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PUTTING THEORY INTO ACTION:   

�� ƺǕǣȇȇƺȸټɀ�JɖǣƳƺ�ǔȒȸ�ÈȇƳƺȸɀɎƏȇƳǣȇǕ�ƏȇƳ� ȸƺƏǸǣȇǕ�(Ȓɯȇ� 
Interpersonal and Institutional Systems of Inequity 

 
 
INTERPERSONAL UNDERSTANDING 
 
 
1. Take a Bias Assessment ٫ and agree to share and discuss results with a close 

colleague in advance. 
 
 

These are often referred to as XȅȵǼǣƬǣɎ� �ɀɀȒƬǣƏɎǣȒȇ� ÁƺɀɎɀً� ƏȇƳ� Ɏǝƺ� ȵɖȸȵȒɀƺ� ǣɀȇټɎ� ɎȒ� ȵƏɀɀ�
ǴɖƳǕƺȅƺȇɎ�Ȓȇ�Ɏǝƺ�ɎƺɀɎ�ɎƏǸƺȸِ�Áǝƺɵټȸƺ�ȅƺƏȇɎ�ɎȒ�ƫƺ�Ə�ɎȒȒǼ�ɎǝȸȒɖǕǝ�ɯǝǣƬǝ�ɯƺ�ƬƏȇ�ǼƺƏȸȇ�ƏƫȒɖɎ�
and begin to unpack our own biases. Everyone has them ٫ ƏȇƳ�ɀȒȅƺɎǣȅƺɀ�ɯƺټȸƺ�ƏɯƏȸƺ�Ȓǔ�
Ɏǝƺȅً� ƏȇƳ� ȒɎǝƺȸ� Ɏǣȅƺɀ�ɯƺټȸƺ� ȇȒɎِ� Áǝis self-work is a fundamental prerequisite to break 
down inequities on both an interpersonal and an institutional level. Before you can take a 
proactive role in solving for inequities, you need to understand what perspectives and blind 
spots that you bring along with you into that work.  
 
The reason Step One emphasizes doing this work with a close colleague is because:  
 

x XɎټɀ�ǣȇƬȸƺƳǣƫǼɵ�ǝƺǼȵǔɖl to go through this experience with someone,  
x There needs to be a baseline of trust and empathy when sharing and talking 

through these incredibly personal results, and 
x As was pointed out in the webinar, asking marginalized folks to take on this work 

for you is emotional labor. Your internal work needs to happen without asking for 
additional work from those who experience these inequities as part of their identity. 

 
Here is a recommended approach to Step One: 
 

1) Do some self-reflection prior to the test(s) themselves: Where do you think your 
blind spots are? Why? Are you aware of some of your biases?  
 

2) Take the assessmentsِ�áƺټƳ�ȸƺƬȒȅȅƺȇƳ�Ɏǝƺ�Ȓȇƺ�ȸɖȇ�ƫɵ�Project Implicit ٫ hosted 
by Harvard, in collaboration with several other research universities.1 XɎټɀ�ǣȇƬȸƺƳǣƫǼɵ�
comprehensive and includes assessments on 15 different types of implicit biases.  

 
3) Discussion: Schedule a time when both you and your colleague feel relaxed-ish. 

(This is not the conversation to schedule prior to a massive presentation or when 
ɵȒɖ�ǔƺƺǼ�ɀɎȸƺɀɀƺƳ�ƏȇƳ�ǣȇƬȸƺƳǣƫǼɵ�ɎǣǕǝɎ�Ȓȇ�Ɏǣȅƺٌ٣�Áǝƺ�ƬȒȇɮƺȸɀƏɎǣȒȇɀ�ɎǝƏɎ� result can 
٢ƏȇƳ�ɀǝȒɖǼƳ٣�ǕȒ�ǣȇ�Əȇɵ�ȇɖȅƫƺȸ�Ȓǔ�ƳǣȸƺƬɎǣȒȇɀِ�RȒɯƺɮƺȸً�ɯƺټƳ�ɀɖǕǕƺɀɎ�ɀɎƏȸɎǣȇǕ�ɯǣɎǝ�
the prompts here:  

 
a. Were your assumptions about your biases correct or not?  
b. What did you learn?  
c. Which result was the most surprising?  
d. Which result were you the least comfortable with? How come?  
e. Now what? (Just kidding, go onto Step 2!) 

