the only
people who get promotions are those who have been with an
organization for an undefined “x” number of years, high-level jobs
will always and only get filled by “insiders.” And if the insiders are all
from one social group, those who are newer to the organization, the
outsiders, will never get promoted.

You might think that this kind of selection bias could not happen
in your organization because you base your promotion decisions on
managers’ performance ratings. However, research clearly shows that
performance ratings can be unreliable. They tell you more about the
rater’s perceptions of the ratee than about the ratee’s actual performance.
Organizational psychologist Dr. Kathlyn Wilson is senior lecturer in
Human Resources Management and Organizational Behavior at the
University of Hertfordshire Business School in the UK. In a 2021
interview, she shared her research that performance raters apply
unique mental models when rating people from a race or ethnic group
other than their own. Furthermore, when Wilson examined her study
participants’ responses, she found they often justified their ratings

based on factors that had nothing to do with the organization’s



performance criteria!l In other words, raters are not necessarily
objective when providing performance ratings. These “idiosyncratic
rater effects” are one of the primary reasons consulting firm Deloitte

completely redesigned its performance management system years

ago. And yet, performance ratings are held up in many organizations
to justify disparate talent outcomes. The outcomes are often disparate
because the tools and processes are biased!

Talent decision making is highly susceptible to systemic bias.
However, if you understand how systemic bias works, you can
counter its effects in talent and other managerial decision processes,
including the criteria used for promotions and access to high-level
leadership roles. You can impact these systems by requiring your HR
staff to examine the validity of their performance appraisal system to
understand if it functions fairly or inadvertently adds bias to the

process.

What Can You Do?

Your efforts to build an inclusive organization will be influenced by

both conscious and unconscious factors. You may be able to voice the
conscious, rational, and logical drivers, but can you verbalize the
unconscious, emotional drivers of your feelings and actions?

If you want to make even a dent in the REDI challenge, I encourage
you to follow the five-step REDI Action model to process your feelings

in preparation for action:

1. Understand what you believe about REDI.

2. Face your REDI Anxieties.



3. Connect with people you currently do not understand.

4. Build your personal Get REDI plan.

5. Model the REDI way like the organization’s primary change agent

(which is what you are)!

Awareness of your unconscious biases will help you surface the
feelings and behaviors that might unintentionally derail your REDI
efforts. You will then be more effective in building and leading an
inclusive organizational culture imbued with an emotionally informed
perspective to REDI leadership. Author and behavioral scientist Matt
Wallaert puts it this way: “Leaders sometimes inadvertently reveal
that ‘I don’t really want to hear it> when it comes to race and gender
issues. They promote inhibiting pressures, which make the change
behaviors less likely. What a leader really needs to do in a situation
that requires change is set up promoting pressures—pressures that
make the new behaviors more likely. Leaders must make sure they are
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not doing the opposite of what they say they want to do

Step #1: Understand what you believe about REDI
Dr. W. Brad Johnson is professor of psychology in the department of

Leadership, Ethics, and Law at the United States Naval Academy and
a faculty associate in the Graduate School of Education at Johns
Hopkins University. He believes that “CEOs must articulate why REDI
work is important on a personal level before they attempt to
implement an enterprise-wide inclusion strategy. Leaders must be

able to communicate, “What is your personal connection to inclusion

and diversity? Why does this matter to you personally?””



The REDI Skin in the Game Warm-Up that follows will help you
think through what you believe about REDI and why you believe it.
These exercises explore some of your conscious and unconscious
beliefs about understanding, interacting with, and supporting people
of color, including Black Americans.

If you hold a senior leadership role, your feelings and beliefs will
affect the entire organization. If your feelings and beliefs naturally
support REDI work, that is great. If your feeling and beliefs lead to
only partial support or if, in your heart, you do not support this work
at all, you will have difficulty leading REDI strategically because you
will not be able to explain your “why” to employees. If your direct
reports detect even a whiff of your resistance, they will constrain their
own change efforts. If employees, potential employees, or other
business partners sense your resistance, their trust in your
organization might be reduced. Candidates from the full spectrum of
human life will not be attracted to your organization, nor will they
stay in it, if they question your commitment to REDI work.

Your beliefs and feelings may be more visible than you realize. Are
they enhancing or hindering your inclusive leadership? Are you ready

to lead the building of an inclusive culture for your organization?

REDI Skin in the Game Warm-Up

Conscious beliefs exploration: These questions explore your
involvement in, and beliefs about, experiences and social and
economic circumstances in which races tend to be segregated in the
US. These questions are meant to encourage introspection, so there
are no right or wrong answers. Answer “Yes” or “No” by writing Y or

N in the column to the right of the questions.



Conscious beliefs and experiences

Y orN

| regularly interacted with people of other races
than mine in my high school education, other
than when they provided services to me or my
family.

| regularly interacted with people of other races
than mine in my post-high school education
(college, etc.), other than when they provided
services to me or my family.

| regularly interacted with people of other races
than mine in jobs | have held before my current
role.

| have a sense of what it feels like, in the US, to
be a person whose race is other than my own.

| understand there are often disparities in access
to education, healthcare, and housing in the US
based on race/ethnicity.

| understand there are often disparities in access
to employment opportunities in the US based on
race/ethnicity.

Currently, | regularly interact with people of
other races than mine at work.

Currently, | regularly interact with people of
other races than mine outside work.

| know what it feels like to be an employee at this
company.




Conscious beliefs and experiences Y orN

| know what it feels like to be an employee from
a traditionally underrepresented group at this
company.

| believe that since | am the CEO, a C-suite
member, a board director, or another leader at
this company, | have a special responsibility for
leading REDI issues here.

| am ready to play my part in taking ownership of
REDI issues in this company.

What do you think? Do your responses to these questions suggest
that you are familiar and comfortable with the experiences of people
who do not look like you?

Unconscious beliefs exploration: Now it’s time to explore the
unconscious aspects of your feelings and actions. Be candid with
yourself. Again, there are no right or wrong answers, and your
responses are just for your own use.

Recall a scenario in a business situation where you acted out an
unconscious bias. Perhaps you avoided eye contact with a person of
color or turned your body to eliminate any potential contact between
you and that person. Perhaps you said something that assumed facts
about an employee’s cultural background, economic status, or
education level based on their appearance, without knowing the
reality of it. Perhaps you excluded a person from a business event
where their job and expertise should have been represented because

you felt awkward in their presence due to their race or ethnicity.



Remember, the action was unconscious, so you may have to dig deep

to recognize it. Once you have, answer the following;:
« Why did you do what you did?
« Do you think the person noticed what you did?
- If the person did notice, how do you think they fel?

- How do you think that exclusion influenced that person’s feelings

about you?

- How do you think that exclusion influenced that person’s feelings

about their job?

- How do you think that experience influenced that person’s feelings

about working at your company?

- How do you think that exclusion affected that person’s effectiveness

in doing their job?

- What different outcome might you seek the next time you find

yourself in a similar situation at work?

- What could you do differently, to get a positive outcome for you and

the other person, next time you find yourself in a similar situation?

Now, considering your responses to the questions in both the

conscious and unconscious beliefs sections of the REDI Skin in the

Game Warm-Up, are you REDI, or are you feeling some REDI Anxiety?



Note: The REDI Skin in the Game Warm-Up is also available for

download at leadinginclusion.com.

Step #2: Face your REDI Anxieties

If you experience REDI Anxiety, you are not alone. Most of the C-
suite executives I interviewed were brutally honest, admitting that
they have some anxiety about wading into REDI work. Below is a
summary of the most common anxiety themes from those

conversations.

Fluctuating emotions (confidence and anxiety). You vacillate between
optimism and moments of self-doubt. You want to create something
sustainable but hesitate because you are unsure what the right thing is.
You worry your actions will not resonate with employees and fear
alienating some employees. You worry about backlash and feel like

you’re damned if you do, damned if you don’t.

Varied and unknown employee expectations. Most employees expect
progress, but everybody has a different definition of the content and
pace of that progress. Sometimes employees evaluate progress not
only on what is happening within your company, but compared to

what their friends are experiencing at other companies.

Communicating the new(er) culture of inclusion. You know that your
company has some catching up to do regarding REDI work. Yet, you
need to hire new people even though the new inclusive culture is still
a work in process. You don’t want to seem hypocritical, nor do you
want to give an unrealistic job preview, pretending that all is well. You

want new leaders you hire to start from day one with a clear
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understanding of your inclusion expectations so their behavior can

model the new way.

Cascading REDI expectations. You want all leaders and managers to
understand your inclusion goals, but getting the message down into

the organization is neither easy nor quick.

Guilt about past actions. You worry that things you or other leaders
have done might not have been inclusive, but you are unsure what to

do to remedy that so you and your employees can move forward.

So, what can a leader do? You can either freeze under the burden
of these anxieties, or you can use them to spur yourself to action.
Freezing is not an option. Steps 3 to S in the REDI Action model will
provide more guidance, but you should constantly seek to understand
all employees’ perspectives. Employees don’t expect you to be perfect
when it comes to REDI; rather, they are impressed with leader
honesty and vulnerability about the things you are still learning that
will make you a better leader. You might also seek the guidance of a
professional inclusion strategist or coach to process your feelings and
derive meaningful actions for moving forward. You need to face these

REDI Anxieties to overcome them.

Step #3: Connect with people you currently do not

understand
When employees feel connected to their managers and to the

organization, they are more engaged and inspired at work. That is

why you must find ways to connect with employees. Do all you can to



understand the experience of employees who have been traditionally
subordinated.

There are many ways you can connect with and learn from a wide
range of people. Some of the actions listed below will seem obvious,
but keep in mind that a leader’s actions have direct and outsized
influence on employee experience. In getting back to basics, you can

connect with employees on a deeper level.

Reduce social distance to build empathy. As Dr. Tiffany Jana notes, the
lack of proximity between leaders and those whom you might think of
as “different” creates “a lack of empathy” The American
Psychological Association defines empathy as understanding a person
from their frame of reference rather than one’s own. There is a large
body of psychological science showing that empathy can overcome
prejudice. As futurist Sophie Wade points out, empathy helps create
connection and understanding _that drives business outcomes. There
are few substitutes for proximity when it comes to building empathy.
So, put yourself in places where people don’t look like you. Make sure
your recruiters and marketing team are sponsoring and participating
in professional events and organizations where they will encounter
diverse participants.

One of the paradoxical outcomes of slavery and Jim Crow is that,
out of necessity, Black Americans created parallel retail, educational,
financial, religious, and social organizations to get the resources and
services to which they were denied access in the broader community.
That is why we have Black hairdressers, colleges and universities,
sororities and fraternities, banks, and churches. Those institutions are
usually “safe spaces” for Black people, although, in 2022, some of
them were targeted by bomb threats!



If you study these institutions, you will uncover the creativity,
intellect, and determination that are hallmarks of the communities
they serve. The students, clients, and customers of these
organizations could become employees, suppliers, and partners to
your organization if you get to know them and if they trust that your

REDI actions are sincere.

Build your connecting muscle. Approach connecting with unfamiliar
people with the same intentionality you use for other strategic
challenges. Alisa Cohn, author and executive coach to start-up
executives, acknowledges that this is not easy, but she says it is
doable. The key, she recommends, is to realize that the person on the
other end is likely as apprehensive as you, especially since you likely
have more traditional power than they. She advises that you recognize
when your own emotions are getting in the way, but power through
anyway. Once you make the first step, subsequent steps will be easier.

Since it might take a minute to warm up the conversation, have
two or three questions in your back pocket to start. You might think
that asking questions makes others perceive you as lacking knowledge
and less competent than you are. However, the opposite is true.
Research indicates that leaders gain, rather than lose, relationship-
building credibility when they ask questions!

Alisa suggests that even if the conversation loses steam, you
haven’t lost anything; rather, you’ve built your muscle for approaching
strangers in the future. Tune in to that feeling of concern or
squeamishness in your stomach, throat, or chest, she recommends,
and ask yourself, “What am [ afraid of? What is this feeling telling
me?” Since you are likely afraid of being judged, Alisa advises
unpacking those feelings and practicing new behaviors. She says you



can tell that little voice inside of you, “Yeah, I'm glad you’re here.
Come with me. We’re going on a journey that will make our lives
richer.” As you can tell, she believes that optimism and goodwill are
key.

Alisa is right! Researchers have recently discovered that

conversations between strangers can be highly satisfying, The

counterintuitive secret to positive outcomes is to have deep, rather
than shallow, conversations! So, stay away from “Where did you grow
up?” kinds of questions, and aim higher, with questions like, “What is
something for which you are grateful?” These are the kinds of

questions that will create more satisfying connections with strangers.

Connect and listen. Board member, investor, REDI leader, and general
counsel Tricia Montalvo Timm says that in her experience, when
leaders hear the stories of their colleagues of color first-hand, they are
transformed. Once you start listening and learning, you will want to
act. Tricia says three simple words, “Tell me more,” can initiate a
powerful dialogue, revealing systemic patterns in your organization

you had not previously noticed.

Intentionally build bridging capital. I mentioned Dorie Clark previously
when talking about her long-game perspective regarding meaningful
transformation. Dorie is also expert at helping others connect. In an
interview with me, she offered this advice: “|Dr.] Robert Putnam’s
concepts of bonding capital and bridging capital are useful for thinking
about this. Bonding social capital develops within a group or
community, whereas bridging social capital is formed between social
groups (for example, social class, race, religion, etc.). To have a

successful professional or personal network, you need both kinds of



capital. Of course, it’s much easier to build bonding capital than
bridging capital, but the payoff for building both is significant!” Dorie
acknowledges it’s reasonable to assume we don’t have things in
common with people who look different from us. Nevertheless, she
says, “If we put in a little effort, we can find the commonalities, even
if we have to dig for them.” Those commonalities will drive both

connection and empathy.

Dine together. Consider starting with one of the simplest yet most
effective things you can do—share a meal (or many) with your
colleagues. Author and entrepreneur Chris Schembra believes that
gratitude is the foundation for all strong_ connections and

relationships. Chris founded the organization 7:47 to help leaders
facilitate connections with and between their employees through in-
person and virtual dining experiences that are focused on gratitude.
At each event, each participant is asked, “If you could give credit or
thanks to one person in your life whom you don’t give enough credit
or thanks to, who would that be?” People ponder this question while
eating, and participants become more empathetic and trusting of each
other. Empathy can help employees feel seen. As Chris put it, “If
leaders just create the space to listen to the needs of the people they

serve, they will retain their top talent and attract even more.”

Play together. Simple tools like card games can be useful for getting
people together to talk about REDI issues. Games like #CultureTags by
Eunique Jones Gibson, So Cards by Miguel Luis, and Over Coffee by
Gena Scurry can be useful conversation starters. Once you get
warmed up, the conversations can become less structured and more

organic.



Use employee opinion surveys. Although the intimate connections
recommended above are crucial, you also need scalable solutions for
learning about employee experiences. Employee opinion surveys are
among the most effective and efficient tools at your disposal. They can
help reduce the risk of faulty decision making caused by over-relying
on the opinions of just your inner circle or the loudest voices in the
room.

If you decide to use surveys in your REDI journey, remember these
four rules. Only do so if you (1) are prepared to hear the answers, (2)
are prepared to act on the employee feedback, (3) are willing to share
the results of the survey with the employees who provided the
feedback, and (4) will survey employees regularly and not just as a
one-shot activity.

Note: Employee opinion surveys are covered in greater detail in
Chapter 10.

Step #4: Build your personal Get ReDI plan
Now that you have done some self-reflection and explored potential

ways to connect with people you want to know better, this is a good
time to start thinking about how you will use your new perspective to
steer the larger organization. You need a plan, a Get REDI plan. It’s a
preliminary personal strategy that will inform your eventual REDI

organizational strategy. Here are a few prompts to help with this step.

Create a personal REDI advisory team. This is not a process-oriented
working group; rather, the main purpose is for the members to give
you the ideas, perspectives, and feedback you might not get from your
usual inner circle. Some of their insights may come from data, but



many will come from life experience. You need both. The members
don’t have to come together in caucus; you can work with them
individually or in small groups. But this is the group with which you
will share your REDI goals, fears, and concerns. Ideally some of these
individuals will come from outside your core leadership team. Try to
include employees from levels and parts of the organization with
which you typically have little contact. You might even include a few

people from outside the organization.

Recruit reverse mentors. Regularly interact with and learn from
younger employees across the spectrum of human variation. Engage
them as reverse mentors with whom you check in periodically to get
the pulse of the organization.

Educate yourself about the demographic characteristics of your
workforce. Examine employees’ opinions by race, ethnicity, gender,
LGBTQ* status, ability, and any other dimensions of variation that
matter in your organization. Further, examine the data by location,
leader, job level, category, and other ways in which employees are
segmented in your business. If yours is a global organization, ensure
that you receive data broken out by countries/regions, in ways that
are culturally meaningful in those locations. For example, in the US
we typically use the Us Census race designations, plus ethnicity. In

the UK, race and ethnicity groupings are more complex—and

contentious. Use the groupings that are appropriate for the part of the

world in which you are doing business. Do not try to use US

classifications or interpretations in other parts of the world.



Consume varied media. Add new content sources to your regular
reading/listening list. Read online newsletters and newspapers or
listen to podcasts and the like that provide a balanced perspective on

social issues.

Continue your self-education. Visit a school in a neighborhood far away
from your own, visit a Historically Black College or University
(HBCU), or visit a church from a denomination other than your own,
to learn more about these institutions and the essential role they have
played in the development of Black excellence for more than a

century.

Give face time to a greater variety of leaders. Schedule employees
other than “the usual suspects” as speakers when you conduct all-
hands or other employee events. Let employees see your talent bench
so they understand that yours is not the only perspective influencing

how the organization functions.

Prepare to answer the key REDI question. Giving yourself time to
process your beliefs about REDI work is important. The most
important thing is to make sure your personal beliefs do not
intentionally or inadvertently derail the work. So, please take the time
to answer this question: What words would you use to explain to an
employee why you believe the organization should start or expand its
REDI work?



Employees do not expect you to
be perfect when it comes to
REDI. Vulnerability can work to

your advantage.



Step #5: Model the REDI way like the organization’s primary

change agent

Lawrence Hamilton is a former CHRO of Tech Data Corporation who
advises executive teams about leadership strategy. He tells his clients
that the most important way to make REDI real is to model the way.
“Say what you mean, mean what you say, and consistently reinforce it
by modeling the behavior or the outputs you want from other
leaders,” Lawrence advises.

Author and organizational consultant Ron Carucci says that
nowadays leaders are being held to a higher standard of integrity than
before. He noted that leadership honesty is being evaluated against
three criteria: (1) Are you saying the right thing respectfully and
directly (purpose)? (2) Are you doing the right and fair thing (justice)?
and (3) Are you saying the right thing for the right reason (truth)?
Employees and other stakeholders will test everything you do against
this standard.

Your Get REDI prework will help you meet these standards,
because if you know what you believe, you will be able to effectively
model the way. And you will enhance your credibility with employees
by incorporating purpose, justice, and truth into your REDI journey.

One note of caution: Driving change is not about driving people.
As engineer-turned-change-evangelist April K. Mills would say,
driving change requires you to “look for opportunities to influence
the change, first by example and then by removing the obstacles that
block others from also choosing the change.” Driving change requires
you to be ahead of those you lead. Your persistence in modeling the

way is what will cause other leaders and managers to emulate the



changes you are modeling! And that is how employees will see and

feel the change.

EXECUTIVE SUMMARY

+ Despite good intentions, some executives’ REDI work may be
hindered by implicit (unconscious) bias and by REDI

anxieties.

o Leaders must recognize and fix their own implicit biases.
However, REDI leadership success will depend more on

addressing systemic bias in organizations than fixing

individual employees’ unconscious biases.

o Leaders who want to lead REDI strategy must intentionally

learn about and connect with a wide range of employees.

o Use the five-step REDI Action model as a framework to

prepare for modeling the way toward an inclusive

organization.

« The essential executive mindset for driving REDI change is
knowing your “why,” and the essential behavior is modeling

the way.

REDI QUESTIONS



How comfortable are you interacting with people who do not
look like you? What can you do to enhance that comfort level?
How can you set the expectation for employees in your
company, especially those who manage others, that normal
human variations such as race and ethnicity should not be used
against candidates and employees? What is your organization
doing to ensure the validity of the criteria your managers and
HR professionals use to make talent decisions? What do you

need to learn to enhance your impact as a change agent?



