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ABA’s Management Fundamentals Series

Understanding that arts leaders at every level may need to stretch their management muscles as they return to in-person interactions, ABA
has developed a series of virtual, interactive sessions to tune-up member managerial and coaching skills.

SESSION 1:
UNDERSTANDING YOUR COMMUNICATION STYLE

Thursday June 16 [ 11:00 EDT/5:00 CEST
Q * ldentify your communication style
* Understand your reaction to stress and how
it affects your interactions
* Learn clues to others’ styles and how to
tailor your communication

SESSION 2:
GETTING WORK DONE THROUGH OTHERS

FoY
v = Thursday June 30 / 11:00 EDT/5:00 CEST

a—| « Build your system for prioritizing work

* Understand your personal delegating style
and how to adjust your approach for others
* Reflect on your leadership brand
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SESSION 3:
COACHING FOR PERFORMANCE

Q  Thursday July 14 | 11:00 EDT/5:00 CEST

% * Understand your role in coaching team
members
* Learn how to deploy coaching to increase team
performance and support staff development
* Practice key coaching skills

SESSION 4:
MANAGING DIFFICULT CONVERSATIONS

Q& Thursday July 28 | 11:00 EDT/5:00 CEST

. Learn strategies for making difficult
conversations (with team or your own
manager) more productive

* Prepare for your own upcoming difficult
conversations

SESSION 5:
RECOGNIZING AND MANAGING BIASES

@ Thursday Feb 15 [11:00 EDT/5:00 CEST
W * Understand concepts of unconscious bias

* ldentify and practice awareness of bias in the
workplace and recruitment

* Practice calling out biases and prepare
apologies for when you make a mistake

SESSION 6:
o0o NORMING YOUR TEAM AROUND
6N PSYCHOLOGICAL SAFETY

Thursday Mar 2 /11:00 EDT/5:00 CEST

* Understand the importance of individuality
and how to set and enforce team norms

* Encourage team reflection and input

* Share power to boost team trust

Visit us online: www.advisoryarts.com



http://www.advisoryarts.com/

What These Session Are... and What They Are Not

These sessions ARE NOT... These sessions WILL PROVIDE...
...a comprehensive overview of the history of ..a baseline of understanding on a few core
exclusion and bias concepts such as unconscious biases and

psychological safety
..a deep dive into the deeply rooted systemic

structures that support and maintain ... practice of bias awareness and recognition
inequities in our societies of how biases impact decision making
...everytl’\ingg> you need to know about ...frameworks and practice opportunities for
unconscious bias and inclusion; it is the first personal reflection and how we impact the
step in a |ongerjourney. safety and inclusion of others on our teams
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Welcome Participants

Our Ground Rules

Contribution
Collaboration

Confidentiality
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What is psychological safety? What
makes it happen?




“In a psychologically safe workplace, people are not hindered by interpersonal fear. They
feel willing and able to take the inherent interpersonal risks of candor.

They fear holding back their full participation more than they fear sharing a potentially
sensitive, threatening, or wrong idea.”

— Amy C. Edmondson, The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Innovation, and Growth



https://www.goodreads.com/work/quotes/62557502

Psychological Satety as the Basis for Inclusion

In Practice....

We adapt and change to the world around us because of collective and clear decision-making

f Facilitates our ability to...

Diversity Our team can effectively work with people with very different lived experiences

f Which fosters how we ...
Inclusion We work as a team respecting other points of view
f Which allows us to...
Psychological Safety _ . . .
We are comfortable being ourselves and taking risks and being vulnerable
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Performance



https://psychsafety.co.uk/about-psychological-safety/

Bias, Discomfort and Lack of Vulnerability Kills Safety

Psychological Safety: members of our teams are comfortable being themselves, taking risks and being vulnerable

X Unequal participation or opportunities ¥  Fearof reprisal
We inadvertently privilege some people over others We inadvertently create an environment of distrust or
because of snapjudgments or assumptions fear when we react badly to criticism or enable

unchecked behaviors in others

Across the Two Sessions

1. Understanding and 3. Clarifying team
checking our biases - in expectations and role
Today’s session: ourselves and others Next Sessf°n= modeling good behavior
o Overseeing
Looking inward 2. Accepting criticism, the team 4. Recognizing your power
giving good feedback and and sharing power whenever
being vulnerable with others possible
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https://psychsafety.co.uk/about-psychological-safety/

Agenda for Our Time

Accepting criticism and

Check your biases

giving feedback
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Unconscious Bias Riddle

A woman went to visit her bank manager and she
took her daughter with her. The bank manager said
the woman’s daughter could stay with his personal
assistant during the meeting.

When the woman and her daughter left, the personal
assistant turned to another assistant and said to
her, “That little girl was my daughter.”

HOW iS this POSSible? Photo credit: Olga Kurbatova
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https://www.cobblestonelearning.com/unconscious-bias-in-the-workplace/

Unconscious Bias Definition

Unconscious (or implicit) bias is a term that describes the associations we hold, outside our conscious
awareness and control. Unconscious bias affects everyone.

Unconscious bias is triggered by our brain automatically making quick judgments and assessments. They
are influenced by our background, personal experiences, societal stereotypes and cultural context.