 
1 https://implicit.harvard.edu/implicit/takeatest.html 

https://implicit.harvard.edu/implicit/takeatest.html
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2. Perspective Check and Belonging Assessment  

 
 
Following your bias/associations assessment and discussion, Step Two requires some 
internal reflection. The goal of this step is to get you to start thinking about how to go from 
big picture or ƏƫɀɎȸƏƬɎ�ƬȒȇƬƺȵɎɀ�٢ǣِƺِ�ǣƳƺȒǼȒǕǣƬƏǼ�Ȓȸ�ǣȇɀɎǣɎɖɎǣȒȇƏǼ�ȵȒɯƺȸ�ɀɎȸɖƬɎɖȸƺɀ٣�ɎȒٻ�ɯǝɵ�
Ɏǝǣɀ�ȸƺƏǼǼɵ�ȅƏɎɎƺȸɀټ�ǔȒȸ�ȵƺȒȵǼƺ�ƏȸȒɖȇƳ�ȅƺ�Ȓȇ�Ə�ƳƏǣǼɵ�ƫƏɀǣɀِ  
 
What does it mean to you when you ǔƺƺǼ�ǼǣǸƺ�ɵȒɖٻ�ƫƺǼȒȇǕّټ�Áȸɵ�ƏȇƳ�Ƴƺǔǣȇƺ�ǣɎ�ǣȇ�Ə�ɀǣȇǕǼƺ�ɯȒȸƳِ�
Does belonging make you feel:  
 

x valued,  
x supported,  
x accepted,  
x comfortable,  
x that you have influence or control over decisions that impact you,  
x safe in providing your opinion? 

 
Why is belonging such a powerful feeling?  
 
Now ask yourself:  
 

x Are there behaviors that yoɖټɮƺ�ɯǣɎȇƺɀɀƺƳ�that would impact how (or if) others ٫ who 
ƳȒȇټɎ�ɀǝƏȸƺ�ɵȒɖȸ�ɀƏȅƺ�ǣƳƺȇɎǣɎɵ�٫ feel like they ٻƫƺǼȒȇǕƺƳټ�ǣȇ�ɵȒɖȸ�ɯȒȸǸȵǼƏƬƺّ�áǝƏɎ�
are they?  

x How are some of the ways that marginalized folks (women, persons of color, 
differently abled, etc.) mighɎ� ȇȒɎ� ǔƺƺǼ� ɯƺǼƬȒȅƺ� Ȓȸ� ɎǝƏɎ� Ɏǝƺɵ� �ټƫƺǼȒȇǕٻ ɯǣɎǝǣȇ� Ɏǝƺ�
current structures or ƬɖǼɎɖȸƺ� Ȓǔ� ɵȒɖȸ� ȒȸǕƏȇǣɿƏɎǣȒȇّ� ٢ǣِƺِ� �ȅƺƺɎǣȇǕɀٻ ȒǔɎƺȇ� ǝƏȵȵƺȇ�
during family/dinner hour, this would make it harder for single or working parents 
ɎȒ�ƏɎɎƺȇƳِ٣ټ 

x Xǔ�ɵȒɖټȸƺ�ɀɎɖȅȵƺƳ�ǝƺȸƺً�ȸƺǔƺȸƺȇƬƺ�Ɏǝƺ�ɀǼǣƳƺ�Ȓȇٹ�XȇɎƺȸȵƺȸɀȒȇƏǼ�0ɴƏȅȵǼƺɀٺ�ǔȸȒȅ Slide 9 
of �ȵƏȸȇƏټɀ�ȵȸƺɀƺȇɎƏɎǣȒȇِ�Áǝƺȸƺټɀ�ȵǼƺȇɎɵ�Ɏǝƺȸƺ�ɎȒ�ǕƺɎ�ɀɎƏȸɎƺƳٍ 

 
 

 
YOUR RESPONSIBILITIES:  

x Your own education and actions in the environment of which you are a member.  
 