S

The Truth about Working in
Your Organization

The language of business is not the language of the soul or the
language of humanity. It's a language of indifference; it's a language of
separation, of secrecy, of hierarchy.

DAME ANITA RODDICK, in The Corporation by Joel Bakan

Y SECRET POWER is my ability to observe, under- stand, and
influence individual and group human behavior in
organizations. I identify what is work- ing well and what is

not, optimize and scale the good things, and minimize and eventually
eliminate the less helpful ones. As an industrial/organizational
psychologist and executive coach, my natural habitat is the workplace.
However, over my corporate life, two realities were constant
frustrations. First, my executive clients seldom knew what was really
going on in their organizations when it came to the human

experience. Second, as I was dispensing advice based on years of



education, experience, and applied research, I was usually having a
poor experience myself. I had become adept at poker-facing my way
through a series of disappointing jobs and had resigned myself to the
idea that this is just how corporate life is: a bad deal that one tolerated.
I seldom revealed my personal disappointments to my leaders,
though, and I never let my clients know that I was experiencing many
of the poor leadership behaviors that I was asking them to fix!

Those insights are why I confidently recommend that after the
mindset check of the previous chapter, the next thing is getting a
handle on what is really going on in your company. You probably do

not know!

The Executive “Bubble” Is Soundproof

It is a truth, regularly discussed among employees, that the higher
leaders are in organizations, the fewer details people share with you
about what is happening below you. Management literature is replete
with situations where critical information does not make it to the top
of the organization in time to prevent a disaster. Similarly, the
experience of employees from disadvantaged groups is getting
attention for the first time, even though the sad realities were there all
along. Was no one reporting them to top leaders? Had top leaders not
created space for employees to tell these stories? Or had the leaders
just not been listening when employees were trying to tell these
stories?

I have worked with CEOs of some of the largest companies in the
Us and Canada. When I first began this work, I was surprised that,
although executives wanted me in the room because of my technical

expertise in organizational behavior, they were more excited when I



shared stories from my conversations with people at other levels in
the company or leaders in other companies. My clients loved those
“not-available-elsewhere” insights because many CEOs live in a
bubble, starving for insights about the goings-on below them.
Sometimes it is easier to find out what is happening in your own
company from external sources! Direct reports tend to parse and filter
what they share for a variety of reasons. Sometimes they fear
delivering bad news, or fear that what they share will make them look
bad. Sometimes they are underinformed about what is happening in
“their” part of the business, and about the issue at hand. The solution

to this is partly within top leaders’ control.

Psychological Safety and Good Ears

The higher you are in an organizational hierarchy, the harder you
must work to encourage colleagues to tell you what is really
happening below you. It isn’t easy for employees to speak truth to
power, so you must consistently and intentionally create conditions
that will help employees speak up. Psychologist Amy Edmondson
calls this “psychological safety”: the confidence that candor and

vulnerability are welcome. Psychological safety also means that when

colleagues speak up, they should not have to worry about getting a
negative response from you.

If psychological safety is present, the next critical precondition for
getting “the scoop” is that you listen more than you tell. This is never
easy, but when employees have a lot they want to say, the best thing
to do is give them the microphone. According to recent research,

corporations are starting to prioritize effective listening and other

“social skills” more than ever when searching for new top executives.



Gorillas, Elephants, and Sieves!

Why else do executives miss out on the full story? In 1999, Dr. Daniel
Simons ran a series of selective attention experiments in his
experimental psychology lab. In the most famous of these, “Gorillas
in Our Midst,” Simons asked volunteers to count the number of times
the people in a pre-recorded video threw a basketball to each other.
Most study participants were so focused on counting the basketball
passes that they did not notice the human in a gorilla suit who walked
through the recorded scene! That research shows that “we think we
see ourselves and the world as they really are, but we’re actually

missing_a whole lot.” Human perception can be inaccurate; we

humans are often wunaware of our misperceptions because, like
implicit bias, our misperceptions are often unconscious. Make sure that
your perceptions of employee experience are aligned with employees’
realities!

Your understanding may also be obscured when others in the
organization agree not to talk about what is really happening. In his
book Rising to Power, Ron Carucci discusses the concept of mokita,

from the Kilivila language of Papua New Guinea. The word means

something like “the truth we all know, but agree not to talk about,”
and it is akin to the American concept of “the elephant in the room.”
Unlike the invisible gorilla, the elephant in the room is about conscious
decisions to avoid issues the group members perceive to be a
psychological threat.

[ was once part of a group where one highly energetic (and
impulsive) person dominated each meeting by spouting ideas in rapid

succession, leaving no room for others to have their say. The team



leader would smile while this person spoke but never intervened. The
result is that me and my eye-rolling colleagues believed he cared more
about the inconsiderate bully’s ideas than about ours. The elephant in
the room was, “Why doesn’t the leader shut this down and stop
wasting our time?” No one ever told him he was losing his team’s
confidence, one overbearing meeting at a time. Be sure to make space
for various perspectives so you can avoid repeating ineffective
behaviors.

Additionally, colleagues may only tell you what they think you
want you to hear. Another concept Ron and I discussed was “sifted
data.” Data are “sifted” when your advisors don’t tell you “the whole
story,” leaving you with a distorted view of organizational reality. The
story I shared in Chapter 3 about the CHRO who hid some employee
survey insights from the CEO is an example of the sifted data
phenomenon.

“Gorillas, elephants, and sieves” are cautions for any leader,
particularly with REDI. After all, your typical day-to-day experiences
likely differ from those of your employees, customers, and suppliers.
Add to that the fact that employees may avoid telling you the truth or
might tell you only what that they think you want to hear. And to top
it off, because you are human, you might misperceive some things and
fail to perceive others!

You can overcome these barriers by making it okay to speak up, by
listening more than you tell, by asking incisive questions, and by
making sure you get data from a variety of sources and do not over-

rely on your inner circle.

Effective Leadership Is Not “Soft”




Many executives have the unfortunate habit of using the term “soft
skills” when discussing the human experience in the workplace. I
wish that term could be banned. “Soft” in this context implies that
the human experience is less important than other core business
concerns (hard skills). But what could be more core to business
success than the experience of the employees who devise, create,
market, sell, and deliver the company’s products and services? Isn’t
the human experience the key ingredient in the recipe that defines the
enterprise’s secret sauce?

This unfortunate hierarchy, in which the human experience is
ranked lower than other aspects of the work, may begin as early as

when leaders get their college educations. US employers say that

business students are not well versed in the interpersonal aspects of
leadership, partially because “soft skills,” though emphasized in liberal
arts education, are underemphasized in business schools.

Dr. Thomas Kolditz and his colleagues at the Doerr Institute for
New Leaders at Rice University concluded that the traditional model
of leadership development promulgated by the nation’s top business
schools focuses on gaining knowledge and getting a degree but not

enough on “how to become a certain kind of person.” The kind of

person he means is a purpose-driven leader who “never sees other
people as merely an expedient means to one’s own career success and
who earns the trust and love of those they lead.” A leader like this
would not only have mastery of operational aspects of business but
also of leading the human experience. A leader with this balanced
perspective could drive innovation, customer experience, and REDI
leadership. In response, the Carnegie Foundation is implementing a

program to glevate leadership development across the nation.



It+’s Never Too Late to Address REDI

Framing the human experience at work as tangential to core business

concerns may partially explain why some executives dodge
conversations about race, ethnicity, gender, and other natural human
variation in the workplace. These topics were not new to the
executives I interviewed for this book, but all said they were more
confident dealing with other aspects of their business than with REDI.
Now that there is an increased expectation that they play a more
prominent REDI role, leaders said they had not been trained to think
of these issues as critical to their leadership effectiveness. No wonder
they are tentative!

Tim Ryan, PwC’s US chair and senior partner, offers the best
advice about this: “Don’t worry about saying the wrong thing... create
an environment where you can have these conversations... It’s okay

not to have a perfect story.”

Harvard Kennedy School lecturer in public policy Dr. Robert
Livingston writes that “racial discrimination is prevalent in the
workplace, and... organizations with strong commitments to diversity
are no less likely to discriminate.” And yet, he writes, “One senior
executive told me, “‘We don’t have any discriminatory policies in our
company.”” One of Livingston’s main points is that leaders may be out
of touch with the experiences of people from underrepresented
groups and those who are described as “different” within their
organizations and in the broader community. He noted that “too few
of us believe that our leaders provide the psychologically safe spaces
we would need to speak up.” These ideas are borne out in the research

nFormation published in 2022, showing that women of color are



yearning for a new kind of workplace, reimagined to support

authenticity and new forms of power.

Executives cannot avoid dealing directly with REDI as a core
leadership imperative. Black employees, and all employees who have
been subordinated, need your emotional support. They need to know
that you care about their day-to-day experiences at work and want
those experiences to be positive. Mr. Floyd’s death was an emotional
turning point, not just for Black America, but for all of America. As
businesswoman and chairwoman of Starbucks Corporation Mellody
Hobson says, this is “Civil Rights 3.0,” a new day in which “the
broader society is keeping score. There are consequences that exist

for not living up to those commitments.”



People of color have the same
brain, just in a more colortul
wrapper, and your organization
may be missing out on that
potential benefit!



What Is Your Organization’s Current State of REDI-
ness?

David Lancefield and I noted that three primary challenges persist
regarding the Black experience in corporate America. First,
historically and currently, Black Americans are called back for
interviews, and hired, at lower rates than other ethnic groups.
Second, Black Americans are also promoted at lower rates than other
race and ethnic groups. As a result, we are overrepresented in lower-
level jobs and underrepresented in white-collar and leadership roles.
Third, our day-to-day experiences at work are less positive than those
of people from other races and ethnic groups. This last challenge is
not a diversity issue; it is an issue of inclusion.

As business leaders begin to address REDI in the workplace, most
direct their human resources departments to hire more people of
color. However, since underrepresentation (diversity) and day-to-day
experience (inclusion) are distinct issues, solutions must also be
distinct. Your first remit as a senior leader is to clarify whether you
have a diversity issue, an inclusion issue, both issues, an equity issue,
or no issue at all. Let’s start by defining the potential clues as to which
challenge(s) might exist in your organization.

Diversity issue. You might have a diversity issue if the people of color

in your organization are
- underrepresented at the point of entry into the organization; or

- missing from the ranks of your direct or plus-one reports and from

the ranks of your professional analysts and advisors—in other



words, if you can do your job as a leader without regularly
interreacting with at least one person who is not from the reference
group (the group that is larger, has more power, etc.), your

organization probably lacks adequate diversity.
Inclusion issue. You might have an inclusion issue if

- you do not realize or believe that people of color have workplace
experiences that differ from those of the reference group (usually

White employees);

- you notice that the same people are mentioned for projects, and

their voices are heard the loudest;

« there are few to no people of color in your business development
and sales roles, roles that are external client-facing, or roles that
generate the bulk of the revenue for your business and, therefore,
have more influence in the organization—if that power is not

being shared with a diverse group of employees; or

- there are few to no people of color in the parts of your
organization that are empowered to create and enhance your
products, such as product innovation, product management, and
engineering. These are the roles that define the organization’s

future. Is that future being defined from only one perspective?

Diversity and inclusion issue. You might both have issues if any of the

following are true:



- People of color in your organization do not speak up when they are

invited to offer their opinions.

« You call people of color “minorities.” That word is offensive
because it explicitly defines one group as having power and the
other group as subordinate to that power. It also implies that
“minority” is a permanent state from which one cannot escape.
Consider replacing that word with one that accurately describes
the situation of the group to which you are referring, such as

“underrepresented,” “subordinated,” or “marginalized.”

- You have a strategy that treats Black people, Hispanic/Latino
people, Asian Americans and Pacific Islanders, and Native
Americans as “the minorities” and assumes these groups have one
common experience. None of these groups is a monolith and, as I
will show later, each has highly variable and unique experiences in

Us workplaces.

Equity issue. You might have an equity issue if

- you discover that employees of color are mostly hired and
promoted into the lowest-paying, most onerous, and least flexible

jobs that are at “the bottom of the list” in terms of desirability;

- employees of color are required to wait longer than other
employees for promotions or other career mobility opportunities;

or



- women of color are compensated significantly less than their

colleagues even though they make the same contributions.

If you have these patterns of race- or ethnicity-based disparity in
your organization, you have diversity, equity, and inclusion problems
and talent-optimization problems. People of color have the same
brain, just in a more colorful wrapper, and your organization may be
missing out on that potential benefit!

Of course, you will need to focus on talent management and
resource allocation processes and outcomes to really understand your
organization’s REDI-ness. Pay special attention to hiring, career

mobility, and compensation.

To Understand Employee Experiences, Follow the
Leader

I tell executive teams that to really understand employee experience,
you must “follow the leader™! If leadership effectiveness scores are
low in a part of the business (or the overall business), employee
engagement, satisfaction, and retention will likely also be low.
Decades of employee opinion data show that managers have the
greatest impact on the day-to-day experience of employees.

Whether you have a REDI strategy or not, the first clue to
understanding what is happening in your organization is how
employees perceive their managers. On one hand, ineffective
managers cannot engage or retain high-performing employees, nor do
they support REDI outcomes. When employees do not feel welcome,
they leave. On the other hand, managers who support the success of

each team member, including those whose human variation is less



common in the overall workforce, will have thriving teams that can
attract and retain the best talent. I call this “100% Leadership.”

So, what is a leader to do? You need a clear sense of the day-to-day
experience of all your employees. And you need to make sure that
your managers are inclusive. You need to set an immutable 100%
Leadership expectation, even if that means you must ask your favorite
colleague to leave the organization. I’ll address this Boldness aspect of

the Inclusion MBA model in the next few chapters.

EXECUTIVE SUMMARY

Executives exist in a “bubble” that may obscure certain

realities of employee experience.

» You must create a culture of psychological safety and then

listen intently to what employees want to share.

o To really understand employee experience, understand how

managers behave.

o Insist that managers support all employees (not just the

chosen few) with 100% Leadership.

REDI QUESTIONS

Do you feel you have a good sense of the goings-on in your
organization from the employees’ perspective? In which areas

do you have doubts? Do you ever sense that your direct reports



are not telling you everything you need to hear? What can you
do to make it clear that you want to hear the unvarnished truth?
What behaviors would you need to start, stop, or change to
create an environment in which the organization’s top leaders
and other employees will tell you the whole story? Are your

managers 100% Leaders?






PART THREE
BOLDNESS

MAKE INCLUSION SCALABLE

Inclusion Reframe #2: Boldness

I will be thoughtful and careful about who I empower to lead the
humans in this organization!
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CEO and Board Using the
Same Playbook

| cannot think of a single case of radical change that has taken place
at a large organization without the support of top leaders—whether it was

a CEO, a board member, or both.

DR. ROBERT LIVINGSTON, The Conversation

UDGING FROM the hesitancy I observed in many CEOs’ initial
responses to calls for corporate leadership on social justice
issues, I wondered how corporate boards were supporting them
in speaking about the subject. So, I attended the 2020 annual summit
of the National Association of Corporate Directors (NACD) to learn
more. NACD is the nation’s premier non-profit organization for
educating corporate board directors, so this was an ideal place to read

the pulse of corporate board leaders. I settled in for what I expected to



be a few days of routine talk about corporate governance, but NACD

2020 surprised me in a few ways.

The summit began with a thunderous bang, with a chat about
capitalism and philanthropy between author Anand Giridharadas and
Columbia Business School Dean Emeritus R. Glenn Hubbard.
Giridharadas, known for his regular take-no-prisoners skewering of
the financial “elite,” has a brand I would describe as an “edgy gadfly.”
Conversely, Hubbard, a former chairman of the Council of Economic
Advisers under President George W. Bush, is staid and traditional. So,
this was bound to be a battle of wits, social class, economic policy, and
style.

Unsurprisingly, Giridharadas pulled no punches and ruftfled many
when, early in the conversation, he asked, “Where were you in the
run-up to the climate crisis? Where were you during widening
inequality over the last four decades? Where were you in the run-up
to the subprime crisis? Where were you in the run-up to the opioid

crisis? Where were you?”

His point was that the current social realities should not be
surprising to corporate directors. He argued that the social and
economic factors that led to disparate outcomes from the pandemic
had been building for decades. He intimated that board directors had
the power and money to influence these outcomes positively, but had
not done so because it was not in their economic self-interest. Sure,
Giridharadas was over the top, but that is his “thing.” His comments
that day were true to form and in no way surprising to anyone who
follows his work.

But some board members demanded refunds and threatened to

quit the NACD in protest. In response, NACD CEO Peter Gleason made



a statement in the press that included this quote: “Key to NACD’s
mission, especially at our annual NACD Summit, is to expose our
21,000 members to contrasting views on the issues that will redefine
how businesses create value.” That was a courageous response,
considering that many summit participants seemed unaccustomed
and resistant to “contrasting views.” It raised the question, “Why do
some corporate directors respond with such defensiveness when
exposed to unfamiliar or challenging ideas?” I wondered how those
directors react when CEOs come to them with REDI proposals, which
fall squarely into the “unfamiliar and challenging” category.

This opening conversation and the NACD response were pleasant
surprises. I saw many other signs that NACD members were paying
attention to REDI matters, including that several mainstage and expert
sessions explicitly addressed REDI issues.

NACD 2020 was clearly on a mission to help participants become
more informed and activated about REDI, and board directors were
becoming informed. Although some thought the subject was
irrelevant to shareholder returns, many wanted to know more. Once
board directors know more, I believe they will offer more full-throated

support for REDI work.

CEO and Board Tackling Inclusion Strategy
In her 2021 book How Boards Work, economist Dr. Dambisa Moyo

notes that “corporate boards exist to help senior management” target

opportunities and confront challenges. She writes that the board’s
primary role is to help senior management set the strategy for the
organization so it can function well and generate positive returns. A

board, she says, is also responsible for being “vigilant” about external



shocks. Moyo calls out racial inequality as an urgent problem, and she
calls for CEOs and other senior leaders to take ownership of REDI
risks. Note: Moyo was a member of the UK’s Commission on Race and
Ethnic Disparities (CRED), which concluded, in 2021, that Britain is
no longer a country “where the system is deliberately rigged against
ethnic minorities.” Many academicians and social justice activists
challenged several of the CRED conclusions and recommendations.
My parents were part of the generation of West Indians who went to
the UK in the 1950s to help rebuild after the Blitz, and I was born
there. My many relatives and friends said the CRED conclusions did
not align with their day-to-day experiences.

Nevertheless, Moyo’s book is great, and she makes it clear that
times are a-changing when it comes to REDI. She even points out that
Warren Buffett’s stance that social change should be led by
governments and not corporations may be out of sync with the
zeitgeist. Moreover, she notes that this shifting landscape is heavily
influenced by institutional investors’ attention to ESG issues—the
umbrella under which some boards are now classifying REDI issues.

So, let’s move ahead with the assumption that boards know they
have a critical role in guiding senior management to effective
enterprise-wide REDI strategies. But, even with that assumption,
some corporate leaders have told me they still do not have full-
throated board support for REDI work, usually for one of these

reasons:

1. Taboo. In some cases, conversations about “race” are taboo within

the board and organizational cultures.



2. Culture. The board and the organization’s culture may not support
the conversations, actions, and pace of change needed to produce

meaningful REDI strategies.

3. Relationships. As David Fubini so clearly points out, “The CEO’s
relationship with their board is almost always challenging, at times
taxing, often contentious, and always requires constant attention.”
Suppose the CEO’s relationship with the board is not strong. In
that case it will be challenging to get support for a powerful REDI
strategy that can be implemented apace and produce meaningful

results.

4. Definitions. Some boards need to develop a shared understanding
of what “diversity and inclusion” outcomes are meaningful for
their organization. REDI strategy always requires bespoke

solutions, so board and management alignment is essential.

5. Stakeholders. Boards have traditionally focused on shareholder
profit as their primary measure of organizational success. Now,
some are grappling with the stakeholder-primacy model, in which
stakeholder-employees would have more influence. Of course, this
model is not the future, it is already here, but some board

directors still need to be nudged into embracing the idea.

6. Lack of diversity. The boards of most US_ companies are not diverse.

As a result, many board directors may not have a realistic view of

the experience of their employees of color. It is hard for a company



to have a diverse and inclusive workforce if the board is not

diverse and does not understand the concerns of people of color!

