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The process of building a diverse, equitable and inclusive team is ongoing. It's a learning
and doing journey. It starts by acknowledging the current reality, setting a vision and values,
and embracing the uncomfortable.

This guide is an overview of what I've learned about how to talk with teams about diversity,
equity and inclusion. I acknowledge that it is from the perspective of a white manager as
that is the learning journey I've been on. (If you are seeking resources as a person of color to
help you facilitate a conversation with your white colleagues, I apologize that this guide is
not that.)

This is simply a starting point. There are many experts and resources on this topic who can
guide you as you continue the journey, some of which are included at the end of this guide. 

Be a MODERN MANAGER with a thriving team.

EPISODE 123

episode guide

LETS TALK ABOUT DIVERSITY, EQUITY AND INCLUSION

These conversations are hard for everyone. Regardless of how you identify, talking about
privilege, oppression, injustice, cultural systems, race, gender, identity, intersectionality...it's
all messy. And many people worry that by talking about it, we might make it worse. We
might say something that offends or share a perspective that makes us look uninformed.
We might be tired of having the same conversation over and over again or frustrated by
seeming to be the only one who sees the issue. We might feel tokenized or ignored or
disrespected during prior conversations or in future ones. 

Yes, and... we still need to have these conversations. So prepare yourself for a bumpy ride
that no matter how uncomfortable will be worth it. Because at the end of the day, managers
can change the world one team at a time.
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Why do I think it's important to start this conversation? What makes me nervous about
doing so?
What do I hope to gain (personally, as a team, as an organization) by doing this work?
What is my vision for how our team looks, talks, behaves, etc when we embrace
diversity, equity and inclusion?
Who am I? What are the identities I hold? How am I perceived by the world? How have I
personally experienced privilege and oppressions?
How might my identities and experiences impact how I approach this conversation?

Before you open a conversation with your team, you need to begin with a personal
exploration. Ask yourself the following questions and be as specific as possible:

#1: Take Time to Reflect

Your team members already know each other and the existing relationships are generally
positive (meaning you are not starting from a deficit or with a dysfunctional team).
You are invested in creating a healthier culture and will continue to have conversations and
take action (meaning this is not a one-off or symbolic gesture).
 You have some skill as a facilitator and/or high emotional intelligence. If leading this type
of conversation feels like a stretch, bring in a skilled facilitator who has experience with DEI.

The following are suggested steps to help you open the conversation about diversity, equity
and inclusion with your team. It assumes the following:

1.

2.

3.

Have each person reflect on the questions above. 
Watch a TED talk or video , read an article or listen to a podcast on a DEI topic
Complete the Identity Pie Chart included in this guide

Let your team know you want to have a conversation about diversity, equity and inclusion.
Share with them why this is important to you, what you hope to accomplish through the
conversation and how they can prepare. 

Here are a few potential pre-work activities to consider:

#3: Set the Stage
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A GENERAL APPROACH FOR HAVING CONVERSATIONS ABOUT DE&I

The smarter and more aware you are, the better you will be at facilitating your team. Read,
listen and watch the available content online. (Avoid asking friends or colleagues of color
for resources. Google does just fine.) If you have the capacity, find a DEI facilitator to help
guide you. 

#2: Learn, Gather Resources and Support
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Start with Vision: Make the first meeting about designing a shared vision for what it looks
and feels like to be a member of this team when everyone is fully embraced. Brainstorm
together what values are important and use this as intention setting. Consider reflecting as
a team on times when you have and haven't lived up to this vision. This may be done best
through an online platform that allows for anonymous participation.  

Start with Stories: To deepen relationships, you can begin by sharing personal stories. Ask
people to share times when they felt most welcomed or included. (These stories do not
need to be within a work context.) It is generally best to avoid asking people to share 
their experiences of being excluded, unwelcomed, or otherwise harmed because of
identity. This can unintentionally trigger people to relive trauma or negative experiences.
And, it is not the responsibility of those who have experienced racism, sexism, homophobia,
etc. to teach those who haven't. 

Start with Learning: Begin by focusing on a collective learning journey about DEI and
related topics. By watching, listening to, or reading about DEI or a DEI topic (e.g. race,
gender, gender identity, neuro-diversity, implicit bias, etc) you can use that as the starting
point for a conversation. Ask people to share what they took away, what resonated, what
surprised them, what made them uncomfortable, and how the team might apply the
insights and learnings.

Start with Norms: Before having any difficult conversations, it's useful to set some ground
rules. Acknowledge that these conversations are likely to be sensitive, that people will
unintentionally say things that may be hurtful or triggering, and that the purpose of
establishing norms is to help navigate those tricky, uncomfortable moments so that real
change can occur. 

Start with Individual Conversations: If your team consists of only one person of color or
only one woman, or you're not sure how your team members will react, you may want to
start with individual conversations. While this may seem counter-intuitive, beginning to talk
about difference and privilege can be easier (meaning less harmful, less charged, etc)
when talking with people one on one. 
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There are multiple ways to enter a conversation diversity, equity and inclusion. Consider 
the options below or design your own meeting based on the people and context of your
team. If possible, work with a DEI consultant or facilitator. 

#4: Hold the First (of many) Conversations
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Books

SUGGESTED RESOURCES

How to Be an Inclusive Leader by Jennifer Brown
How to Be an Anti-Racist by  Ibram X. Kendi
So You Want to Talk About Race by Ijeoma Oluo
Raising our Hands by Jenna Arnold
Blindspot: hidden biases of good people by Anthony Greenwald and Mahzarin Banaji
The Person You Mean to Be by Dolly Chugh

Podcasts

Racism at Work Podcast with Binna Kandola OBE
The Diversity Gap with Bethaney Wilkinson
Women at Work by Harvard Business Review
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Videos

Mellody Hobson: Color blind or color brave? TED Talk
Janet Stovall: How to get serious about diversity TED Talk
The Difference Between Equity, Inclusion, and Diversity by Ritu Bhasin
Inclusion and diversity in the workplace - https://youtu.be/DVasYQ_fND8
Faith & Co.: Leadership Double Bind with Joanna Meyer
Kimberlé Crenshaw: The urgency of intersectionality TED Talk
How Does Identity Relate To Bias? Franklin Covey

Articles

A Leader's Guide to Talking About Bias Harvard Graduate School of Education
What’s My Complicity? Talking White Fragility With Robin DiAngelo Teaching Tolerance
“Dear White Boss…” Harvard Business Review
100 Ways White People Can Make Life Less Frustrating For People of Color Vice
Diversity Wheel - https://diversitypop.com/diversity-wheel