 
RED FLAGS TO AVOID:  

x Asking marginalized folks in your organization to take on emotional labor as a part of 
your process.  

x Assuming Steps #1 and #2 are the only steps to take ٫ they are just the beginning. 
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INSTITUTIONAL ASSESMENTS 
 

 
3. Organizational Landscape Assessment ٫ Taking account of ongoing efforts and 

stakeholders.  
 
 

Áǝƺȸƺټɀ�ȵȒɯƺȸ� ǣȇ�ȇɖȅƫƺȸɀً�ƏȇƳ�ƬɖǼɎɖȸƺ�ƬǝƏȇǕƺ�ȸƺȷɖǣȸƺɀ�Ə� ǼȒɎ�Ȓǔ�ƫɖɵ-in at every level of an 
organization. Organizations ٫ regardless of industry or longevity ٫ tend to have people 
operate in silos. This structure presents challenges for teammates across that organization 
to come together to advance shared efforts. To be effective in creating change, one of the 
first things that should be done is to take a full, organization-wide account of who is doing 
this work, in what capacity, and where in the organization are they located.  
 
This may sound simple or quick to accomplish, but be assured it is not. Most companies do 
not have a comprehensive list of all the individuals and teams that are engaged in DEI work. 
The purpose of Step Three is to create one. As iȇٌliterally: Write down what you find and 
include points of contacts for each. (Better yet, make this a living document that can serve 
as an internal and transparent resource for folks at your organization.)  
 
NOTE: This can be done as an individual activity but will be far more effective in the long-
term٪and begin to create connections and cross-functional relationships٪if you begin this 
as a collective enterprise. Also, invite people in ƏȇƳ�ƺɴȵǼƏǣȇ�ɵȒɖȸٻ�ɯǝɵًټ�Əɀ�ɵȒɖ�ƫƺǕǣȇ�this work.  
 
Here are some questions to answer as you begin this landscape assessment: 
 

1) Start with the obvious questions: Are there groups doing this on your team(s)?  
2) Are there powerful and well-received campaigns//launches//initiatives ɎǝƏɎ� ɵȒɖټɮƺ�

seen over the years that featured the themes of representation or equality at their 
core? (i.e. in marketing or retail or product). Ask around to find out who led the work.  

3) How many EDI initiatives or groups exist at your organization?  
Think broadly here: Are there formal committees or employee groups? Affinity or ERG 
spaces? Is there a dedicated team? 

4) For organizations with a global or international footprint: Is corporate headquarters 
talking across Markets? How is this work showing up in different countries and local 
teams?  

5) Is there an executive or senior leader who sponsors DEI work currently? 
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4. Operations + Practice Assessment ٫ How does power operate here? 

 
 
Question: So, what are you supposed to do with the resource you created in Step Three?  
 
Answer: Use it as the foundation to begin the hard work. You need to know what structures 
exist before you can unpack how inequity and power works within them.  
 
This step is trickier than the previous one. It requires not just taking account of what groups 
and work exist, but digging deeper into the practices and norms of how those groups 
operate.  
 
NOTE: This step should not be undertaken individually. This work requires collaboration ٫ 
with particular attention to how underrepresented or marginalized individuals experience 
this work at your organization. [If you identify as part of the dominant demographic group 
within your organization, ȵǼƺƏɀƺ�ȸƺƏƳ�Ɏǝƺږ�ç�È«�«0³¨�z³X nXÁX0³ڗ�ǣȇ�Ǖȸƺƺȇ�ƏɎ�Ɏǝƺ�ƺȇƳ�Ȓǔ�
this playbook.] 
 