7. The business case. Boards (and CEOs) have typically discussed REDI

issues within a “business case” framework that focuses on its value
for driving profitability or other financial outcomes. However,
boards need to pivot to focus on employee experience and

customer expectations to help point the CEO to a meaningful REDI

strategy.

8. REDI Mindset. All board members must, as individuals, search
their conscience about their REDI Mindset. Even if a board
director does not believe that REDI issues deserve prominence
among their other priorities, they will need to subordinate those
opinions to the common good and the zeitgeist; the horse is
(finally) out of the barn when it comes to REDI matters. An
organization led by a REDI-recalcitrant board will likely quickly

lose ground to its competitors.

Ultimately, board members must overcome the forces

constraining corporate America’s REDI action.
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Progress on REDI will be
influenced by how board
directors interact among
themselves and with the CEO
and by the organization’s pattern
of responding to change.



Overcome “race” as a taboo subject
Many corporate leaders approach REDI with kid gloves. Some might

even say that it is still taboo to talk about race in America generally,
particularly in business settings. As recently as 2009, psychoanalyst
Dr. Gwen Bergner wrote an entire book, entitled 7aboo Subjects: Race,
Sex, and Psychoanalysis, to teach her psychology colleagues how to
become more proficient and “comfortable” in dealing with race. After
all, the social hierarchies we take for granted define our development
and affect our overall lives. Psychologists and psychiatrists, whose
work helps us become psychologically healthier, must know how to
talk about race if they are to be deemed competent to counsel al/
clients. It is the same for corporate directors: your workforce,
clientele, and communities are diverse, and investors believe REDI
competency is necessary for your success. It is impossible to
effectively lead a diverse group of stakeholders if you do not
understand the various perspectives they represent.

Therefore, both CEOs and boards must get comfortable talking
about race and ethnicity. You can’t generate realistic solutions to
challenges that have their basis in race if you can’t even talk about the

subject. Encourage your board to do the following;:

1. Ask questions about the current state of REDI in your organization.
Part of the board’s fiduciary responsibility is to understand the
workforce diversity and inclusion patterns and support strategies

that enable all employees to thrive.

2. Invite people who represent the range of human variation to be
part of the board.



3. Include employees on your board of directors as another way to
enhance the alignment between corporate board decision making
and employee experience. Employee participation also makes
partnership and shared understanding between boards and
employees explicit. This practice is not commonplace in US
companies, and the impact of worker board participation on
company financial performance is unclear. However, as previously
discussed, shareholder value should not be the sole measure of
company performance anyway. Including employees on corporate
boards could reduce corporate missteps regarding overall

employee experience, specifically regarding REDI.

4. Work with an inclusion coach so that individual board members
and the overall board understand how employees will interpret
their behavior and REDI strategies. A coach can also help board
members develop multicultural competence and build

relationships with people who seem “different” or unfamiliar.

5. Take a leadership stance on REDI matters, empowering the CEO to

do the same.

6. Read the recommended resources for this chapter in the Further

Reading section of this book.

Overcome a REDI-averse culture
I define culture as what it feels like to work in an organization (or on a

board) and do business with the organization. Workplace cultures are

shared, pervasive, enduring, and implicit and impact most



interpersonal and group outcomes. Board culture (the way the board
interacts and makes decisions) affects the board’s guidance to the
CEO, and as we all know, that guidance significantly influences CEO
action (or inaction).

Harvard professor Dr. Boris Groysberg and his colleagues created
the Integrated Culture Framework that might help you think about
how your board’s culture and the larger organization interact. Culture
is mapped along two dimensions in this model—how people interact
and how they respond to change—and different culture styles can be
identified on the resulting matrix. Of course, there are pros and cons
to each style. Still, the caring culture, in which the work environment
(board, C-suite, overall organization) is warm, sincere, and relational,
is the style that supports teamwork, engagement, communication,
trust, and belonging. A board culture like this is also necessary to
support progress on REDI. Do a quick assessment of the current board
culture, especially if you are a joint chair/CEO, to determine if it can
effectively support the changes necessary to define and implement a
REDI strategy. Any enhancements to board culture will also enhance

your success in leading other critical organizational changes.
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The emotional component of this
work and the vulnerability it
requires might be an opportunity
for CEOs and board members. It
could connect them and enhance
their shared REDI understanding.



Overcome a ReDI-hesitant board
Of course CEOs should have positive relationships with board

directors. However, these relationships can vary significantly, which
can affect the design and success of the REDI strategy. The CEO is also
the board chair in about 67 percent of large US public companies,

according to Dr. Dambisa Moyo. Private and smaller companies are
more likely to use an independent lead director model, and according

to the NACD, that role is rising. Regardless of the governance

structure, the board and the CEO must be active partners in defining
REDI strategy.

Since this topic needs to permeate all aspects of your business
operation, the CEO and the board should have what David Fubini calls
an “unobstructed view” of the REDI strategy. It is not enough for the
CEO, the CDO, and the rest of the C-suite to develop a strategy and
then sell it to the board. Given the unfamiliarity and visibility of the
subject, directors are likely to interrogate any REDI strategy. And the
board may need the CEO to provide more hand-holding and
reassurance than is typical, because REDI work has a more significant
emotional component than many other urgent issues.

The emotional component of this work and the vulnerability it
requires might be an opportunity for CEOs and board members. It
could connect them in new ways and enhance their shared
understanding of not just REDI but other employee-centered
outcomes. As defined in Chapter 1, “diversity” is about counting the
numbers of people of color, while “inclusion” is about building

organizational cultures that value those people of color, enabling them



to be seen, heard, and recognized and their talents to be optimized.
However, the terms “diversity” and “inclusion” mean different things
to different people. As part of your REDI journey, define what those
terms mean to you, what goals you want to set regarding diversity and
inclusion, and how you will measure progress.

You also want to decide which aspects of human variation you will

focus on in this work. There are a few ways to think about this. For

example, you might choose to focus on the characteristics protected
by us federal law: race, color, religion, sex (including pregnancy,
sexual orientation, and gender identity), national origin, age,
disability, and genetic information. You will also want to look at the
various ways these characteristics intersect with one another. For
example, women feel less valued, less recognized, and less like they
belong than men, and Black women consistently report the lowest
belonging_scores among_all women. Additionally, relative to all
women, most Black women have never interacted with a senior leader
in their organization! It is essential to tease out these nuances.

You might also consider additional demographic dimensions along
which the employee and applicant experience might vary and include
them in your exploration. For example, people from subordinated
groups are often underrepresented in management, external client-
facing roles, product development and innovation, and other high-
visibility roles. Or, if you operate a global business from US
headquarters, employees outside the Us may feel less supported than
their US colleagues. As I said at the beginning, I focused this book
primarily on race- and ethnicity-based REDI, but I hope you realize
that you can apply these ideas to support interrogating any human

variations that are meaningful for your organization.



Overcome lack of diversity on the board itself
The Alliance for Board Diversity, in collaboration with Deloitte,

published its sixth edition of the Missing Pieces report in June 2021.

The report analyzed Fortune 500 board composition by race, gender,
and ethnicity, revealing the patterns we are all working to change. For
example, Hispanics/Latinos (19 percent of the population, but 4
percent of board seats) and Black Americans (13 percent of the
population but 9 percent of board seats) are underrepresented on
boards. Asian Americans and Pacific Islanders (AAPI) hold S percent of
board seats (but are 6 percent of the population). Native American or
Native Alaskan representation in corporate leadership is so low that
they disappear when Us labor force data is disaggregated!

The s&P S00 is making inroads. The most recent Spencer Stuart
report, analyzed in the Wall Street “fournal, showed that from May
2020 to May 2021, the companies that make up the s&P 500 “sharply
increased” the number of new Black and Latino directors on their
boards. According to the report, about 11 percent of all directors on
s&P 500 boards are Black, 30 percent are women, 4 percent are
Hispanic/Latino, and 6 percent are AAPI. Less than 1 percent are
Native American or Native Alaskan (Native Americans and Native
Alaskans are about 3 percent of the population), and less than 1
percent belong to multiple racial groups.

Corporate board diversity is relevant to this REDI conversation
because, as Russell Reynolds Associates eloquently stated in their
Different Is Better report, executives’ and board directors’ experiences,
demographic characteristics, and personal characteristics influence
their perspectives. Drs. Steven Creek, Kristine Kuhn, and Arvin

Sahaym’s research shows that firms with diverse boards are more



likely to adopt programs that “signal organizational support for

employees and benevolence, and these programs foster more positive

satisfaction levels.” In other words, more diverse boards are more
likely to support progressive management programs, and those
programs have a positive effect on day-to-day employee experience.
When I started to conceptualize this book, I could think of no one
better than Shellye Archambeau, former CEO of MetricStream and

board member of Verizon, Roper, and Okta, to discuss ideas about the
strategic implementation of REDI work. I interviewed her in
November of 2020, a month after the publication of her compelling
book Unapologetically Ambitious and a month before Fortune magazine
selected it as one of their top business books of 2020. In her uniquely
unambiguous way, Shellye offered several tips, many of which I have
incorporated in various chapters of this book. For example, here is
what she told me about the importance of diversity in leadership:
“Women and Black women should be everywhere because we have a
perspective to offer that needs to be included when leaders make
decisions. The best teams represent a wide variety of perspectives and
experience and get the best results the first time, with fewer unforced

Nasdaq has implemented its own “Inclusive Entrepreneurship”
framework as a way to address “deep social disparities that undermine
the growth and potential of entrepreneurs of color.” Additionally,
Deloitte and the NACD have defined a Board Inclusion Framework.
These two frameworks will be helpful in your assessment of the
maturity of your board’s diversity as you set yourself up for success in

defining and implementing your REDI strategy.



Overcome a business case focus above all else
Over my many years of consulting, leaders often asked about a

“business case for diversity.” Is it any wonder that I concluded that
the denial and avoidance of REDI issues I regularly observed were
focused, inappropriately, on money? Executives seldom mentioned
anything else as often! I now have a stock response to any leader who
asks me about the business case for REDI:

You can ask me for the business case if you want to know how I determined my
consulting fee, but do not ask me about the business case if we are talking about
enhancing the experience of people of color at work. That question suggests people of
color must “pay to play,” that you will only treat us fairly and equitably if we can show

you that there is a financial payoff to doing so.

That is a pull-no-punches response that, I think, gets to the heart
of that matter.

This “business case” framing is so commonplace that I expect it
comes up whenever executives discuss REDI issues with board
directors. I read a Wall Street “fournal opinion piece by Arthur Levitt
Jr., former chair of the Securities and Exchange Commission (SEC), in
January 2021. The article, “If Corporate Diversity Works, Show Me
the Money,” was not meant so much to display antipathy to REDI work
as to showcase his investor-above-all-else view of corporate priorities.
I realized that (1) he had so clearly expressed his point of view that I
could use it to build teaching points to refute the “profit-above-all-
else” approach to REDI, and (2) many board directors and executives
might agree with his ideas. So, I want to equip you with the
counterpoints from the perspective of a person of color who perceives
these ideas as offensive, oppressive, and obstructive. Employees who are

subordinated and waiting for systemic change know that



disproportionately focusing on “the money” only perpetuates the very
problem that needs to be solved.

The “fournal published Levitt’s opinion piece in response to
Nasdag’s December 2020 proposal that its listed companies appoint
at least one woman and one person from an underrepresented racial,
ethnic, or LGBTQ+ group to their boards of directors. (As mentioned
earlier, a slightly modified version of Nasdaq’s proposal won SEC

approval in August 2021.) Levitt’s commentary addressed that

proposal but also provided details about a mindset that can be

counterproductive to corporate and board progress on REDI.

- Levitt argued that diversity requirements are political; he seemed

to mean that in the literal sense of Democrats versus Republicans.

My counter: Employees of color have less than ideal experiences in
corporations every day. That’s why we have such strong opinions
about REDI and why we expect better from our leaders. “Diversity
requirements” are a matter of whether we will be allowed to thrive or
not. We interpret the requirement for a REDI “business case” to mean
you want us to pay to play. Yet, you don’t ask others to justify their
hiring, even when they make it into the candidate pool on the basis of
networks or other less-than-“meritocratic” criteria. That’s a double

standard, and we feel this way regardless of how we vote.

- The opinion piece also suggested that diversity on boards is

emotional, and often “creates more heat than light.”

My counter: It may indeed be necessary to have some “heat” in the

boardroom. Employees of color experience that heat every day, but



we don’t have a way to turn it off or avoid it. If REDI concerns are

emotional for boards, imagine how challenging they are for people of

color every day!
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that needs to be solved.



o Levitt further argued that data do not demonstrate a clear link

between racial and ethnic diversity and “actual performance.”

My counter: In the years this business case approach has been
championed, researchers have definitely documented the benefits
businesses derive from workforce diversity. Diversity offers a variety
of advantages, regardless of the aspect of human variation you are
analyzing. For example, in an American Sociological Review article
published in 2009, Dr. Cedric Herring found that “racial diversity is
associated with increased sales revenue, more customers, greater

market share, and greater relative profits.” Gender diversity, he

found, is similarly associated with increased sales revenue, more
customers, and greater relative profits. Organizations derive positive

outcomes when the workforce is neurodiverse and LGBTQ*-

supportive.

The fact is that the known positive outcomes of workplace
diversity have never been enough to enhance leader action on REDI.
Workplace diversity has also been proven to positively affect business
outcomes, including profits, innovation, and decision making.
Diversity can also enhance corporate board performance.
Nevertheless, that proven “business case for diversity” has not
resulted in a rush to demographic diversification in corporations.

- He also argued that if racial and ethnic diversity were financially

good for companies, they would already be doing it.

My counter: This point is so offensive that I respond to it only for the

sake of thoroughness. First, it implies that racial and ethnic diversity



is an optional feature of corporate governance. I have argued the
opposite: REDI issues are essential, and they should be central to the
leadership strategy of the enterprise. Second, this point assumes the
companies not “doing it” are acting rationally. Companies that are not
doing it may think that subordinating a portion of their workforce is
rational, but a financial measure of diversity is only reasonable to
those with the money, not those without it! And why would anyone

celebrate resistance to diversity?!

Overcome “we’re not REDI” mindsets

CEOs could be ahead of boards in your desire to influence inclusion
strategy directly (leading), you could be behind the board (lagging), or
you and the board could be in sync (aligned). The work you did to
figure out your mindset with the REDI Skin in the Game Warm-Up is
relevant here. Knowing more about where you stand on these
problems, you can likely also see that the issues are highly emotional
and that others’ opinions are likely to be cemented. It might be
helpful for your board members to do the same kind of self-
exploration. Consider sharing the REDI Skin in the Game Warm-Up
with them. You might also use a facilitator to manage a discussion
about these topics professionally, helping leaders to talk about one of

the most taboo topics in American business.

EXECUTIVE SUMMARY

 REDI strategy should be on the board’s priority list.



o Boards must work intentionally to overcome the perceived

and real hindrances to their REDI work.
« Diverse boards are needed to help drive REDI outcomes.

o The arguments against a leadership focus on REDI do not

stand up to scrutiny.

o Individual board members must be willing to search their

hearts if they are to make REDI progress. (Have them do the

REDI Skin in the Game Warm-Up as a start.)

REDI QUESTIONS

What is your relationship like with your board? Is it collaborative
or combative? Do your board members sincerely support REDI
work, or are they just paying it lip service? Either way, what
actions or behaviors tell you this is so? What would have to

change for the board to fully support REDI work?
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The C-Suite Inclusion Infusion

Remember, people will judge you by your actions, not your intentions.
You may have a heart of gold, but so does a hard-boiled egg.
ATTRIBUTED TO MAYA ANGELOU

NE OF MY executive coaching clients, a founding CEO in a start-

up business, decided in June 2020 to “do something” to make

sure all his employees were thriving. This exploration revealed
great dissatisfaction in many business segments, especially among
women and employees of color. The sales function, led by Pat, had
lower employee survey scores than other teams.

Pat was one of the founders’ buddies and one of the first
employees hired. He worked hard, understood the work processes
better than most, and was a stalwart advocate for the company. But
Pat did not have an instinct for people leadership and was not trained
as a professional leader. He threw tasks “over the wall” to his team

with little guidance about the goal or how he would measure success.



Pat also used a blue jay leadership style: he would bring a problem to
the team, hover while asking for their solutions, and then hop out
again to share those ideas with his peers as if they were his own. Pat
did not go back to let his team know how he used their input, and he
never gave them credit when he implemented their ideas. Pat also
over-relied upon the opinions of a small group of close work buddies
and did not advocate for the women on his team. Most people he
managed perceived Pat to be an amiable but ineffective leader.

And then Pat did something that frustrated the CEO so much it
changed their entire relationship. Pat sabotaged the organization’s

REDI work in his function. How did my client know that Pat was

sabotaging the work? Simple—he watched Pat’s actions:

- Pat gave the REDI ideas lip service when meeting with other
executives but stonewalled and slow-walked every REDI action the

leadership team agreed to implement. He also missed all the target

dates for the REDI steps the CEO requested.

- Pat delegated key REDI responsibilities to someone else on his

team but did not follow up to make sure they executed his

instructions.

- When Pat announced the organization’s REDI strategy to his
management team, he used noncommittal language like, “This is
what the executive team asked me to do”; “If you have any
questions about why we are doing this, ask HR”; and “I know this
is an additional ask, so I understand that you can’t let it get in the

way of your other priorities.”



- Pat did not share the strategic business reasons for the REDI plans
with his managers. As a result, lacking the “why,” they could not

cascade the strategy effectively.

Employees could see that Pat did not want to get with the REDI
program. Eventually, the CEO came to grips with that reality too. He
gave Pat an ultimatum: either support the work or leave the
organization. Pat left. His personal beliefs did not support REDI work.

Your executive team members can make or break your efforts to
build an inclusive culture. Some leaders will immediately see the need
for this work and will do all they can to move it forward. I call these
people the REDI-mades. Many will have mixed feelings. They might
say, “You’re giving me one more thing to worry about,” or “Why do
we have to rile people up?” I call these people the Kinda-REDis. The
third group comprises those who don’t support this work at all.
Whether this resistance is kept secret or expressed overtly, they are
not likely to be advocates or champions. I call these people the Not-
REDIS. You need a plan for all three possible REDI responses. Let the
REDI-mades help you share your mission. Continuously show the
Kinda-REDIs the data and personal feelings driving your REDI stance.
And educate and monitor the Not-REDIs, making it clear that this
work is an essential part of their jobs.

You must hold all executives accountable for getting REDI results,
as if even one executive team member is not on board with your REDI
efforts, you will not make significant progress.

Not-REDI reluctance stems from various sources, including deep-
seated political and religious beliefs. Based on sentiment in the

general population, we can anticipate that as many as S0 _percent of



leaders and managers might not naturally support REDI_matters.
Other Not-REDIs might fear being outed for failing to create engaging
team cultures on teams they lead. Some Not-REDIs may lead parts of
your business that lack diversity but may not want to change the way
they work because the status quo has worked for them. For example,
people of color tend to be underrepresented in sales and other
external client-facing and revenue-generating roles in financial and
professional services. You need to anticipate and understand those
patterns (which I will explain in more detail later), so you know what
is “typical” and what is an aberration. Of course, you should honor
and respect leaders’ personal beliefs and fears, but you must still insist
that all leaders follow through on the actions that are part of their
leadership obligations. You should clearly state your expectations and
then hold all leaders, including the Not-REDIs, accountable for
demonstrating the behaviors that match those expectations. You
should anticipate that C-suite members’ responses will vary and that
there might be a pattern to that variation, sometimes based on the
area of the business that person leads. And make sure you understand
where each executive team member stands on REDI and why they
have that stance. You will have to manage this variation effectively to
get meaningful enterprise REDI outcomes.

Your work on the REDI Skin in the Game Warm-Up is relevant
here. When you know where you stand on these issues, you are better
prepared for the highly emotional nature of responses to REDI and
understand that opinions are likely to be well cemented. Encourage
your executive team and other leaders to do the same kind of self-
exploration, even sharing the REDI Skin in the Game Warm-Up with

them.



You might also use a facilitator to professionally manage a REDI

discussion with you, the C-suite, and other top leaders about these

topics. Do all you can to encourage leaders to talk about REDI issues

so they become commonplace rather than taboo.
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Your executive team members
can make or break your efforts to

build an inclusive culture.