You should invite individual representatives from all the groups from the Step Three 
assessment to participate in this process, and the session(s) should be a mix of collaborative 
discussion and active listening. However, because many sensitive topics and personal 
experiences will be voiced here, it is not recommended that you record these sessions. 
Instead, take aggregate and anonymized notes.  
 
As you begin your discussion and assessment of the groups and work-to-date, here is a 
framework to evaluate the practices embedded within those structures and determine how 
power operates within them. It is by no means comprehensive, but should serve as a solid 
starting point.  
 
The guiding question behind all these prompts is: 
 

When people come together are these initiatives and spaces breaking down 
inequities or reinforcing them? 

 
x áǝƏɎ�Əȸƺ�ɵȒɖȸ�ɯȒȸǸȵǼƏƬƺټɀ�ƬɖȸȸƺȇɎ�ȵȸƏƬɎǣƬƺɀ�ȸƺǼƏɎƺƳ�ɎȒ�(0Xّ��ȸƺ�Ɏǝƺɵ�ƬȒȇȇƺƬɎƺƳ�ɯǣɎǝ�

one another, or operating separately within teams?  
x How does communication happen within the company on these topics/initiatives? 
x What time do the groups meet? (Who does this leave out, inadvertently or not?) 
x Who can bring up topics in meetings? Who controls the resources? How do folks get 

access to these groups or spaces? 
x Are there gatekeepers to this information (if so, who are they)?  
x Are groups closed (and require access to be granted)? If closed, is that to create a safe 

space for an affinity group, or does it serve as an impediment to access?  
x If groups are open for all to join what are the positive and negative consequences of 

that format? ((Ȓƺɀ�ǣɎ�ƬȸƺƏɎƺ�Əٻ�ƬȒǼǼƺƬɎǣɮƺ�ƏƬɎǣȒȇ�ȵȸȒƫǼƺȅّټ�Xɀ�ǣɎ�ɀȒ�fragmented/organic 
that no one knows what the other participants are doing?) 

x Who participates in this work at your company? Is it mostly voluntary? Is it part of 
ȵƺȒȵǼƺټɀ� ȒǔǔǣƬǣƏǼ� ǴȒƫ� ƳƺɀƬȸǣȵɎǣȒȇɀّ� Xɀ� ǣɎ� ɀƺƺȇ� Əɀ� �ټƺɴɎȸƏٻ ɯȒȸǸّ� Xɀ� ǣɎ� ȵȸǣȅƏȸǣǼɵ�
underrepresented individuals who are taking on these responsibilities?  

x Xǔ�ɵȒɖټȸƺ�ɀɎɖȅȵƺƳ�ǝƺȸƺً�ȸƺǔƺȸƺȇƬƺ�Ɏǝƺ�ɀǼǣƳƺ�Ȓȇٹ�Institutional 0ɴƏȅȵǼƺɀٺ�ǔȸȒȅ�³ǼǣƳƺ�10 of 
�ȵƏȸȇƏټɀ�ȵȸƺɀƺȇɎƏɎǣȒȇِ�Áǝƺȸƺټɀ�ȵǼƺȇɎɵ�Ɏǝƺȸƺ�ɎȒ�ǕƺɎ�ɀɎƏȸɎƺƳٍ 
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5. Reaching Out and Elevating the Issues: Start connecting initiatives and people 
across your organization and invite leadership to participate.  

 
 
zȒɯ�ɎǝƏɎ�ɵȒɖټɮƺ�dug into some of the ways that power and inequity manifest themselves 
in Step Four, what are short term and long-term challenges you can begin to solve for?  
 
Again, collectively, start thinking about solutions and approaches to the following 
questions. Write them down. Assign ownership. Schedule check-ins for report outs and to 
promote visibility on efforts. Celebrate wins! 
 