REDI Variations by Department

The guidance I am about to share comes from years of working with
employee data (surveys, focus groups, operational data) from global
companies. When the data are cut by functions, some consistent
patterns emerge.

Each of the functions typically found in US corporations tends to
have explicit and implicit ways of operating that yield unique REDI
patterns. Functional units and departments have unique roles and
power dynamics within their groups and as they interact with other
functional units and departments in the organization. Organizations
typically organize into line functions (which operate the business) and
staff functions (which support the line in operating the business),
setting up what professor Dr. Robert Golembiewski called the Neutral
and Inferior Instrument model. The power differential between the
line and staff roles creates tension and conflict.

Many leaders, including the legendary GE CEO Jack Welch, have
sought out alternative organizational structures to this line/staff
arrangement. In his 1990 annual report, Welch called for a
“boundaryless company” that “would remove barriers among
traditional functions, ‘recognize no distinctions’ between domestic
and foreign operations, and ‘ignore or erase group labels such as
‘management, ‘salaried, or ‘hourly, which get in the way of people
working together.”

Although many organizations, especially start-ups, have tried
alternative  leadership  structures, the top-down, line/staff,
boss/underling, salaried/hourly, and client-facing/non-client-facing
distinctions persist. These organizational structures and power



dynamics profoundly influence who gets which jobs, who gets
promoted, and who is in the inner circle (or not) and, therefore,
profoundly impact REDI outcomes.

US Bureau of Labor Statistics (BLS) data show that people of color
are underrepresented in corporate roles and functions that wield
significant direct power or decision-making and revenue-generating
authority. These roles include senior leadership and management,
marketing and sales managers, software developers, legal, and
engineering. That BLS data show that Black Americans comprise 42.4
percent of mail sorters and 37.2 percent of nursing aides, but only 7.8
percent of management occupations and 4.1 percent of chief
executives.

Since power and influence are the currency of organizational life,
these influential roles are highly valued. Eventually they become
commodities; available to those who know what buttons to push for
access. Those who look most like the power holders go to the front of
the line. Gatekeepers don’t share the “code,” intentionally keeping the
inner circle small and exclusive. Over time, these powerful functions

become more demographically homogenous.

REDI Variations by Class
Columbia professor Dr. Paul Ingram notes that “people with higher

origins cluster in high-status departments; those with lower origins
work in less-visible groups. Because companies often seek candidates
for managerial roles from only a handful of departments, the odds are
stacked against some of the best candidates simply because they work

in the wrong place.”




Additionally, some employees of color, and people of any race
whose social and economic circumstances constrain their social

mobility, encounter barriers to career access. For example:

- Corporations tend to develop patterns of recruiting from specific
colleges and universities, especially for high-profile, client-facing
roles, which effectively excludes those from other schools from

those plum jobs.

- Higher education in the US is currently structured such that the
students who have greater access to it and to the so-called “best”
colleges and universities are the same students who already have
other advantages (like social networks and financial flexibility) that
propel their careers. The New York Times reports that “even
though most lower-income students fare well at elite colleges,

there are relatively few of them there.” Attending the “best”

universities confers not just a high-quality education but lifelong
access to social networks. Conversely, lack of access to these
institutions constrains career progression for those who lack that

pedigree.

» Corporations might not recruit from the schools attended by
people of color, even though schools that educate students from
“modest” backgrounds are more successful at “pushing those

students into the middle class” than the so-called “elite” schools.

 Unless a guidance counselor or other interested party shares
information about the job opportunities available in corporations,

students from less advantaged backgrounds might be unaware of



those options, and access to them might seem out of the realm of
possibility. If students have never known anyone who held such a

job, they might not seek one out.

- Potential hires may not have equal access to technical tools to
apply for the jobs, develop skills for the jobs, or the ability to work
from home (if the job allows for or requires that). This is the digital
divide that became clearer and was exacerbated by the CoviD-19

pandemic.

- Some potential hires will not have the financial resources for
extended childcare beyond the school day to allow for after-hours
hobnobbing that facilitates the relationship-building that is so
valued in corporate life. Women and other caregivers are often
forced to make choices that can reduce their social currency, even

if they wish they could do otherwise.

- Some leaders may exclude employees who do not look like them
because their speech, dress, hairstyles, and interaction patterns

are unfamiliar.

All these factors can significantly influence a person’s long-term
career prospects. Leaders of the business areas that have
disproportionate power and influence may already be aware of the
national statistics, power patterns, and career mobility challenges
mentioned above. However, they may not have considered how these
dynamics relate to REDI outcomes. Challenge them to (1) know and be
able to explain the nuances of the workforce composition in their

departments; (2) develop hypotheses about what actions might be



needed to address and redress any observed disparities in their teams;
(3) create and implement plans to seek regular feedback from their
teams, so they can understand all employees’ day-to-day experiences;
and (4) specify outcomes, with clearly defined success criteria, for

improving any disparities.

Build a High-Level REDI Strategy before You Hire a
cbo

Once you and your executive team have started the REDI

conversation, you or your Chief Human Resources Officer might be
tempted to hire a head of diversity and inclusion or Chief Diversity
Officer, to whom you could delegate the responsibility for building
the REDI strategy. You would not be the only one. CDO and DE&I
leader hiring increased dramatically between 2020 and 2021; more
than sixty US_companies hired their first-ever CDO,

The work that is now generally called “diversity and inclusion” is

relatively new; most started only in the 1960s in response to the Civil

Rights movement. Initially, the focus was training managers to avoid

the legal risks that could come from yiolating federal civil rights laws.
Over time, the focus has broadened to include strategically building
psychologically healthy workplaces, product design and customer
intimacy, and training in multicultural competency and unconscious
bias awareness. Today many large US companies have a CDO, the top
executive job responsible for REDI strategy across the organization.
The cpDoO typically reports directly to the CEO, not the CHRO, and
likely has a voice in the enterprise conversation not just about talent,
but also about product and service design and delivery. If you are

leading a smaller organization, you might not have a CDO, and this



work might fall under the umbrella of your CHRO or head of human
resources.

The executive team should develop a shared understanding of the
initial points of focus for REDI work before you hire a new CDO or
start large-scale REDI work. Don’t hire a CDO until you have a good a
sense of what really matters. Not only would that CDO be operating
without the necessary strategic guidance, but you might rein them in
just when they start gaining momentum. David Lancefield would say
that trying to change a culture, for example, to one that values

inclusion requires a clear, compelling strategic direction. Otherwise,

you will be wasting your effort and may create unintended disruption.

Don’t hire a CDO and set them up to waste time wrangling the C-suite

to determine their mandate. Define the mandate first.
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Don’t hire a CDO and set them

up to waste time wrangling the
C-suite to determine their
mandate. Define the mandate
first.



Create Your REDI Vision

Now that you have thought about your mindset, as well as the

mindset of your board and executive team, you are a little closer to
guiding the rest of the organization in defining that REDI mandate.
Your HR leaders and others will likely have already started ad hoc
efforts to get the ball rolling on REDI work. Diversity and inclusion
practitioners often say, “There is so much to do,” meaning they can’t
wait for every strategic “i” to be dotted before they act. You shouldn’t
necessarily curtail those efforts. However, those same practitioners
could accomplish so much more with the wind of your strategic
guidance at their backs.

If you create a high-level REDI Vision before you select a CDO, the
person you hire will have the clarity needed to hit the ground
running. Use the six-point REDI Vision framework below to organize
your thoughts. At the end of this list, I have provided a handy
worksheet that you and all executive team members can use to help
you create your REDI Vision.

Note: You can also download the REDI Vision materials at

leadinginclusion.com.

Action #1: Assess
Assess the current organizational culture and employee experience.

Your team can accomplish this by using employee surveys, reviewing
passive operational and performance data, and conducting interviews

and focus groups.

Action #2: Define your REDI BHAG


https://genacox.com/book/

What is your Big Hairy Audacious Goal (BHAG) when it comes to
REDI? It should be a North Star, not a detailed strategy, and should
answer questions like, “What do you want to accomplish?” (beyond,
for example, simply “diverse representation”); “What do you want
employees (and other stakeholders) to say about REDI twelve months
from now?” and “What matters for your organization?” For example,
your BHAG could be, “In the next twelve months, I want our company
to be on Fortune magazine’s list of top companies on diversity and
inclusion.” The BHAG doesn’t state exactly how it will be
accomplished; it sets an aspirational and understandable target. Think
as well about how the CcDO (or other team members to whom you
assign this work) will need to support that BHAG within your

organizational structure.

Action #3: Make REDI work core work

In our interview, Shellye Archambeau said, “Anything that’s not core
to the strategy does not get done. If you want to see improvements in
diversity and inclusion outcomes, make the work part of the overall
business strategy.” Think about how REDI might enhance the success
of your current business strategy and if or how the existing strategy

might need to be tweaked to incorporate a REDI perspective.

Action #4: Define the focus

Define the specific REDI elements on which you want the
organization to focus. Respect? Equity? Diversity? Inclusion? Some or
all? Refer to the definitions in Chapter 1 if you need a refresher on the

differences between the aspects of REDI.



One myth I can dispel is that your jobs are so exotic that people of
diverse backgrounds will not have the skills to fill them. As Andrea
Hoffman, diversity strategist and founder and CEO of Culture Shift
Labs, said in an interview with me, “Don’t ever say the phrase, “We
can’t find any [talent from underrepresented groups|!” That’s not true
and it’ll never be true. If you’re still thinking or saying that, it means
you are not trying hard enough or that you’re going about it the
wrong way. The first question you should ask is, “‘What is the right
way to achieve this goal?” and then, ‘How can we do it at an
accelerated pace?” You must set a target, share it with your team,
empower them to come up with the right ideas, get out of their way,
and say yes to the solutions they present. And tie leader bonuses to
these outcomes.”

Shellye Archambeau remarked, “If you want a diverse
organization, you need to ask, “What is a reasonable target based upon
the number of people we hire in a given year?” Then establish and
communicate the targets. Keep working toward your targets and be
transparent with your organization. When you make progress,
celebrate, and when you fail, recommit to even more work. You don’t
give up and you don’t hide either. The issue is, there’s a lack of
development, there’s a lack of sponsorship, there’s a lack of
opportunity. There’s a lack of risk taking. And there’s a lack of
intention. But there is definitely not a lack of talent.”

Will your REDI Vision focus only on talent and HR issues or also
on product and service issues? On supply chain partners? Something
else? Although the CDO role often focuses on talent management
issues, that may not be the only or appropriate focus for your

organization. There is no rule to this, other than that you need to be



thoughtful about what you are trying to accomplish before you decide
about structure and desired outcomes.

One REDI solution does not fit all. You will likely have some
unique considerations because of factors such as your industry and
the geographic location of headquarters and business units. Take time
to think these through. For example, my client in San Francisco
focuses more on REDI issues relevant to the needs of Asian Americans
and Pacific Islanders and the LGBTQ+ community than on other
demographics. My client in Finland operates in a racially
homogeneous society but serves clients all over the world, so their
REDI focus is broader; they need to understand the rest of the world
as much as they need to understand their own society! And the cbo
for my client in the advertising business focuses on consumer
perceptions above all else. Now is the time for you to set some
intentions that will build an organizational culture in which all

employees feel safe and all get about the business of doing their best.

Action #5: Strategically place the CDO (or other REDI leader)
in the organization structure
To whom will the cDO report? To you? To the head of HR, or someone
else? These might seem like “duh” questions, but the way you answer
them will affect who you should select for the job and that person’s
influence. The structure (form) should follow the purpose (function).
You can only define and place the CDO role when you know your REDI
BHAG.

Shellye Archambeau advocates a nuanced approach. She said,
“Every company is different. It’s important that a business focus on its

strategy. If a Chief Diversity Officer helps bring more focus to that



element of the strategy, then by all means, hire a Chief Diversity
Officer. If you don’t need that role to drive additional influence,
because it’s already so fully embedded into the organization, and all
your leaders are already thinking like CDOs, that’s great, too.”

I believe the highest and best use of a CDO is as a “coordinating
mechanism”—someone who can aggregate the viewpoints of many
decision makers to address collective choice problems. Anything less
may not help you make meaningful change. You can learn more about
coordinating mechanisms from the work of Dr. Jay Galbraith (see
Further Reading).
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Involve the entire C-suite in
defining the REDI Vision and
hold them accountable for
outcomes that support your REDI
Vision.



Action #6: Define the characteristics and success criteria for
the CDO role
You need to know what personality traits and skillsets will create
success in the CDO role. Mita Mallick provides some helpful guidance
(see Further Reading). In my estimation, the most important
characteristics for success in this job (because I frame the role as a
coordinating mechanism) are a visionary mindset (you need a
strategist, not a technician), the listening skills of a great radio host,
the influence and flesh-pressing skills of a great politician, and the
“tell-it-like-it-is” confidence of an activist. You might not need a
“spokesperson for the race,” a technician, a law expert, or an HR
expert (although people with those backgrounds can do this job well if
they also have the characteristics I mentioned above).

Set yourself up to get meaningful REDI outcomes by starting with

a well-thought-out REDI Vision.

REDI Vision Worksheet

Use this worksheet to organize your thoughts as you prepare to create

your REDI Vision. Write your notes in the blank spaces.



REDI Vision action

Current
state:
What's
working
well?

Current
state:
What
needs
attention?

Desired

future
state:
What will
you have
six or
twelve
months
from
now?

1. Assess: What would employees
say it feels like to work in your
company? What would employees
of color say? Why?

2. Define REDI BHAG: What is
your REDI North Star? What are
employees and other
stakeholders thinking/saying
about the organization’s REDI
stance?

3. Make REDI core to the
business: Which parts of your
business need a REDI lens? HR
and talent only? Product design?
Marketing? Supply chain? Other?

4. Define REDI focus: Respect?
Equity? Diversity? Inclusion? All?

5. CDO position in the
organization structure: To whom
will/does the CDO report?




6. Define CDO role (high level):
What will be/is the key focus and
what will be/are the required
skillsets?

You: What role are you playing or
should you play?

EXECUTIVE SUMMARY

o C-suite reactions to REDI strategy will vary, just as

representation patterns in their parts of the business may

vary.

o CEOs must help the C-suite understand the REDI “why” and

lead other decision makers and managers to the necessary

mindset.

o Involve the entire C-suite in defining the REDI Vision and
hold them accountable for outcomes that support your REDI

Vision.

o Define the REDI Vision to lead the rest of the organization.

Hire the CDO after you define the REDI Vision.

REDI QUESTIONS



What is your relationship like with your executive team? Is it
collaborative or combative? Do your executives sincerely
support REDI work or are they just paying it lip service? What
actions or behaviors led you to that conclusion? What would
need to change to have an executive team that fully supports

REDI work?
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A CDO with Resources and
Political Clout

Once you have a diversity and inclusion vision, you won't be successful
if your team is not excited about it. You need a blend that includes “idea
people” and people who can execute.

ANDREA HOFFMAN, interview with the author

WAS PRESENTING the results of a research study about leadership
coaching effectiveness to a C-suite team at their global company
headquarters in Michigan. About five members of the corporate
HR department were also in the room, including Jimmy. He listened
carefully to what I was saying, and then turned to one of his
colleagues and said, “That’s really interesting. Do you think this
would work for the managers in quality control?” His colleague
responded that this was a great idea, and after some collaborative back
and forth, we continued the meeting. I was thrilled that Jimmy was so

engaged in the conversation. He was the Assistant vP of Talent then,



reporting to the company’s Chief Human Resources Officer. Too
often I had seen people in roles like his miss the opportunity to flex
their influence in front of the C-suite. I could tell that Jimmy was
going places. Over time we forged a professional relationship, and I
became his executive coach. A few years later Jimmy took a CDO
position at a global pharmaceuticals company. I was thrilled, yet
concerned. To this point his career was progressing in the deliberate
fashion he envisioned. I worried that a CDO role could derail Jimmy’s
CHRO ambitions; many CDOs had told me stories of hard work,
frustration, confusion, and disappointment. I did not want that for
Jimmy.

When I received an email from Jimmy about six months into his
CDO tenure, I couldn’t wait to get the scoop.

“Gena, girl, it’s crazy over here. I can’t figure out if my boss is a
genius or a moron. For sure she is 100 percent fake!” Jimmy was the
first CDO at the company, reporting to the CHRO. Apparently, she had
hired Jimmy because the CEO had insisted she do so, but once Jimmy
arrived, she avoided him and refused to provide strategic direction.
She even ordered Jimmy not to speak to her C-suite peers unless he
“cleared it” with her first. Jimmy was in a no-win situation; he knew
that failure was inevitable. After a month or two of this nonsense,
Jimmy took matters into his own hands.

On one hand, Jimmy did not want to create a REDI strategy
without a sense of how it fit into the larger business strategy. On the
other hand, doing nothing was not an option. So, he created a
document discussing high-level REDI strategy (based on the input he
had collected from conversations with employees at all levels of the
organization) and shared it with the CHRO. She blew up. “How dare



you create a plan without consulting with me first!” Then she said, “I
will review this, but since I did not get approval for the funds I
thought we would have, you’ll have to figure out which of these things
are real priorities and which can wait until next year. This is a well-
established company with standard ways of doing things. Your ideas
are overly ambitious and don’t allow time for the executives to
carefully consider all the options. You need to slow down!”

Each night as Jimmy lay awake in bed, he wondered why he had
ever taken that job and if he should jump ship before things got worse
and his reputation was tarnished inside and outside the company. By
the time Jimmy called me, he didn’t just want to vent, he wanted me
to coach him through this situation, and perhaps onto his next job. I
had done this a couple of times with other CDOs, and in Jimmy’s case,
it quickly became obvious that he was in a no-win situation. Two
months later, he left that job and has vowed to never take another
CDO position. Good call, in this case. His organization had not set
him up for success. His boss, the CHRO, was so afraid to rock the boat
at her organization that she was frozen in place, and that meant

Jimmy would be frozen too.

A Job Fraught with Landmines

A cDO cannot be successful if those upon whom they depend for

political, strategic, and financial support do not yet have a REDI
Vision!

Jimmy’s story is not uncommon. Many people hired into top REDI
roles (regardless of the title) step into situations that feel like covert
operations in which the only things executives want is plausible

deniability. On one hand, CDOs are asked to lead significant change;



on the other, they may not get the ground cover necessary to
optimize their impact. The position is often derailed by internal

politics and systemic resistance. Is it any wonder that although cDO

hiring has increased dramatically, turnover among_CDOs has also
increased? Like Jimmy, many departing CDOs say they never enjoyed
the influence and authority necessary to make REDI_changes.

Do all you can to set your CDO up for success before they even

arrive, rather than depending on ad hoc interventions post-hire.

When a CDO’s Work on Your REDI Vision Gets
Derailed

In researching this book, I spoke with several REDI practitioners and

summarized their lessons of experience from their first six months in
a CDO or other top-level REDI role. This list does not cover all the
ways a CDO could be derailed, but it is food for thought to help you
understand how best to set up your CDO role before you even begin to
interview candidates.

Flawed reporting structure. The REDI Vision the C-suite has
defined for the business should determine where the CDO role should
sit in the organizational structure and to whom the cDO should
report. If you want your CcDO to play the role of a coordinating

mechanism whose influence is felt not just on traditional human
resources activities but also on product, marketing, supply chain, and

other parts of the business, it makes sense for the CDO to report to
the ceo. This direct-to-CEO model also works well if this is the first
time REDI will be an enterprise strategic priority, or if you expect the

CDO to encounter systemic resistance from other senior leaders.



When the cDO reports directly to the CEO, it signals to the entire

organization that you mean business.
The REDI lead role is often set up to report to the CHRO, and this

structure works when the CHRO is a confident political powerhouse,
when REDI issues have already been on the C-suite agenda for many
years, or when the organization already has the outlines of a REDI
strategy. This structure also works if you only want the CDO to make
human resources decisions such as hiring, talent mobility,
performance management design, compensation, and so on. One big

challenge with the cCDoO-reporting-to-CHRO model, as Jimmy
experienced, is that it fails if the CHRO is threatened by the attention
the cDO will inevitably get from the rest of the C-suite.

1. Unclear mission. If the CDO’s mission is unclear and there is no

agreement on how success will be measured, outcomes will at best

be mixed.

2. Lack of executive buy-in. Your cDO will run into trouble if

members of the executive team are only giving lip service to their

REDI efforts and do not believe a cDO is needed. The CHRO, Chief
Marketing Officer (CMO), head of supply chain, or other top-level
leaders whose work should be affected by the REDI strategy should

all be required to work in partnership with the CDO from the get-

go.

3. Lack of resources. If the CDO position is under-resourced
financially, politically, or both, you will be setting them up for
struggle.



4. Lack of inclusion. If your CDO is subjected to the same exclusionary
behavior they are asked to fix for the enterprise, they may be
robbed of energy to do the work. As Marguerite Ward writes,
CDOs often face emotional labor (the need to regulate feelings,

reactions, and body language), disrespect, tiredness, and burnout.

The CDO position can be a thankless, soul-crushing job. Ironically,
the person the organization hires to lead REDI often bears the

emotional brunt of any pushback and is also held accountable for
delays, missteps, and over-reach. However, you can circumvent these
derailing behaviors and set your CDO up for success!

The CDO’s Purpose

Are you hiring your organization’s first CDO? If you are, you may be

thinking that the job is mostly about providing REDI education and
training to the organization. While “training” will surely be a part of
your eventual REDI strategy, training is not itself a REDI strategy. Your
CDO should ideally be focused on higher-order, strategic impacts
rather than on the tactical tools that will be used to deliver that value.
In July 2020, Josh Bersin published research documenting that
employees mainly want a CDO to “encourage and engage in dialogue
about the systemic racism that holds back minorities and women.”
This priority was followed by “getting buy-in from change champions,
especially White men,” and “fixing structural gaps through
compensation, hiring, succession, and managerial capability” and
“being_less scared to discuss race issues.” Employees have lofty,
strategic expectations for a CDO and are not focused on training. A

further complication is that efforts to address these employee



expectations are likely to meet resistance because conversations about

race and social justice are still not typical in the workplace, and many,

may actively avoid these topics.

The bottom line is that the CDO’s primary job should be to create
an environment that supports difficult conversations that enhance the
day-to-day experience of all employees. To do this, the CDO needs the
authority to influence outcomes in various functions across the
enterprise, not just talent management outcomes. It is critical that
you ensure your C-suite has a shared understanding of the REDI

Vision and the ¢cDO has a North Star.
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The CDO needs the authority to
influence outcomes in various
functions across the enterprise,
not just talent management

outcomes.



Actions to Support the CDO

By now you recognize the need to establish your organization’s REDI

Vision before the CDO starts their job. Before hiring, you can do the

following;:

- Complete the REDI Vision work from the previous chapter.

(You’ve probably already done this, but I remind you here because

it is the most important action you can take.)

- Ensure that the C-suite is in sync regarding messaging within
their areas of responsibility. Speak directly with the heads of HR,
marketing, supply chain, and other functional and business units
you expect will regularly interact with the cDO. Provide space so
their opinions and concerns can be heard. Meet with each,
individually, to discuss your expectations for how they will partner
with the cDO. Make it clear that the CDO job is not an island and
does not “belong” to human resources, even if that is the
reporting structure. You want each member of the C-suite to feel
they are part of this key decision and that they are expected to
partner with the cDo.

« Devise a communication plan regarding the CDO’s hire. Focus
these communications on providing transparency to employees
about the role. Align the communications plan with your REDI
Vision. Communicate the “why” to employees before the CDO’s

first day.



- Define a REDI budget that can accomplish your REDI Vision. Don’t

make the CDO beg for the resources they need to do the job.

In the first ninety days, support the CDO for success by taking the

following actions:

- On day one, announce the CDO’s arrival to the organization via

your standard communication channels.

- About a week post-hire, introduce the CDO to the company in an

all-hands call or other employee event during which you will

further explain the REDI Vision at a high level. Do not introduce
the CDO as a “savior” or “fixer,” but rather as part of your

leadership team and someone whose work is meant to improve the
overall experience for all employees (and possibly for customers,

suppliers, and the community, depending on the scope you define
for the job).

« Give the cDO the opportunity to quickly assess the situation and

define their priorities, relative to your REDI Vision.

- Invite the CDO to share their initial strategic thoughts with you

and the rest of the senior leaders. Then give them space to do their

job, being responsive to their requests for resources.

EXECUTIVE SUMMARY



« Complete your REDI Vision before hiring a cDo.

o Define a fit-for-purpose cDO role and let that determine

where the position will sit in the organizational structure.

o Set up the cDO role as a strategic partner to all other parts

of the business—a coordinating mechanism, not a siloed

functionary. Encourage partnership from the start.

o Before and after the cDO begins, lay the groundwork for the

ongoing success of the role.

REDI QUESTIONS

What is the best strategic purpose for a cDO in your
organization: is it to increase workforce diversity and enhance
workforce inclusion, or do you envisage a broader mission for
the cpo? What unintended consequences of having a cbo
might you anticipate? How will the other members of the C-
suite be expected to align their work to the CDO’s mission? How

will the cDO role relate to your broader ESG work?
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Meeting in the Middle

If a first-line manager wants to be a second-line manager, but they
cannot demonstrate that they can hire, retain, promote, or develop a
diverse team, they should not get promoted. Train them and give them
some time to get it done, but definitely do not reward behavior that is
opposite of your strategic goals.

SHELLYE ARCHAMBEAU, interview with the author

"VE SEEN a lot of poor leadership in my years working directly with
global organizations. What do I mean by “poor” leadership? The
world of work has been disrupted but, whether hybrid, remote, or
face-to-face, the fundamentals of effective human leadership have not
changed much, from a psychology perspective. I/O psychologist Dr.
Gary Yukl conveniently summarizes most of “what we know” about
leadership in his four-category taxonomy of leadership behavior.
Effective leaders are task-oriented (ensure that people, equipment,
and other resources are used efficiently to accomplish the



organization’s goals), relations-oriented (enhance team member skills,
leader-member relationships, connection, and commitment to the
work unit or organization), change-oriented (increase innovation,
learning, and adaptation to changes), and external-oriented (provide
information about the outside, get resources and assistance, and
advocate for the team). So, a “poor” leader, in my opinion, is one who
exhibits only a subset of the behaviors in Yukl’s model—or who
exhibits these behaviors to support only a subset of the people they
lead.

These elements of effective leadership matter whether you are
leading a team at a start-up or a centuries-old company. The relations-
oriented behaviors such as supporting, developing, recognizing, and
empowering employees make the biggest difference when it comes to
day-to-day employee experience. Unfortunately, according to Gallup’s
data, only about 20 percent of current managers seem naturally

matched to the interpersonal demands of managerial roles. Many

employees know they have poor managers, which is why so many are
disengaged at work. About 40 percent of employees, regardless of

race, say they do not have a sponsor to help them succeed at work.

For Black and Hispanic/Latino women, the number increases to 45
percent.

Managers get their lowest effectiveness ratings from employees of
color. Why? Research shows a pattern of own-race bias, in which
employees have better outcomes when they are the same race as their
manager. This pattern is strongest when the relationship is between
White managers and White employees. McKinsey’s Race in the
Workplace report confirmed that Black employees do not have the

same experiences in the workplace as their White counterparts. Black




employees perceive less fairness in the allocation of rewards and fewer
chances to succeed. Almost 50 percent of Black respondents said they
do not receive support at work to advance in their careers, compared
with 39 percent of White employees. Dr. Meisha-ann Martin, senior
director of People Analytics and Research at Workhuman, has
observed recognition inclusion gaps for Black and Hispanic men
relative to other employees. “These men receive and give less
recognition,” Meisha-ann said. Workhuman’s research shows that
individuals who give and receive social recognition are more engaged
and less likely to leave the company. Since Black and Hispanic males
are at the bottom of the recognition pile, they are likely to have lower
feelings of inclusion and higher turnover.

These data make it clear that many managers are not effective at
the parts of their job that fall into Yukl!’s relations-oriented dimension.
And that managers can be spectacularly weak at relations-oriented
leadership of diverse teams.

It is worth pointing out that since 73 percent of US managers are
disproportionally White, many managers lead people who do not look
like them. And that managers, regardless of their race, may need more
training than you realize to be effective at leading their people,

especially those who do not look like them.

100% Leadership

I have experienced, researched, and studied these issues for a long

time, and I am convinced that no REDI effort can succeed unless it is
built upon a foundation of strong leadership development. CEOs

should define what effective leadership looks like in their companies,

regarding REDI and all other aspects of leadership. Managers are only



effective if they consistently define a positive workplace experience
for everyone they lead. People of color do not need “special”
leadership or more leadership. They need their leaders to provide
them with the same support they mete out to other colleagues but
often withhold from them.

One reason so many employees are dissatisfied with their jobs is
that their managers do not pay enough attention to the daily human
experience on the teams they lead. REDI requires a new manager
mindset about interactions with all employees, especially employees
of color. Effective leadership is about attending to the needs of all
employees, including people of color. Inclusive leadership should not

be treated like an “add-on”; it is component of effective leadership.
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People of color do not need
“special” leadership or more
leadership. They need their
leaders to provide them with the
same support they mete out to
other colleagues but often
withhold from them.



Manager as designated hitter

Baseball’s designated hitter (DH) role is a useful analogy for effective
REDI leadership. A DH has only one job: to bat in place of the pitcher.
There is no hemming and hawing about who is accountable or
whether the job is being done well. And the DH does not expect
anyone else to do the job.

Few managerial jobs are as clearly defined as that of baseball’s DH,
but managerial roles should be that clear. Managers will be more
effective if they behave like DHs: remembering that they are the only
person in the entire organization who is primarily responsible for
effectively managing each person on their team.

Employees pay close attention to their managers. They know if the
manager prefers to wear black shoes or brown shoes and whether they
prefer Android or i0S devices. Managers have a metaphorical bullseye
in the middle of their foreheads because they are the one person in
the entire organization who is designated to be each employee’s
advocate. If the leader does not do this job like a DH, who else will?

When the manager does not behave like a DH, a leadership void
emerges. As is revealed in the McKinsey data, this leadership void is
exacerbated for people of color, particularly Black employees. A DH in
a REDI context means that a manager uses 100% Leadership—
enhancing the experience of each individual employee on the team
they lead, regardless of their ethnicity, race, or any other way that

humans vary.

The Great ReEsteemation!




According to the November 2018 Us Bureau of Labor Statistics’
American Time Use Survey, Americans with full-time jobs spent
almost 30 percent of each weekday (about nine hours each day)
working, Since, as previously noted, employees believe only about 20
percent of current managers are effective, we reach the discomforting
conclusion that most employees (about 80 percent) are spending long
hours under the leadership of ineffective managers. This is a colossal
psychological burden.

In May of 2021, about a year and a half into the coviD-19
pandemic, Texas A&M University organizational psychologist Dr.
Anthony Klotz coined the term “the Great Resignation” to describe

the phenomenon in which employees were quitting_their jobs en

masse. The big question was, “IWhy?” Early explanations focused on
workers’ desire for greater flexibility and autonomy. As time went on,
these resignations seemed more like a movement than individual
protests. What exactly were workers running away from? The
resignation phenomenon was affecting all kinds of jobs and industries,
including_restaurants, healthcare,_and technology. In my opinion,
Karla Miller’s piece in the Washington Post hit the nail on the head.
Employees were running away from being_“micromanaged and
disrespected.” Employees were not running away from “work,” writ
large; they were running away from their managers. They were
running away from mistreatment that has made them feel
undervalued as humans. No amount of flexibility will fix that.
Employees want their managers to put them at the core of the work
experience.

Therefore, rather than “Great Resignation,” I «call this

phenomenon a Great ReEsteemation! Employees are not running away



from work; they are running foward the hope of feeling like whole
humans as they do their jobs. Employees are looking at themselves in
the mirror and saying, “I am not willing to sell my soul and feel bad
about myself just to get a paycheck!” This phenomenon started before
the coviD-19 pandemic; the pandemic accelerated its pace and

impact. During the Great ReEsteemation, Black employees were the
only race/ethnic group that cited personal safety above all other

concerns, including_covering_monthly expenses. You could say that

for employees of color, feeling whole at work is as important as
getting a paycheck, if not more!

Executive coach Dr. Marilyn Gist, author of The Extraordinary
Power of Leader Humility and professor emerita and former executive
director of the Center for Leadership Formation at Seattle University,
noted, “People have three primary questions when facing a... leader:

Who are you? Where are we going? Do you see me?” This Great

ReEsteemation is every manager’s chance to show each employee that

they are seen within a large context of purpose and connection.

The REDI Journey: A Marathon, Not a Sprint

There is so much REDI work to be done; we are just getting started.

Employees of color have long yearned for many of the changes in
corporate America that were spurred, directly and indirectly, by Mr.
Floyd’s killing.

One day, we will no longer need the term “diversity and
inclusion,” used within the context of fixing race-based workplace
disparities. One day we may not need CDOs! But we are not anywhere
near that point. Rather, we are just getting started. There will be

many missteps as we all try to get there, together. Along the way,



100% Leadership—in which managers are focused on and accountable
for supporting each employee on their team—is vital.

Individual managers will make or break all your REDI efforts. You
will need to help each become more effective in leading diverse
teams. Here are a few tips to set the stage with managers before you
launch your formal REDI strategy:

- Make it clear to all your managers that the REDI work is a priority

for you and for them.

- Set the (new) expectation with each manager that 100%
Leadership will be required—they must be designated hitters for
each member of their team. You will need to support managers via
development activities so this way of thinking and acting becomes
habitual. Remember, most employees currently perceive most
managers as ineffective. And today many managers are getting
away with leading only a portion of their teams. You must change
that.

- Communicate your high-level REDI Vision to your organization’s
managers before your CDO starts (or before your REDI strategy is
finalized). Give managers a chance to ask questions and to offer
input, so they can understand your reasons for this focus
(especially if this work is completely new for the organization).
Empower them to answer employees’ questions to help establish
the essential connection between your REDI strategy and their

100% Leadership expectation.



- Let managers know that although the cD0O will lead the REDI
Vision, the CEO and the entire C-suite have skin in the game and
will be active partners with the CDO. And make it clear that they

(managers) are part of the long-term solution.

 Above all, give managers the chance to keep up with your REDI
thinking. Begin the process of “normalizing” REDI and an

inclusive culture by talking about it in your standard

communications within and outside the business.
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Drive Change Employees Can See and Feel

You need your REDI program to make sense to your whole
organization. Your primary stakeholder for this work is your entire
employee population! Although investors and community leaders have a
vested interest in this work, it is employees’ opinions that will
determine if your REDI strategy is successful. Employees will be
watching your every move, and they expect you to present a REDI
strategy that drives outcomes they can see and feel. You will have only
two possible paths to accomplish this: you can influence employees
through your direct communications to them and you can influence
them through your managers.

No matter how effective your direct communications to
employees, you are not in touch with every employee every day.
However, your managers do (or at least should) have an intimate
understanding of employees’ day-to-day experiences. You (and your
CDO) need to work with managers to deliver your REDI message.

What could possibly go wrong? If the people they lead already
question their effectiveness, some of your managers may not be very
effective communicators of the REDI strategy. Put another way,
inclusive cultures cannot be built if managers are ineffective, because
ineffective managers do not practice 100% Leadership. Your
organization must have a learning-oriented culture that emphasizes
flexibility, open-mindedness, and exploration; it is the only way
employees will share their REDI experiences and ideas or believe

managers support their career ambitions. Today, only about 30

percent of employees believe their leaders are effective at role-

modeling or shaping culture, so there is a lot of work to be done to



develop managers so they can effectively support REDI strategy (or any
other business strategy, for that matter!).

Your REDI success will depend upon a bedrock of continuous
learning for your managers. Your learning plans may already
incorporate unconscious bias and anti-racism training, and that is
certainly useful for enhancing manager and employee awareness
about these issues. However, the additional training your managers
need should focus on their becoming more effective as designated
hitters for everyone they lead. The most powerful thing you can do is
set the expectations for how you want your managers to behave, train
them how to behave this way, and then hold them accountable to
these behaviors. Make your REDI leadership expectations transparent
and required. And teach leaders and managers how to be change

agents, too. Employees of all types will see the difference.

Advancing REDI

Once you know what you believe, have a strategic REDI Vision, and

know how to start removing the barriers to REDI work through
partnership with your executive team, board, and managers, you are
more likely to be successful in diversifying the talent in your
organization and building an inclusive work culture. And there are

many other benefits to this proactive approach:

 Your actions will be perceived as genuine because you will have

skin in the game and will be an active part of the solution.

- You are more likely to attract and retain diverse talent.



« Your board of directors and executive team will be more prepared
to deal with REDI challenges because they will have been involved

in creating the REDI Vision.

- Your executive team and leaders will be more aligned with you and
will support this work. Even if their personal experiences and
beliefs are not fully aligned, it will be clear to them that you will
not tolerate behavior that threatens your REDI intentions. They

will emulate what you model.
- This work will enhance your overall leadership effectiveness.

You, rather than your external stakeholders, will control the
progress timeline. You will be on your way to making corporate
America better, one employee at a time!

Now, it is time to talk about the Action portion of the Inclusion
MBA model. I’ll do that in the next few chapters.

EXECUTIVE SUMMARY

« Managers can make or break your REDI strategy.

o Use your REDI Vision to effectively frame the “why” for your

managers.

« Establish managerial behavior expectations—100%

Leadership—as part of your REDI Vision. All employees will



benefit from this increased emphasis on humanizing the

employee experience.

REDI QUESTIONS

How would you describe the current leadership culture in your
organization? Are managers in partnership with those they lead,
or do they behave more like “bosses”™ Do your managers
understand that you require them to be inclusive leaders? Do
they know the behaviors they must exhibit to be considered
effective in an inclusive leadership environment? Are they held

accountable for living up to those expectations?






PART FOUR
ACTION

IT WON'T BE EASY, BUTIT
CAN BE DONE

Inclusion Reframe #3: Action

My organization will only be inclusive if I drive the change to make it
so!
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HR and the Science of
Inclusive Leadership

People want microwave solutions to problems that have been slow-
cooked.

DR. DEREK R. AVERY, interview with the author

MAZON SCRAPPED its artificial intelligence-based re- cruiting
A tool in 2018 because it “did not like women,’ as Reuters
reported. The tool was not rating candi- dates in a gender-
neutral way because the data used to build the algorithms was from
job applications submitted to the company in the preceding ten years,
most of which had come from White males. The tool, unwittingly,
became a self-perpetuating maleness machine.
Early in my career, I designed selection systems that included
elements like interview guides, biodata (biographic facts about the
candidate and their opinions and values), cognitive ability tests, and

behavioral simulations. I designed these selection protocols with great



rigor, using the results of formal job analysis to determine which
knowledge, skills, abilities, and other characteristics (psychologists
like me call these ksAos) differentiated the high performers from
those who were less effective in the job for which the selection system
would be used. When we measured these differentiators in the
selection process, we could predict which candidates were likely to be
more effective in the job. Selection systems that do this well are called
“valid” predictors because you can see a statistical relationship
(usually a correlation) between performance on the selection system
and the performance data of the people who are hired. We would
evaluate the usefulness of these tests in one of two ways. Either we
would give the test to a group of job incumbents of all performance
levels to see if the test differentiated between the actual low and high
performers, or we would administer the selection protocol to all
candidates but continue to select them based on separate tools that
were already being used (for example, traditional interview
judgments). We would put the test scores away and wait until the
hires performed in the job for a while (typically, about a year). Then
we analyzed the data to see if the unused test scores could have
predicted the higher performers from the others. We expected to see,

and usually found, that those who scored higher on the tests also

scored higher on job performance measures.

I have always advised HR and other corporate leaders that
decisions such as who gets a job (or not), who is promoted (or not),
and who is selected for the leadership training program (or not)
should only be made based on a thorough understanding of the job
and on valid decision-making criteria. By “criteria® I mean the

“standard” against which success is judged. Supervisory ratings of job



performance are the most commonly used performance criteria.
(Note: Since supervisory performance ratings can be problematic,
psychologists doing selection validation work create special
performance ratings and do not use the company’s performance rating
tools.)

Many clients realize that federal legal guidelines cover the use of
tests for point-of-hire decisions but do not realize that these laws also
apply to other selection decisions (such as who gets selected for a
training program or who gets promoted). A “test or selection
procedure” is not just a hiring test. It might be a post-training
evaluation, a performance appraisal procedure, or any other tool or
procedure used for a variety of talent decisions.