 
In the short term:  
x Are there groups (or individuals) working on similar initiatives who can pool resources 

and efforts to accomplish more together? 
x How can communication across initiatives and groups be improved? 
x Can meeting times be adjusted (or alternated) so that more people can attend? 
x Can invitations or slack channels be made more visible or accessible?  
x What resources and decisions are under the control of the current stakeholders, and 

can result in immediate change? 
x How do projects and topics get introduced? Can this process be made more 

transparent or open? 
x Can this work be formally incorporated into individual goal setting? How do we shift 

Ɏǝǣɀ�ǔȸȒȅٻ�ƺɴɎȸƏ�ɯȒȸǸټ�ɎȒ�ɮǣɎƏǼ�ɯȒȸǸ�ɎǝƏɎ�ǣɀ�ȵƏȸɎ�Ȓǔ�Ə�ǴȒƫ�ƳƺɀƬȸǣȵɎǣȒȇّ 
 
In the long term: 
x What resources are needed to solve for organization-wide inequities? A new hire? A 

(larger) budget? 
x áǝƏɎ�Əȸƺ�Ɏǝƺ�٢ƬȒǼǼƺƬɎǣɮƺ٣�ǕȸȒɖȵټɀ�ɎȒȵ�ȵȸǣȒȸǣɎǣƺɀّ�٢�ȇƳ�ǝȒɯ�Əȸƺ�ɯƺ�ƳƺɎƺȸȅǣȇǣȇǕ�ɎǝȒɀƺ�ɀȒ�

that as many voices and experiences as possible are represented?) 
x Who else needs to be part of this conversation for the work to be elevated and the 

resources to be dedicated to achieving these goals? 
 
Start (and continue) reaching out and managing up. Talk to leadership. Invite them to the 
conversations. Elevate the voices ƏȇƳ� ǣȇƳǣɮǣƳɖƏǼɀ�ɯǝȒ�ƳȒȇټɎ�ǝƏɮƺ�ɎǝƏɎ�ǼƺɮƺǼ�Ȓǔ�access or a 
platform to be heard.  
 
 

 
YOUR RESPONSIBILITIES:  

x Listen to those doing this work at your organization ٫ particularly marginalized folks 
ɎƏǸǣȇǕ�Ɏǝǣɀ�Ȓȇ�Əɀ�ƺɴɎȸƏ�ɯȒȸǸِ�áǝƏɎټɀ�Ɏǝƺǣȸ�ƺɴȵƺȸǣƺȇƬƺ�ƫƺƺȇ�ǼǣǸƺّ�áǝƏɎ�ȵȒǼǣƬǣƺɀ�Ȓȸ�ƬɖǼɎɖȸƏǼ�
norms are the most problematic?  
 

TO BE CLEAR: This means listening when this information is offered voluntarily by 
individuals who are impacted by inequities ٫ and taking them at their word that 
what they experience is true and valid. Often this also means paying attention to 
non-verbal cues: Do all the women in a certain meeting sit on the periphery of the 
room, and not at chairs around the table? Is there only one person of color on a 
ȸƺƬɖȸȸǣȇǕ� ȅƺƺɎǣȇǕ� ǣȇɮǣɎƺً� ƫɖɎ� Ɏǝƺɵټɮƺ� ɀɎȒȵȵƺƳ� ƏɎɎƺȇƳǣȇǕ� ɀƺɀɀǣȒȇɀ� ɯǣɎǝȒɖɎ�
explanation? Why might that be the case?   
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x Pay attention to context and listen to those when they offer up their experiences. If you 

are new to this work, that is your invitation to a deeper conversation ٫ not before. 
Undertaking this work should not be an invitation to solicit information or to ask 
marginalized individuals to educate you. 

x Engage thoughtfully. Respectfully. Individually. 
 
 
RED FLAGS TO AVOID:  

x Tokenization 
x �ɀɀɖȅȵɎǣȒȇɀ�Ȓǔ�ȒɎǝƺȸɀټ�ȵƺȸɀȵƺƬɎǣɮƺɀِ�(Ȓ�ȇȒɎ�Əɀɀɖȅƺ�ɎǝƏɎ�ƏǼǼ�ȅƏȸǕǣȇƏǼǣɿƺƳ�ǕȸȒɖȵɀ�ɀǝƏȸƺ�

the same experiences.  
 
 
 
  