Therefore, my standard talent selection guidance is

straightforward and consistent:

- Define the criteria you will use to make talent decisions before, not

after, you see the candidates.

- Make talent decisions based on data, preferably on judgments
from more than one person, and not solely on the whims of

individual managers.

- Use a consistent approach. Even if it is not formally validated by an
I/O psychologist, a consistent approach will enable you to
understand why you did what you did, to explain what you did to
anyone who challenges you (hopefully not in court), and, best of
all, to explain to the candidate (for example, a candidate for

promotion) why they did or did not get the opportunity and what



they can do to prepare themselves the next time the opportunity

arises.

When my clients used these practices, they would get higher on-
the-job performance, reduce the risk of discrimination challenges,
and better understand the characteristics of those who were being
selected for these opportunities versus those who were not. And even
losing candidates would feel the decision processes were fair.

And yet, this was a hard sell for some of my clients who simply
would not do it (those are no longer my clients). Some would say it
was too expensive to implement robust selection protocols. Others
wanted the easiest and quickest ways to make talent decisions, so they
scorned measuring the statistical relationship between outcomes of
their selection decisions and the on-the-job performance of those who
were hired, promoted, or added to the fast track.

My frustration with the reality I just described is one reason I
eventually got out of selection assessment work. Another reason was
that, as technology evolved, many of the new tools don’t pass muster
from an I/O psychology perspective. Dr. Walter “Wally” Borman, a
performance measurement expert, was my major professor, and I
imagine him cringing when he reads about how some of the new tools
are designed. Dr. Paul E. Spector, another of my profs (and a prolific
I/O psychologist and business and management scientist ranked
among the top 2 percent of scientists in his field), also influences my,
thinking about this work. These tools are marketed with great gusto
by start-up geniuses; we just need to make sure that fairness, access,

and opportunity are built in.



The widespread adoption of artificial intelligence (AI) in HR tech is
inevitable. Understandably, HR users like the scale, speed, and
decision support Al offers. However, users should insist that

developers are transparent about how the algorithms function and
whether they have an adverse impact on certain candidates as a
function of race, gender, or other human variation. That opacity is a

concern when Al is used for employee selection. While these tools

make recruiters’ lives easier by quickly processing large volumes of
candidate information, many such tools have been wvalidated on
candidate pools that are not representative of the US population.
When these tools are used in a country in which race-based
subordination is already such a challenge, users must be vigilant to
ensure the tools do not reinforce and replicate those subordinations.
The guidance from the Society for Industrial and Organizational
Psychology (S10P) is a great resource for gvaluating Al-based HR tools.
[ am not against Al, but I am for greater Al transparency. That is
why I was delighted when, in November 2021, the City of New York
passed legislation regulating_the use of AI_in hiring_processes.

Hopefully, this legislation will drive the national conversation to

ensure that A1 always comes with disclosures about what is inside the

“black box.” In January 2022, the Business Roundtable launched a
“Roadmap for Responsible Artificial Intelligence (A1)” that will also

help drive equitable outcomes from the use of Al-powered HR tech.

I get a little grumpy when clients discuss REDI as if the people, the
issues, and the science is something new. It is even more
disconcerting to encounter HR professionals—often the first point of
contact with candidates of color, and the arbiters of our day-to-day

workplace experiences—whose actions are not guided by the relevant



psychological science. I don’t meet a lot of these science ignorers, but
I meet more than I should.

Sometimes executives are not focused on the science, either. Over
the years, I offered guidance to executives that was grounded in data
and psychological science. Sometimes the data came from research in
peer-reviewed journals, sometimes from national academic
conferences, and sometimes from applied research conducted in a
specific client’s workforce (for example, employee opinion surveys
and analysis of archival operations data). I consistently noticed that
although business leaders would insist that I base my insights on data,
they often made decisions that ignored the implications of the
evidence I provided. Although some did this intentionally, most did
not even realize this was happening. These leaders would say they

were data-driven but, at best, they were “data-ish leaders.”
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Data Collection

Clarify your REDI questions
It will be hard to take the correct REDI action if you don’t know what
employees think about their day-to-day work experience. You can
address that challenge with robust employee data collection using
your own internal employee opinion measurement teams or the
guidance of I/O psychologists or others trained in data collection and
analysis. When your team collects employee opinion data, tell them,
“I depend on you to tell it to me like it is. Don’t hold anything back!”
The last thing you want is sifted employee opinion data.

I also recommend two other considerations before the data

collection begins:

1. What are the key REDI questions swirling in your mind for which
you want answers? For example, “Are employees in one group
having a different experience than others and, if so, what causes
that difference?”

2. Which groups in the organization are of interest when you think
about these questions? Women? People of color? Sales team? And
so on. For example, if yours is a global organization, you will need
to know if employee experience varies by location. It would also be
misleading to look at the data solely from the perspective of the

overall global population or “headquarters.”

Make sure you get insights with the level of detail that matches
the questions that are swirling in your head. You need that specificity



to effectively drive REDI change.

Beware “data-ish” leadership
Many of my clients conduct annual employee opinion surveys to get a

baseline measure of employee experience. If an annual survey is all
you can do, that is better than nothing. However, in this fast-paced,
disrupted digital environment, you should aim to measure employee
sentiment more often; a year is too long.

Annual surveys were de rigueur pre-COVID and pre-
ReEsteemation, and results were mostly consistent year over year. My
clients would keep doing new surveys and getting mostly the same
results. When I asked, “What actions did you take since getting the
previous year’s survey feedback?” the answers would reveal that very
little had been done. Sometimes clients had even done the opposite of
what I recommended! Often, all the effort to ask employees their
opinions was not being matched by a concomitant level of action.

Why would executives expect to get better employee opinion
feedback when they were not taking actions based on the data-based
insights and recommendations from these surveys? Employee
research experts have pondered this question for a long time and
consistently conclude that “getting the right results into the right
hands and then getting leaders to use these insights will remain our
focus for the foreseeable future.” Make sure you are not one of those
leaders who ask for data-based action recommendations but fail to act
on them! Employees will notice right away, and they will be less
trusting of your REDI strategy.

You should also make sure the insights and recommendations you

receive are thorough and complete. Some HR leaders screen culture



and employee opinion data and decide what should be kept, toned
down, or deleted before it is delivered to the C-suite. They do this
ostensibly to protect your time and sometimes to avoid being the
bearers of “bad news.” But then you get watered-down insights and
take ineffectual actions that contradict the data. You need the whole
story: good, bad, and ugly! Otherwise, you will be making data-ish
decisions that will not have the impact employees are waiting to see

and feel.

Be skeptical of historical trends and benchmark comparisons
FantasyCo, Inc. is an amalgam of global clients I advised during the

last ten years. FantasyCo ran an annual employee survey around the
same time each year, usually asking the same questions from year to
year. Each year I advised them to ask questions that mattered in that
moment, even if that meant deleting or changing some of the core
questions. They would resist, saying, “We need history, so we don’t
want to change the survey questions! Plus, we want to compare our
employees’ answers against employee responses from other
companies like ours (benchmarks), so we must ask the same questions
those companies asked.” FantasyCo often seemed more interested in
trends and benchmark comparisons than in what their employees
were experiencing.

The problem is that, while historical trend comparisons and
“benchmark” comparisons can be helpful, they can also be very
misleading when used without contextual framing. When “conditions
on the ground” change dramatically from week to week, month to
month, and year to year, as they have since the start of 2020,
historical trend data and benchmark comparisons must be



recalibrated. The workplace has been so disrupted by covip-19 that
we cannot just compare pre-pandemic employee opinion scores to
post-pandemic data and think we have an accurate measure of how or
if sentiment has changed. The same is true about REDI data. Since
stakeholders’ expectations have changed, we cannot simply compare
pre-May 2020 employee opinion scores to post-May 2020 data and
think we have an accurate measure of how or if sentiment has
changed. We need a new baseline. For REDI work in this
environment, I recommend that you focus less on comparisons to the
past and more on understanding the “now.”

Similarly, comparing employee opinion scores from one
organization to another is an opportunity for gross misinterpretation.
Even if employees answered the same questions, no two companies’
business strategies, cultures, or management practices are the same.
Benchmark comparisons, though interesting, are of questionable
value, particularly in a disrupted work world.

If you use surveys as part of your REDI assessment, focus more on
the current employee experience (in other words, the current scores)
in your own organization than on comparisons to other company’s

SCOre€s.

Race and ethnicity: Often under-measured and

misunderstood
Although there is a generally shared understanding in the US of how

race and ethnicity might be defined (typically according to the US
Census race and ethnicity classifications), your organization may not

have been consistently collecting or analyzing data by race, ethnicity,



or other ways in which your workforce might vary. Or the data might
have been collected but not shared with you.

Internal survey program managers often share these data and their
implications with heads of REDI programs, employee resource groups,
and other targeted groups—but not executive leadership. This is a
mistake. You may not want the same level of detail as your CDO, but
you need to see some specifics.

The impact of failures to collect or adequately break out race and
ethnicity data came to the forefront nationally and globally during the
COVID-19 pandemic. As public health researchers Farah Kader and
Clyde Lanford Smith point out, “Missing data on race/ethnicity from
federal, state, and local agencies impede nuanced understanding_of
health disparities.” The corollary is the same for the workplace.
Detailed analysis of workplace data, using race and ethnicity and
intersectional breakouts, is essential to effective REDI work.

Employee opinion survey scores tend to vary significantly by race,
ethnicity, and gender, and tend to be highest for White employees.
Additionally, scores for Hispanic/Latino employees tend to look more
like the scores of White employees than those of Black or Asian
employees. Black employees’ scores tend to be lowest on questions
about opportunities for growth and development, manager
effectiveness, and trust in senior leadership. Therefore, it is
insufficient to just look at aggregated employee survey data. Your REDI
Vision prework should include examining employee opinion data by
the variations that exist in your workforce. Insist on seeing the
insights by race, gender, and intersectional groupings.

You may think, for legal reasons, that avoiding race- and ethnicity-

based patterns in your workforce data is a good idea. But you need



that data to accurately measure the outcomes from your REDI_work.
Even if your HR department has not been providing you with these

data, your company is probably already providing data to the federal
government via the EEO-]1 form. The availability of these high-level

data breakouts is evidence that it is possible (though not always easy)
to collect or extract the race and ethnicity metrics you will need for
REDI work.

Black, Hispanic/Latino, and AAPI: Not a monolith
Although it is acceptable to use the term “people of color” as a

shorthand way to differentiate between White employees and those
who identify with other races or ethnic groups, that convenient
shorthand is not helpful for guiding REDI strategy. “People of color”
groups together people who have widely disparate cultures, histories,
and current experience. Hispanics/Latinos, Asian Americans and
Pacific Islanders, Native Americans, and Black Americans each have
unique histories, day-to-day experiences, and variations of culture and
experience within their identity groups.

The Black population and workforce in the Us is diverse, whether
examined from the perspective of place of origin, US geography, race,
ethnicity, appearance, income, education, or other social and
economic measures. Similarly, although convenient, the AAPI label
describes a diverse population of about 24 million Americans that
“Hispanic/Latino” in the Us Census and in employee opinion

research, there is really no such thing as “Latinos” in the sense of

shared experience.



Board director Tricia Montalvo Timm is writing a book about how
authenticity can power personal and work success. In an interview
with me, she noted that “people from places as diverse as Mexico,
Puerto Rico, Colombia, the Dominican Republic, and Cuba get
lumped together. But each place has different cultures, mannerisms,
foods, and belief systems.” She pointed out, for example, that Black
people from the Dominican Republic get challenged in the Us when
they speak Spanish because underinformed people have a stereotype
for “Latino-looking people” and do not associate people of African
descent with that identity. Timm says, “All of this is about
stereotyping. And all of this needs to be changed.”

In many race and ethnic groups, lighter skin is perceived to be
more desirable than darker skin. Fordham University law professor
Tanya K. Herndndez pointed out in a powerful 2021 essay that “when

provided the ability to check as many racial boxes as apply... a majority

of Latinos... prefer to solely check white.” She also explains that some
Hispanics/Latinos associate lighter skin with “adelantando la raza”
(improving the race). According to Hernidndez, “For (some) Latinos in
the United States... anything other than black is preferable,”

referencing_a quote from Marta Cruz-Janzen. In other words, some

“people of color” have the option to be “White” and may be
perceived by those in the reference group as White. Those
employees’ experiences are more like those of the reference group
than those of people with darker skin. Black people can also be biased
against darker skin—a phenomenon termed “colorism.”

So, the term “people of color” is a description without any real

value when it comes to understanding employee experience. For REDI



work, it is necessary to understand the historical and social

differences both within and across “people of color.”

Pay attention to employee comments
I attended a session called “The Science of Bouncing Back from

Adversity” at the 2021 annual conference of the American
Psychological Association. The panel included six PhD psychologists
and one non-psychologist, Glynn Washington, the host, creator, and
executive producer of the podcast Snap fudgment. He shared a story
about the unique psychological challenge of dealing with the CcovID-
19 pandemic for people who had previously endured other trauma. He
was there to remind attendees that psychology is most effective when
psychologists are informed by the day-to-day experiences of those it
seeks to serve.

A few minutes into Washington’s remarks, a PhD psychologist in
the audience kept asking: “Where is the science?” This person
meant, “Why is Mr. Washington talking? He is not a psychology

999

scholar and he is not reporting ‘research.”” This interrupter did not
seem to understand that the human experience is the very thing that
matters in psychology (and in leadership)! He likely did this because,
apart from being rude, he is of a generation of psychologists who has
focused disproportionately on quantitative data (responses to scaled
“agree/disagree” scales, for example) and less so on qualitative data
(information in non-numeric form, usually textual or narrative).

I have seen the same underutilization of employee comments in
the corporate environment. Although most employee surveys gather
both quantitative and qualitative data, the qualitative data (comments)

tend to be underexamined and under-shared. And yet, the employee



experience is “hidden in plain sight” in those comments. You should
insist on seeing analyses of your employees’ survey comments, cut by
the demographics of interest—including, of course, race and ethnicity
and relevant intersectional identities.

You can’t talk to every employee individually, but employee survey
comments can help you understand what is in each employee’s heart

and suggest the most meaningful actions.
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Don’t Let the Race and Ethnicity “Taboo” Derail
REDI

Scientists have noted that “the explicit discussion of race and

organizational leadership is still considered taboo or irrelevant in
many_business circles.” In March 2021, Pew Research documented
that “there are wide differences in how Americans view the need for
attention to issues of race.” Although 97 percent of Black Americans
say they experience “a lot” of discrimination in society today, only 40
percent of White Americans believe Black people have that
experience. Additionally, although 75 percent of Black Americans say
that heightened attention to this topic is good, only 46 percent of

White Americans agree. Momentive’s 2021 research revealed that
only 48 percent of White executives believed that “DEI [diversity,
equity, and inclusion] initiatives are an important factor in our
company’s ability to drive success,” while S1 percent of White
executives agreed with the statement, “DEI initiatives are a distraction
from our company’s real work.”

Since conversations about race are “taboo” in broader society, you
might be reluctant to talk about these subjects yourself. You need to

counter this resistance and model the way for those you lead.

Handling bias deniers
Recently a friend and fellow organizational psychologist posted a

message on LinkedIn asking how to advise leaders when employees
report in employee surveys that they are experiencing conscious bias
and bigotry in the workplace. The subtext of that question was,
“What if the leaders do not believe the employee feedback?”



Some leaders and managers in your organization may deny that
bias exists, even when employees report having those experiences. If
this happens, you must tell those bias deniers that the company
believes (1) that no employee should be the victim of intentional or
unconscious bias at work, (2) that employees who say they are having
these experiences must be assured that their situation will be
investigated, and (3) that leaders and HR will resolve any problems
identified from the investigations.

You may also discover that some employees (even managers) have
been exhibiting biased behaviors in their treatment of some of their
colleagues. You don’t need to change their beliefs, but you do need to
let them and all other employees know you will not tolerate racism,
sexism, ableism, heterosexism, and other discriminatory behavior in
your organization. Do not allow anyone who contradicts that
expectation (even other executives) to remain in the organization.
Employees who experience the behaviors that signal bias, such as
stereotyping, hostility, overly critical evaluations, and being
consistently overlooked for opportunities, are watching and waiting
for you to create the changes that will eliminate those behaviors. If

they do not see and feel those changes, your REDI work will not

succeed.

Adyvice from Top REDI Scholars

I asked four REDI experts to share their insights about what really

works when it comes to driving meaningful REDI change. These four

are in positions where they see a wide range of challenges that leaders

face in the REDI domain. They are also actively involved in using

psychological science to influence practical actions in the world of



work. Each is in touch with both psychological science and the
zeitgeist.

Dr. Calvin Lai is assistant professor of Psychological and Brain
Sciences at Washington University in St. Louis. His research focuses
on learning how implicit biases change, understanding the
consequences of implicit biases on behavior, and developing
interventions to reduce the impact of those biases on behavior. Dr. Lai
is known for his application of psychological science to real-world
challenges.

Dr. Derek R. Avery is the C.T. Bauer Chair of Inclusive Leadership
at the University of Houston and the Diversity and Inclusion Portfolio
Officer of the Society for Industrial and Organizational Psychology.
Dr. Avery is a thoughtful and energetic researcher and business
advisor with an engaging way of communicating big ideas from
psychological science. He is among the group of psychologists who

rightly lament that race and ethnicity are under-studied, even within

the academy of psychological science.
Dr. Kecia M. Thomas is the Dean of the College of Arts and

Sciences, University of Alabama at Birmingham (UAB). On one hand,

Dr. Thomas is all business; on the other, she laughs loudest at a good
joke. She is one of the “coolest” researchers you will meet. Dr.
Thomas’s influential role within the UAB system reflects her long-
term, scaled efforts to support diversity in STEM workplaces through a
combination of leadership, science, and social justice advocacy.

Dr. Tiffany Jana (they/them) is the founder and CEO of TMI
Portfolio, a collection of companies working to advance inclusive
workplaces. They are the author of four popular books on matters

related to diversity and inclusion and purposeful business. Dr. Jana is



a high-energy and uber-generous person who laughs easily but is not
afraid to speak their truth.

I distilled my highly engaging conversations with these four
colleagues into the following pointers about what works, from a

leadership perspective, when it comes to REDI.

Make it okay to talk about race in your organization
Dr. Thomas noted, “People of color have been suffering race-based

indignities, yet they have come to work and done their jobs anyway.
Leaders need to match that commitment. And if you’re not willing to
do that, you cannot expect to become the trusted and inclusive leader
you aspire to be. We need leaders to be brave.” Allison Manswell,
author of Listen In: Crucial Conversations on Race in the Workplace,
made a similar point years ago: “Not talking about race actually
increases the sense of bias somebody already has... ignoring race can

exacerbate rather than alleviate issues of race in the workplace.”

Lead REDI strategically

Dr. Jana recommended, “Move away from performative diversity
work, and from any temporary, superficial quick fix. That kind of
thinking just causes harm. Look at this work from a systems
perspective, and make it sustainable. Establish something that is long
term and that cannot be defunded.”

Dr. Thomas added, “I ask clients to identify a goal for their
organization and try to map out the strategy for how the organization
can accomplish it. And I also have them do the same regarding an

individual plan. What can you commit to do based upon the new



knowledge you have acquired from your training and education

efforts?”

Seek systemic, long-term solutions
Dr. Lai pointed out that the implicit bias training that is readily

available is not standardized: some of it is very good, and some of it is
less so. There is no problem in using that kind of training to raise
employee awareness and build more positive attitudes. However,
since the outcome you really desire is prolonged behavioral change,
you need to manage your expectations about one-off training. On one
hand, you should not expect the same results from a two-hour
training session as from more robust, data-based diversity and
inclusion initiatives, such as changing the composition of an entire
entering class of new hires or defining a new inclusive leadership
behavior model. On the other hand, know that the more significant,
potentially more influential initiatives will take longer to show their
impact. You need both short- and long-term efforts. Coqual recently
introduced a tool, the “Black Equity Index,” that can help you track

the effectiveness of your race-based REDI_efforts.

Establish fairness and inclusion as bedrock principles
“Somebody’s got to be the first to say, “You know what, we’re going to

fundamentally do this differently than everyone else has from the
ground up,’” Dr. Avery said. ““We are going to build an organization
that is committed to fairness and inclusion as bedrock principles.’”
This can only happen if you are willing to withstand the short-term
pain that will come from those who say that business should not deal

with social concerns. You must decide where you stand.



Focus on diversity and on building inclusive organizational
cultures

It is not enough to go out and hire people in all their variations. You
should simultaneously create an environment where everybody can
contribute to their potential, be developed to their potential, and be
rewarded based on their contributions and not on their
characteristics. A fair, inclusive environment will attract, engage, and
retain the best and brightest in all our variations, according to Dr.

Avery.

Challenge underlying default assumptions
Make it a habit to challenge any underlying assumptions about what

makes a “good” candidate or employee. Dr. Avery noted that
traditional hiring and advancement practices tacitly reward jobs and
promotions to people who look like the people doing the hiring and
promoting. This means that straight, cisgender White males tend to
be “the standard,” and everyone else needs to justify their candidacy.
Leaders must challenge that assumption every time it shows up. Dr.
Avery referenced the work of now-deceased Columbia Business
School professor Dr. Katherine W. Phillips, a pioneering researcher in
how organizations can optimize the talent of employees from diverse

backgrounds.

Treat REDI as an essential business competency
Multicultural competency should be an essential leadership

expectation, like financial and marketing acumen. CDOs can help with
this. As Dr. Thomas put it, “A good CDO can advise and coach their

CEO to develop their multicultural consciousness.” Don’t hire,



promote, reward, or retain people who do not have this competency.
Do not put people on boards who cannot relate to people who do not
look like them or who have no interest in the concerns of people who
do not look like them. If you have people like this on your team now,
give them time to get up to speed, and then, if they are not prepared

to meet these new expectations, let them go.

Manage your own implicit bias

At the individual level, think before you act: implicit bias is real.
However, according to Dr. Lai, “We’re more likely to act on implicit
biases when we don’t give ourselves time to think things through.” He
recommends the same advice your mother likely gave you: “Think
before you speak or make judgments.” You will become a better
decision maker and will make fewer biased decisions based on natural
human characteristics. At the system and policy level, initial reactions
are likely to be informed by implicit biases, too. So, when you need to
make (any) crucial decisions (including those where race is involved),
you are likely to make better, less biased decisions when you have

time to think them through, rather than relying on first impressions.

Manage bias in talent decisions
According to Dr. Lai, one of the best ways to counter bias in talent

decisions is for leaders to avoid making critical talent decisions when
they are distracted by other concerns, are tired, or do not have
enough time to adequately consider the decision criteria. He offers
the following additional tips to enhance decision making and counter

cognitive biases in talent decision making;:



- Avoid starting the decision-making process with a free-for-all
group meeting. Rather, let participants decide independently,
outside a group meeting, to minimize groupthink in making big
decisions (for example, hiring the first Black woman to your

executive team).

« Ask each stakeholder to each record their judgment anonymously
on a piece of paper or digital tool. Aggregate the findings and have
someone announce the decision based on the aggregation of the
individual judgments. This approach makes it easier for
participants to express their opinions independently, without

being influenced by others’ judgments.

- Discuss and make the final decision as a group. Always make talent
decisions on valid criteria that matter, such as performance ratings

and potential ratings—never on race.

Make data-based talent decisions at all phases
As Dr. Lai put it, “You might be super-invested in reducing bias in

your interviewing process, but the bias might not be there; it might
be in mobility and retention. That’s why it’s vital to get the specific
numbers and data, just like you would any other type of metric.” The
point here is that you should not assume where the problem lies, nor
should you assume that you already know the best solution. Let the
data inform both the problem-definition and the creation of solutions.

Build authentically inclusive leaders for the long run
According to Dr. Avery, you must build systems of compliance and

accountability into critical talent decisions. For example, managers



have power when it comes to hiring, promotion, project assignments,
and so on. Train them to make fair decisions, and then hold them
accountable for doing so. We know from psychology that it is easier to
change behavior than to change attitudes—and that behavior can

change attitudes. So when you focus on systemic behavior change,

you may also change attitudes. This is an imperfect approach because
some people will only do these “right” things when you force them
to. Some managers will circumvent these requirements if they want to
sabotage your efforts, so you can’t “set it and forget it.” As a result,

you must set up sustainable accountability processes.

Embrace differences rather than seeking sameness
The benefits of diversity in the natural world suggest that diversity,

not homogeneity, is essential for human survival. Dr. Phillips believed
that “homogeneity,” not “diversity,” is the exception and would ask,
“What small change can we make as individuals to capture the
benefits of diversity?” Fight the impulse to seek out commonalities
with those you encounter and instead “embrace your differences” by
talking about contrasting life experiences. “The environment you will

create will be one where difference is normal,” according to Dr.
Phillips.

Model the way
Racial bias is contagious. Likewise, egalitarian bias can also be

contagious. The more you exhibit egalitarian behavior, the more likely
it is that observers (other employees, for example) will copy those
behaviors. You need to model the way.



Find and dismantle race-based siloes in your organization

According to Dr. Thomas, “There are functional areas in
organizations where we are more likely to find people of color and
women, and other areas where we find very few people of color or
women.” Both situations are likely outcomes of biased decision
making. Departments and groups that over-index on talent from
women and traditionally subordinated groups tend to have lower pay
and fewer mobility options. And this becomes a self-fulfilling pattern
as men and those with social power avoid these groups. Break up
those patterns and systems. Where women and people of color are
underutilized, require the leaders to identify and communicate back
the explanations for the underrepresentation. Then, require them to
present plans redressing the problem. Require them to advertise
available opportunities to the entire organization and recruit from
outside their familiar network or colleges. This will split up the power
cliques. Train leaders to identify and document the career aspirations
of each person on their teams, and provide coaching so team
members can be developed for new opportunities. Redesign the work
in those groups to make those opportunities attractive to a wider
range of applicants, and re-evaluate the criteria for candidacy to make
sure people who can do the job are not being ruled out for invalid

reasons.

Support anti-racism mechanisms inside and outside the
organization

As discussed throughout this book, our society is highly segregated by
race and ethnicity. Until that changes, the workplace may be the only

place many in your workforce regularly encounter a wide variation of



humankind. Additionally, some employees’ day-to-day experiences
outside work may expose them to people and ideas that run counter
to your company’s anti-racism, anti-sexism, anti-ableism, and anti-
heterosexism efforts. You can’t change peoples’ personal beliefs, but
you can start by using words that clearly state what you are for and
what you are against and use those values to determine who should

remain or become part of your great organization.
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What Does Not Work for REDI

Quick fixes

Racism has been present for centuries. It will take time to find the
solutions to “fix” discrimination in the workplace. The effective
solutions will not be one-size-fits-all, either. As Dr. Avery noted,
throwing money at the problem by saying, ““We’re going to hire
somebody, or ‘we’re going to outsource this function, or ‘we’re going

2

to invest in this short-term training initiative’” will not work. You
need a long-term strategy against which you can progress consistently

and visibly.

Expecting the CDO to “just handle it”
As Dr. Thomas noted, cDOs and other diversity and inclusion

practitioners report that executives try to position them as the REDI
“fixer.” That will never work. CDOs can be a critical part of the
solution, but their key role should be as a strategic partner to other
business leaders. Otherwise, as reported in Business Insider, “When
corporate executives fail to support their DEI colleagues, not only do
DEI leaders have to engage in high emotional labor, but they also

experience a loss in motivation.”

All talk, no action
Research from Berkeley business school psychology professor Dr.

Drew Jacoby-Senghor and his colleagues found that “the explicit goal
of appearing egalitarian might blind people to the possibility that they

could be communicating, and perpetuating, prejudicial attitudes.” A



key lesson in this: “Words carry weight. You can unwittingly spread
prejudice when you give lip service to REDI work but take no real

action.” Action is always more valuable more than talk.

Copying what other organizations do

Companies that receive REDI awards surely deserve them for the
things they are doing right. However, what one company does might
be the opposite of what would work for your company. Although you
can adopt some best practices, avoid copying without understanding
the context. There is no substitute for a strategy driven by your
organization’s unique values, products and services, and customers.
No matter what approach you take, you should not expect 100 percent
success, especially not on the first efforts. That does not happen with
any other kind of work, and it won’t happen with REDI. However,
when you tailor your efforts to your organization’s uniqueness,
employees are more likely to understand the “why” and to support
you. And you will retain employee support even if you sometimes
stumble. Take a custom approach that is purposeful, consistently
applied, sustainable, and tied to your REDI strategy.

Overreliance on Al in talent systems
Dr. Jana shares my earlier caution about using Al for talent systems.

They say that if people who code the algorithms all come from one
walk of life, the experience they encode into the product may show
up as bias against those who have had a different lived experience.
When you buy A1, don’t just focus on the function, also focus on who
is making it, and on their REDI values.



Put Me in the Game and Show Me the Money

Career mobility and compensation equity are two specific outcomes

you should focus on in your REDI work. Traditionally, processes for
compensation decisions have been opaque, while managers have had a
lot of discretion in how they allocate these resources.

In my own experience, some HR leaders and hiring managers will
offer lower pay rates, pay increases, and performance incentives to
people of color than what is offered to their counterparts. A 2021
Coqual study revealed that many employees of color perceive that we

wait longer for promotion opportunities than White employees. One

contributing factor is that managers’ evaluations of our performance
may not adequately reflect our contributions. (You can refer to
Chapter 4 for a more detailed discussion of the science regarding this
issue.) Another contributing factor is the persistent and systemic
under-leveling of certain functions and jobs. According to Maria
Colacurcio, CEO of pay equity innovator Syndio, an example of this is
that “HR tends to be... the most undervalued function, and it also

tends to be the one with the most women and people of color in

leadership roles.” You will have made meaningful REDI progress when

people of color are represented in the higher level and more
influential roles that have not traditionally welcomed us, and when
the roles that have traditionally welcomed us are not systemically
undervalued.

Be sure to also scrutinize how managers determine and allocate
compensation. Women still earn less than men (about 84 cents for

each dollar), and intersectional pay_gaps persist. College-educated

Black and Hispanic men earn about 80 percent of what White



college-educated men earn, and Black and Hispanic women earn
about 70 percent of that. Maria makes two recommendations to help
address these inequities: (1) analyze compensation data using both
race/ethnicity and gender and the intersection of the two, and (2)
analyze all aspects of compensation. Include incentives and
equity/stock option allocations, and not just base pay. “The successful
twenty-first-century company will be measuring workplace (pay)
equity and doing so more often,” according to Maria.

The REDI actions that make sense for your organization will be
unique. However, the experts in this chapter provided directional
guidance, pointing you to three key focus areas: strategic leadership,
REDI leader support, and talent decision process improvement
(including selection, performance measurement, promotions and

career mobility, and compensation).

EXECUTIVE SUMMARY

o Effective REDI solutions should be built upon data-based
insights that show leaders what matters most. Ad hoc
actions may not hurt but may result in disappointing

outcomes or unintended negative consequences.

« To get valid REDI data insights, leaders must ensure that in-
sights your advisors provide are disaggregated in a way that
will enable you to see the patterns by the demographics

that matter in your organization.



 Although REDI solutions need to be customized for each
company, the psychological science indicates that there are
some best practices any company can implement to

positively influence systemic bias in talent systems.

REDI QUESTIONS

What is the basis, in data, for the guidance you are currently
receiving about REDI work in your organization? Is your
organization using the practices that are known to work and
avoiding_those that do not? How is your organization defining
the success of its REDI work? What accountability mechanisms
are in place to ensure that managers’ actions are aligned with
your REDI expectations? Has any manager in your organization
been out of compliance with these expectations? If so, what
repercussions did they experience? How will you know which of
the REDI actions you are taking are making a difference for your

employees?
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Seeing All Women Clearly

For too long we have positioned women as a deviation from standard
humanity and this is why they have been allowed to become invisible. It's
time for a change in perspective. It's time for women to be seen.

CAROLINE CRIADO PEREZ, Invisible Women

RIOR TO BECOMING an equity, diversity, and social impact

workplace consultant in Geneva, Switzerland, Tom Waterhouse

spent more than thirty years in corporate roles. Once, while
working for a European organization in which the top fifty leaders
were all White males, he submitted a perfectly matched female
candidate for a position on his team. HR’s response was, “She’s
French, she’s Catholic, she’s a woman. Why would you want to hire
her?” Tom hired her anyway, and she spent a highly successful decade
at the company, during which she also met and married her husband
and had four children. The company also had a rule that if you moved

to part-time (as some mothers and caregivers needed to do), you



would automatically lose your vp title. Tom pointed out that this rule
was biased against women, but the company could not see it. They
kept saying, “It is just a policy and it applies to everyone, so it can’t be
discriminatory.”

As Tom put it, “Men are often in denial about the extent to which
the women around them are subject to sexism, harassment, and
discrimination on a daily basis.” As you read this you might think,
“Those examples are extreme; they would never happen in my
organization” And yet, although women’s representation has
increased across the talent pipeline since 2016, women remain
significantly underrepresented in leadership. Women of color are still
underrepresented at every level in the corporate structure, and that

underrepresentation is worse at higher levels.

A Large Part of the REDI Story

As Caroline Criado Perez made clear in her groundbreaking treatise

Invisible Women, women are so invisible that our needs and
experiences are often underrepresented in data and, therefore,

underrepresented in leadership, policy, and even product design

decisions. We are in the world (of work), but the world (of work) does
not factor us in 50/50 relative to our male counterparts! Gender bias
is so entrenched that it can go unnoticed, right in front of our eyes.
Imagine what it must be like, then, for women of color who
experience gender discrimination to the second power—with a layer
of racial discrimination added to sexism. As discussed in Chapter 10,
the terms “people of color,” “Asian American and Pacific Islander,”
“Hispanic/Latino,” and “Black/African American” are not perfect, but

they are a convenient way to focus on the differentiated experiences



of women of color at work. Take the time to notice the variations
within these groupings. Remember that each person represented by
their grouping is an individual who wants nothing more than to be

seen, heard, and valued for their unique humanity.

The Unique Experiences of Women of Color

Deepa Purushothaman, cofounder of nFormation.com and author of
The First, the Few, the Only, shared some of her research findings
regarding women of color, especially those at higher levels in
corporate America. Published in partnership with the Billie Jean King
Leadership Initiative, this research is detailed in the report PowHER

Redefined. The main finding was that women of color believe current

models of leadership do not work for everyone, and especially do not
work for us. These women reported that there is little room for our
full voice, our full contribution, and our authenticity at tables of
power. Aware that we will never behave like a White-male-centered
definition of what good leadership looks like, women of color are
seeking to change that model so that leadership can work for
everyone. Women of color are looking for space to redefine what

effective leadership looks like, according to Deepa.

A pattern of biased reactions at work
Women of color experience some unique discriminatory responses at

work. Black women are treated somewhat condescendingly—like a
“pet” early in our careers, and like a “threat” as soon as we become
more confident or express ambitions. This “pet to threat” syndrome

was documented in 2013 in Dr. Kecia Thomas’s research. AAPI women

deal with the “exotic model minority myth,” which causes others to


https://www.nformation.com/

undervalue them as managerial talent. In my conversations with
Hispanic/Latino women for this book, a common theme that arose
was self-monitoring of their natural self-presentation preferences, to
fit in. Many women told me that they avoid wearing vivid colors at
work because when they do, their clothing choices are often called
out for being “dramatic.” Since reactions to women of color vary by
their race and ethnicity, the solutions to counter these

microaggressions must also be bespoke.

The Secret Lives of Black Women at Work

When Black women get together to commiserate about some of our

workplace challenges, it doesn’t take long for someone to say, “I told
him, you don’t have to like me, you just need to respect me.” This
language has a specific meaning, forged from years of dodging and
weaving to make sure our actions “fit in.” It is particularly difficult to

be a leader when you are “other” than those you lead. It isn’t hard to

figure out (by reading body language and observing foot-dragging and
other delay tactics) when someone who reports to you or with whom
you need to collaborate wants to sabotage your efforts. It is, however,

all too common.
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Invisibility

Isabel Wilkerson is a Pulitzer Prize winner and New York Times-
bestselling author of two seminal books about the Black experience in
America: The Warmth of Other Suns and Caste. Wilkerson is a bona
fide word star! Yet her personal story perfectly illustrates the
“invisibility” that Black women face.

While working as a national correspondent for the New York
Times, Wilkerson showed up at an office for a pre-arranged interview,
but the interviewee refused to meet with her. He told her to leave
because, as he put it, “The New York Times will be here any minute.”
The New York Times was right in front of him, in the form of Isabel
Wilkerson! But he could not see the New York Times because he could
not see Isabel Wilkerson. Wilkerson remained calm, but I am also
sure that she was sobbing on the inside. Despite her laudable self-
control, the pain from this infuriating situation was strong enough
that she still recounts the experience.

These are not the experiences leaders want for employees. This is
the core of the REDI challenge. Black women are often shortchanged,
discounted, and rendered invisible by coworkers, clients, and
customers. Everybody loses. Think of it this way: when Wilkerson
could not do her job, not only did she lose out, but so did her
employer, and so did the company that employed the offensive man,
since it lost out on priceless coverage in the New York Times.

You need to be aware that these dynamics are alive and well and
that women of color in your company likely experience these kinds of
“checks” regularly. What do we do with these experiences? We do

not make a fuss! We don’t report it to our managers. Heaven knows



we don’t report it to HR. Why? We have these experiences so often
that if we were to process each one, we would live perpetually in
negative emotions. Additionally, we get labeled as “complainers,”
“victims,” or “troublemakers” or of “playing the race card” when we
try to broach valid concerns. We are speaking up more now and
insisting on parity. Business leaders should listen if you want to
uncover the hidden, misunderstood, and underestimated experiences

of women of color in your organizations.

What Counters Gender Discrimination at Work?
Dr. W. Brad Johnson and his colleague Dr. David G. Smith have

coauthored two books about the experience of women in the

workplace. They too found that women of color have different
experiences than their White colleagues and are more likely to be
marginalized and silenced. In an interview with me, Dr. Johnson
offered specific recommendations to support women, particularly

women of color, in the workplace.

Support mentoring across races
Mentorships are less likely to form across races because mentors (and

mentees) can erroneously believe that cross-race mentoring will not

work. This is a fallacy. Mentorship data across several human

variations, including gender, race, and sexual orientation, shows that
cross-race mentoring relationships are effective. Once established,
they move along the same predicable mentoring continuum as other
kinds of mentoring. As trust develops, the relationship solidifies. That
formation stage is the critical point. Over time the “mere exposure

effect” will take over, which means that they will both get more



comfortable with each other. Gradually, they will start to really enjoy

each other’s company, and powerful reciprocal benefits will develop.

Make sponsorship part of the leadership development
strategy

Require your leaders, especially senior leaders, to sponsor women so
both the sponsor and the person being sponsored see it as an
expectation. These expectations minimize awkwardness, too, because
all parties will have the same marching orders. Then, track the
women’s career progress in relation to the sponsorships.
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Require leaders and employees to act when they see
something

Teach leaders and employees to address discrimination in the
moment. Dr. Johnson says, “Don’t approach the victim ‘later’ to offer
sympathy. Give her your support in the moment,” when it is most

needed.

Encourage White women to be allies for other women
The nFormation report mentioned earlier revealed that although

about 75 percent of White women say they are committed to referring
women of color for opportunities and publicly giving us credit for our
work, only 29 percent are currently sharing insights with women of
color, and only 9 percent are sponsoring a woman of color. Dr.
Johnson points out that sometimes people think they are acting as
allies when they are not. For example, the intended ally might be
friendly to the intended recipient, but that friendliness might not
include advocacy or disruption of biased systemic processes. Allyship

requires more than friendship!

More about Allyship, Change, and Space for
Diverse Voices

Ellen Taaffe is a corporate brand leader turned board director,
executive coach, TEDx speaker, and leadership professor at Kellogg
School of Management, where she also runs the mMBA Women’s
Leadership program. Ellen interacts with corporate women in all
aspects of her work. She believes that organizations can support allies

by providing ally groups or other initiatives that enable all employees



to advocate for REDI. Microsoft’s global Allyship program, for
example, is designed to enable all employees to learn the dos and
don’ts of effective allyship. “So often people believe in it but don’t
know how to help. We need allies to become more aware and to learn
how they can make a difference,” Ellen said in an interview with me.
Ellen also offered other ideas about what works when it comes to

countering gender disparities.

Change how you recruit board directors
Ellen says that gender (and racial) diversity is achievable if leaders try

new behaviors. “When I have worked to diversify boards from a
gender or race perspective, we changed how we recruited directors.
We evaluated our needs through a skills matrix to define our criteria.
We went to a different source beyond our networks, including
registries and recruiting firms. Lastly, we interviewed diverse slates
with a consistent interview protocol. If the way we are sourcing talent

doesn’t yield diverse hires, we have to change our ways.”

Purposely enable various opinions (and strengths) to emerge
Ellen recommends that leaders facilitate balanced talk-time for all

voices and halt behaviors like speaking over and interrupting women
and people of color. If someone asks a question in a meeting and it
goes unanswered, leaders should note that and circle back (no matter
how long that takes) and invite that person to ask their question again.
Make room for that woman’s perspective!

Create space for open conversations with unfamiliar

employees



Facilitate conversations where women share their experiences of bias
with a peer group of both men and women. These sessions can be
particularly powerful when senior women share what they
experienced when they were at lower levels of the organization and
did not have the power they currently possess. Ellen has participated
in some of these sessions, and she says, “I saw the shock on the face
of men who are their peers now. The men listened, and they will
probably never forget what they heard that day. It was a very helpful
experience for all involved. So often, people think these issues are
ancient history, and they are not.” Ellen also notes that these sessions
require highly skilled facilitators to provide psychological safety to
allay women’s concern that their careers could be limited by what
they share. Facilitators can be employees who have been trained to
specifically moderate these kinds of conversations, but external
facilitators are best if employee trust is low in your organization.

As you devise your REDI strategy, pay attention to the unique

needs of women of color. Race and gender intersectionality matter!

NOW THAT we have covered the Inclusion MBA model, let’s take a step
back and think about this challenge as a culture-building opportunity.
I define organizational culture as “what it feels like to work here or

do business with the organization.” Leaders build culture, and culture

drives business performance. A human-centered organizational

culture is an ideal foundation for building an inclusive organization.
Your culture can be inclusive even if your workforce is not yet as

diverse as you want it to be.



EXECUTIVE SUMMARY

« Gender disparities in the workplace are well known, but
women of color face a double-whammy when they must deal

with the challenges of gender and race simultaneously.

» Women of color are asking for leadership to be redefined.
Any such redefinition will benefit not just these women but

all employees.

« Organizations will benefit when leaders establish systemic
practices, including sponsorship and allyship, to help men
and other women understand the experiences of women of

color and support their thriving at work.

REDI QUESTIONS

Do you know what women, especially women of color, are
experiencing as employees in your organization? What can you
do to get clarity about those experiences? What new things
could be done in your organization to support these women'’s
career growth and influence? How could the things you do to

support women of color benefit all employees?
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How to Build a Workplace
Culture

N 1995 I was completing my doctoral dissertation and thinking
I about my first post-PhD job. I had ruled out academic life. I

wanted a corporate job but did not want to move to the traditional
urban centers of commerce—New York, Chicago, Los Angeles,
Atlanta—despite the lure of great paychecks and big-city glamour. I
wanted to live where my four-year-old daughter could play outside
(almost) every day and where I would see the sun from my office. So, I
stayed in Florida.

I heard that a local company, Raymond James Financial, Inc. (aka
Raymond James), wanted to hire a PhD-level I/O psychologist. By the
time I showed up for my first day, I had become fascinated by this
“little” financial services firm that did things on its own terms. St.
Petersburg, Florida, seemed like the least likely place for the
headquarters of a financial services company. However, the
investment advisory business that Robert A. “Bob” James had started

in 1962 was growing into a full-service financial services company.



And now I had the opportunity to continue my career adventures in
this precocious company!

Raymond James turned out to be an ideal employer for me. Over
time I built a team and had the chance to regularly advise senior
leaders regarding critical talent-selection decisions. I found my stride
at Raymond James, and many of my colleagues are still friends today.
Although I loved working at Raymond James, I didn’t fully understand
then that my positive day-to-day experience resulted from the
intentional efforts of the company leaders to create a human-centered
culture. That clarity came years later, as I compared my Raymond

James history to experiences with other employers.

A Culture of Belonging

Think tank Coqual defines “belonging” as feeling_seen,_connected,
and I have never had that experience since then. That is why,
although I eventually left the company, it never left me. And I don’t
take that culture for granted anymore. Over time, I realized that
Raymond James was the first place in which I experienced that direct
line between effective, professional executive leadership and
employee experience.

Raymond James wanted to compete for deals against the
behemoths of the financial services world—jPMorgan Chase,
Goldman Sachs, Morgan Stanley, and the like. These Wall Street
giants had deep pockets and deeper histories. jJpMorgan Chase, for
example, traces its roots to 1799, while Raymond James was formed

163 years later and did its first underwriting deal in 1969! Somehow,



Bob James understood, from the start, that organizational culture
could be the great differentiator to power his grandiose ambitions.

That is why the leaders I observed were laser-focused on building
a people-focused, values-based culture. They relentlessly drove the
expectation that the company’s success depended on serving the
clients and employees (the company’s motto is “Service First”). As it
says in the Raymond James principles, “Teamwork and supporting our
fellow associates is fundamental to sustaining a work environment
that encourages opportunities for unparalleled service, personal
growth, and job satisfaction.” These ideals were infused into the
business operations, using a variety of communication devices,
including “Breakfast with the Boss” and “Service First” lunches,
where associates could regularly see, talk to, and learn from and with
the company’s top leaders. Leaders also used these opportunities to
celebrate associates’ accomplishments and milestones. And Raymond
James University made it possible for every associate to develop the
knowledge, skills, and behaviors to support “Service First.”
Eventually, these cultural ambitions were codified in the Raymond
James Blueprint, positioning culture as “essential” to the business.
This intentional approach partially explains why employees
consistently rate the company, its culture, and its CEO very positively
in public company reviews.

In addition to founder Bob James, many smart people, including
his son Thomas A. “Tom” James, created the Raymond James that I
experienced. Bob Shuck, Francis “Bo” Godbold, Larry Silver, Lynn
Pippenger, Tom Franke, and Tom Hamilton are among the executives
who had their fingerprints on much of my positive experience.

Despite the highly competitive nature of capital markets, these



leaders pushed Raymond James from “little engine that could” status
in 1962, when the father and son started the firm with $20,000, to
managing approximately $1.18 trillion in client assets by 2021. The
firm currently has almost twenty thousand associates, advisors, and
professional partners and has been part of the s&P S00 Index since
2017. This company is a success by any measure. The Raymond James
people-first culture has indeed proven to be the company’s great
competitive advantage.

To find out how it got there, I'm going to do a deep dive on two of
those leaders: Tom James (CEO and chairman during my tenure;
currently chairman emeritus of RJF, Inc., chairman of Raymond James
& Associates, and chairman of Eagle Asset Management) and Bo
Godbold (president during my tenure; currently vice-chair of the
board of directors of Raymond James Bank). Since these men were
involved in building a highly successful business from the ground up,
they have a unique perspective on the impact that culture has on
business outcomes.
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Handcrafted Culture

When [ worked at Raymond James, I enjoyed watching how Tom, Bo,

and the rest of the leadership team handcrafted the culture daily.
Although the company hired some experienced financial services
specialists (investment bankers, research analysts, traders, and the
like), they were forced to build much of the needed talent capabilities
by hiring and training intelligent, people-focused associates with little
or no previous financial services experience. Back then, Raymond
James could not convince the trained talent from the big Wall Street
firms to come to St. Petersburg; the tables have turned!

For several years I led the Assessment and Selection department
in HR, managing other I/O psychologists and recruiters who
supported the company’s efforts to build its talent powerhouse. I
spoke with many graduates of excellent schools, including Chicago,
Duke, Eckerd College, Florida, Harvard, University of South Florida,
University of Tampa, and Wharton. In addition, I interacted with
many experienced capital markets professionals from Wall Street
financial and trading firms. Raymond James liked to hire talented
people who had the “common touch.” Each year we conducted
rounds of a rigorous assessment process to identify the best talent and
screen out the prima donnas and dilettantes. That is part of the secret
to how Tom and the other leaders slowly and steadily built a

financially successful company and a magnet for world-class talent

that routinely outperforms the competition. They don’t just hire
smart people; they hire /ikable smart people!

One can learn a lot from these leaders’ ideas and actions about
how culture impacts business outcomes. The first challenge for a CEO



who wants to build a human-centered culture is defining the
behavioral expectations and holding managers accountable for
exhibiting those behaviors. Absent this clear definition from the top,
employees will not see and feel the difference. You want to set up a
culture in which employees remember more positive than negative
experiences, like I do about Raymond James.

Neither you nor your organization needs to be perfect today to
begin crafting that culture. Start where you are and do the things that
can move the needle in the direction you desire. Focus on that every
day, and employees will begin to see and feel the difference. The thing
that will help most is connecting with employees in ways that let
them know you care about them as individuals, whether you are
making deals for a global business or a “mom-and-pop” business.

The rest of this chapter culls insights from conversations with
Tom James and Bo Godbold. Simply, they are leaders who made me

feel they cared. You can have that effect on your employees, too!

Tom James

Tom James’s parents may have figured out early on that their son was
a financial whiz kid. After all, they watched fifteen-year-old Tom
parlay a small loan into a lucrative coin and silver dealership. Tom
continued that business while in college, and proceeds from it funded
an engagement ring and a honeymoon, which Tom gifted to his
beautiful bride. That business also generated income for the young
James family in the early 1970s, when Tom was not taking a salary
from the firm. He earned money during college booking bands for

fraternity and sorority parties and performing as the lead singer!



Tom grew up in a segregated St. Petersburg, but his worldview
significantly expanded when he arrived on the Harvard University
campus. There, he earned a BA in 1964 and an MBA in 1966. He
learned that race, gender, and religion were sometimes used to
discriminate against other Americans and, a few years later, resigned
from his family’s favorite country club when the board refused to
accept his nomination of a Jewish friend for membership.

As Tom puts it, “A leader needs a set of beliefs (values) about how
you can be successful in an endeavor (and an understanding of what
could get in the way). Then you must establish a clear mission, vision,
and objectives. And then create mechanisms to enable people in the
organization to communicate effectively with one another.” In other
words, a leader needs to define a North Star that others can use to
light their way. Tom started to develop his values-based leadership
plan in business school and implemented some of those ideas at
Raymond James incrementally. Ever the keen observer, he would read
the business context and develop (and write down) the next great idea
about how to drive the organization to excel in that context.

I had the good fortune to be in a few meetings with Tom and
noticed how he sat back, listening intently to the speaker. Then, he
would pepper them with intelligent questions. Woe betide the
presenter who could not provide a considered response! But although
Tom might destroy a colleague’s premise with a few well-timed
observations, he was always a teacher, balancing criticism with helpful
feedback. These Socratic lessons were just another way to support his
long-term vision for a high-growth company.

Whenever I interacted with Tom at the company, he had a kind

word, a smile, and sometimes a pep talk. For twenty-five-plus years, I



have watched him make “long-run” decisions at Raymond James with
the interests of each client and associate in mind. Tom James helped
build a people-first culture at Raymond James, in which employees

thrive, work well together, and get great things done.

Bo Godbold

A group of MBAs was nervously chatting in a conference room in the

Investment Banking department at Raymond James. They checked
each other out with tentative sidelong glances even as they puffed out
their chests and pranced in their fancy suits, shoes, and briefcases.
These young people were future leaders of America and they knew it!

There was always at least one candidate who would behave
opposite to the company’s people-first values. My evergreen
“favorite” is the fellow who dropped names, talked about his
pedigree, and refused to answer some of my interview questions. He
just couldn’t be bothered because, after all, he was sure that he was a
“shoo-in.” He saw the interview with me as just an annoying
formality.

I may have laughed aloud when this fellow bolted from his chair,
attempting to end the interview on his own terms, prematurely.
Somewhat conspiratorially, the lock on the office door jammed, and
he could not dramatically exit as he’d planned! I watched as he
fumbled, and when the lock refused to relent, I enjoyed walking past
that young man to open the door for him. By that time, his blushing
exceeded his bravado.

Tom and Bo had done such a great job defining their cultural

expectations that I immediately knew this fellow would not get the



job. His behavior did not meet Raymond James’ behavior norms. Do
you have anyone like this on your team?

After a long morning of interviews like these, I was exhausted. But
there were many more to go. Just as I wondered how I could take a bio
break, grab lunch, and get back in time for my next interview, Bo
Godbold yelled, “Look, Gena, I brought you lunch!” The president of
the company was delivering a lunch tray to me! Bo does not
remember this moment of typical kindness. But I have never
forgotten it.

Bo Godbold joined Raymond James in 1969 when the company
was doing a million dollars in revenue. As he points out with his
trademark grin, “Today our revenues of about $10 billion a year are ten
thousand times more than when I joined!”

Bo’s upbringing was different from Tom’s, yet he became the
perfect partner to help build the common-touch culture Raymond
James wanted. Bo knew what “good” looked like from a human
perspective because his childhood experiences, including being
orphaned at age thirteen, had taught him the value of working hard
and striving to be self-sufficient. Bo grew up in a segregated South
Carolina, but each summer from age thirteen to age eighteen he
worked on a crew digging swimming pools; all the members of that
crew were Black until Bo joined.

Bo was doing this work in 1950s South Carolina, with its Jim Crow
“etiquette,” so I was not surprised when he said that initially the crew
members did not want to call him by his first name. Bo insisted, and
they eventually relented. (By the way, another Raymond James
cultural norm is that Tom, Bo, and the other leaders insist that

associates call them by their first names. It’s a way to reduce an “us”



versus “them” mentality and stay connected to all associates.) Over
those five summers, Bo and the crew worked together, ate lunch
together, used the same restrooms, and traveled in the same vehicle.
At that time, people of varying races seldom shared mundane
activities like these in the Jim Crow South. Bo and his colleagues
developed a mutual respect and worked together to produce excellent
results.

Georgia Tech became the first college in the Jim Crow South to
voluntarily integrate its student body, in 196l. Bo enrolled that year
too, and his classmates included the first three Black students
admitted to Tech: Ford C. Greene, Ralph A. Long Jr., and Lawrence
M. Williams. In addition, Ronald L. Yancey, the first Black Tech
graduate, was part of Bo’s graduating class of 1965. Fifty-seven years
later, in 2018, Bo and his wife, Betsy, commissioned and funded
bronze sculptures to honor these four men. The Three Pioneers
sculpture, dedicated in September 2019, now stands in Harrison
Square at Tech, while the Yancey statue is in_Tech’s Clough
Undergraduate Learning Commons.

Bo Godbold appreciates that humans are more alike than different,
an insight that informed his contribution to building the unique

Raymond James culture.
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Culture Is the Foundation

I included these stories about Tom and Bo to emphasize the criticality
of putting culture first when setting up your business expectations.

I am not saying that Raymond James is any less tested than you in
dealing with the challenges of operating a successful business in a
highly dynamic environment. And, like most businesses, the company

continues to work on enhancing_diversity. (Interestingly, one of

Raymond James’ most successful associates is Margaret Starner,
whose wealth management practice has over $1 billion in assets under
management! In 2020, Margaret won the InvestmentNews
Excellence in Diversity, Equity & Inclusion Lifetime Achievement
Award, partially because of her contributions to the firm and the
industry in fostering opportunities for other women.)

Why am I talking about Raymond James if the company is not
perfect? First, after decades of organizational consulting, I have never
met a perfect company, and I am not looking for perfection. Second, I
differentiate between companies where employees feel like they are
part of something big versus those where employees feel simply like a
cog in the machinery. Raymond James was the company where I had
an unmatched and unforgettable “part of something big,” inclusive
experience. Third, any company can build an inclusive culture, even if
it is still working to enhance the diversity of its workforce. Finally, I
think my Raymond James experience illustrates why organizational
culture matters not just for employee experience but also business
performance.

A healthy organizational culture is a prerequisite and perfect

starting point for the REDI journey. You and your company do not



need to be perfect. You just need to be willing to learn continuously.
Experiment. You’ll make mistakes, but employees will have your back
as long as you are honest with them. Keep what works; discard the
rest. Just keep driving change that employees can see and feel. And, as

you do this, your business will thrive, too!

THE LEADERSHIP-FOR-CULTURE TIPS | GLEANED
FROM WORKING AT RAYMOND JAMES

o Define cultural expectations first. Then, put mechanisms in
place to support execution. Planning is excellent, but

execution is the actual test.

« Insist on accountability. State clear expectations and hold
leaders accountable for their progress relative to those

expectations. Quantify the desired outcomes.

» Nip problems in the bud. Conduct reviews at least twice per

year for critical business issues (including REDI work). Once

a year is not enough. Don't let problems fester.

EXECUTIVE SUMMARY

o Executive leaders define the culture of the organization.



o Inclusive leadership should be part of the values you build

into your organization'’s culture.

« Employees need to see and feel what you are doing; that is

how they judge if your leadership is inclusive or not.

o Whether employees thrive and stay or wither and leave will

depend on how they feel about what you build.

REDI QUESTIONS

Do your employees know what you believe about how a positive
culture should feel? Do your employees believe that you
positively influence the culture of the organization you lead?
What behaviors make them think so? What would you have to
change for employees to think they are working in an inclusion-

oriented organization?



Conclusion

Making Corporate America
Better

The cause of freedom is not the cause of a race or a sect, a party or a
class—it is the cause of humankind, the very birthright of humanity.
DR. ANNA JULIA COOPER, A Voice from the South

STARTED THIS BOOK with an ambitious goal: to give you ready
I access to the deeply personal and well-documented insights of a

Black woman and I/O psychologist, gleaned from twenty-five-plus
years studying human behavior in American corporations. I know my
perspective is useful because executives with whom I have shared this
work tell me they have greater clarity about their role in leading
inclusion. They also have a better understanding of what people of
color mean when we say, “Showing up for work is the hardest thing
we do every day.”

I hope you have a similar response—the emotions this book elicits
are the most important takeaways! Take time to let your insights
simmer. Once you have explored these ideas with both your head and
your heart, you will see that people of color need you to help make

corporate America less hostile for us. We know that corporate life can



be better, and we know what it would take to make it so. All we ask is
that you partner with us in deriving the solutions that can end this
irrational three-tiered system of powerful, less-powerful, and
powerless.

Corporate life will never be the same. Ironically, fortuitously, the
COVID-19 pandemic changed the rules of the workplace for everyone.
This is an ideal time for you to think about rebuilding better. Start
with an Inclusion MBA (Mindset, Boldness, Action) lens. Add a dose
of “ReEsteemation” to build REDI (respect, equity, diversity, and
inclusion) in all aspects of your business. Stop focusing on “the
business case for diversity,” because what justification is necessary
beyond the fact that all humans deserve to be treated fairly and
equitably?

The path to this vision of fairness and equity can be tracked and

measured via four primary measures:

1. Positive movement on increasing the representation of people of
color in jobs at all levels in your organization to at least a level of
representation that approximates our representation in the

available labor force.

2. Positive movement on measures of the day-to-day experience of
people of color as we interact with our colleagues, clients, and

customers, and our access to roles of power and influence.

3. Progress for people of color on talent access, career mobility, and
compensation equity.



4. Ensuring that managers are emotionally qualified and willing to
lead people of color with the same respect they offer colleagues of
other races—that they are designated hitters for 100 percent of
those they lead.

Leaders, the bat is yours.
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Get Gena’s Curated
Resources for Inclusive
Leaders

THANK YOU! I am so honored that you have read this book.

Are you ready to take your REDI work to the next level? Inclusive
leadership requires an Inclusion MBA (Mindset, Boldness, Action), so
I have curated additional resources at leadinginclusion.com to help

you progress on your Inclusion MBA journey, including these:

« Thinking tools: workbooks, conversation scripts, research

summaries, and other curated content.

« Information about bulk purchases, so you can share this book with

your colleagues and friends.

« Customized help, including booking me to speak at your event,
deliver a keynote speech, or participate in a panel discussion. I also
love the fireside chat format, making it easy to have honest
conversations that address what’s top of mind. And you can also
figure out if I would be the ideal executive coach for you or

another leader you know.

« The REDI community, through which you’ll receive periodic

curated content to help you continue your inclusive workplace


https://genacox.com/book/

journey, one employee at a time.

Go to leadinginclusion.com


https://genacox.com/book/
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