Certain scenarios can activate unconscious attitudes and beliefs. For example, biases may be more
prevalent when multi-tasking or working under time pressure.
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Source: https://diversity.ucsf.edu/programs-resources/training/unconscious-bias-training



https://diversity.ucsf.edu/programs-resources/training/unconscious-bias-training

/\/\any Layers to Unconscious Biases

Gender

Sex

Sexual orientation
Religion/ spirituality
Abilities/ disabilities
Cultural background
Profession

Age

Education
Socio-economic status
Caring responsibilities

pcooooopoo0oo0o

Family
Geography

Individual experiences impact our unconscious

biases
Different barriers
Different experiences
— .
Different challenges
Different reactions

Confirmation bias:

Beauty/Height bias:

Conformity bias

Affinity bias

Attribution bias:

Halo/ horns effect:
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Match the Bias

Confirmation bias:

Beauty/Height bias:

Conformity bias

Affinity bias

Attribution bias:

Halo/ horns effect:
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A. Making decision based on the physical appearance of a person, like attraction,
height, weight etc.

B. Thinking highly of another person and thus refusing any negative about them
and vice versa.

C. Showing a preference for people displaying the same characteristics as them.

D. Refusal to acknowledge factors that do not match the initial impressions of that
person.

E. Taking cues from others to voice their opinion, rather then exercise their
own judgment.

F. Self-serving tendency to cut yourself a break, while holding others accountable
for their actions.



Practice: Which bias is this?

~

Naveed is great at stewarding
relationships with top donors
and corporate partners. He is
the best candidate for our

Confirmation bias:

Refusal to acknowledge factors that do not match the initial impressions of that person.

Beauty/Height bias:

Making decision based on physical appearance of a person, like attraction, height, weight etc.

new VP of Development.

/

A. Attribution bias
B. Halo effect

C. Affinity bias
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Conformity bias

Taking cues from others to voice their opinion, rather then exercise their own judgment.

Affinity bias

Showing a preference for people displaying the same characteristics as them.

Attribution bias:

Self-serving tendency to cut yourself a break, while holding others accountable for their actions

Halo/ horns effect:

Thinking highly of another person and thus refusing any negative about them and vice versa.




Practice: Which bias is this?

Since that first marketing
presentation with
important incoherencies, |
just feel Tom isn’t a very
conscientious worker...

O

A. Confirmation bias
B. Conformity bias

C. Horns effect
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Confirmation bias:

Refusal to acknowledge factors that do not match the initial impressions of that person.

Beauty/Height bias:

Making decision based on physical appearance of a person, like attraction, height, weight etc.

Conformity bias

Taking cues from others to voice their opinion, rather then exercise their own judgment.

Affinity bias

Showing a preference for people displaying the same characteristics as them.

Attribution bias:

Self-serving tendency to cut yourself a break, while holding others accountable for their actions

Halo/ horns effect:

Thinking highly of another person and thus refusing any negative about them and vice versa.




Practice: Which bias is this?

We have three great candidates, but\
my gut is leaning toward Yolanda. |
know her background well since we
went to the same school and did the

same internship. I’m confident she
would be a fit for the team.

Confirmation bias:

Refusal to acknowledge factors that do not match the initial impressions of that person.

Beauty/Height bias:

Making decision based on physical appearance of a person, like attraction, height, weight etc.

/

A. Halo effect

B. Confirmation bias

C. Affinity bias
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Conformity bias

Taking cues from others to voice their opinion, rather then exercise their own judgment.

Affinity bias

Showing a preference for people displaying the same characteristics as them.

Attribution bias:

Self-serving tendency to cut yourself a break, while holding others accountable for their actions

Halo/ horns effect:

Thinking highly of another person and thus refusing any negative about them and vice versa.




Practice: Which bias is this?

O

A. Attribution bias

B. Conformity bias

C. Horns bias

| don’t understand why the
show isn’t selling better. I'm
frustrated with the marketing
team. | know we weren'’t able
to give them a lot of
information in advance, but
this show is amazing, it should
really sell itself.
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Confirmation bias:

Refusal to acknowledge factors that do not match the initial impressions of that person.

Beauty/Height bias:

Making decision based on physical appearance of a person, like attraction, height, weight etc.

Conformity bias

Taking cues from others to voice their opinion, rather then exercise their own judgment.

Affinity bias

Showing a preference for people displaying the same characteristics as them.

Attribution bias:

Self-serving tendency to cut yourself a break, while holding others accountable for their actions.

Halo/ horns effect:

Thinking highly of another person and thus refusing any negative about them and vice versa.




Biases Can Impact Major Work Decisions

As a manager there are key moments where unconscious biases can creep In and impact the advancement and

inclusion of your workplace.

Hiring & recruitment Providing stretch

opportunities

R
&
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“With a new baby, they

“They’re a cultural fit”
can’t take on more

responsibilities”
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Promotions & Pay
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“They have a great donor “Morning meetings are

network, let’s make them a best for everyone”

Director”

Group meetings

Feedback &

review sessions

“l don’t like the tone you
are using, you seem
aggressive”

Source: https://cpdonline.co.uk/knowledge-base/business/controlling-overcoming-unconscious-bias/



Recruiting 1s a Critical Moment for Unconscious Bias

Frequent Biases in Recruiting Decisions

Job Description Resume Review
* Halo effect: we need them to have a Masters degree * Halo effect: they worked at Google, they must be smart
* Affinity bias: the prior person had this experience so it * Affinity bias: they went to my school, they’re a good fit

must be necessary that the next one does too : . .
Y * Confirmation bias: they graduated summa cum laude, so they

* Confirmation bias: they must have worked in the arts sector must be ready for a management position
otherwise they won’t understand our culture

You will never eliminate all bias...but we can become more aware that they exist, and that we are all susceptible to them.

Our goal is to be aware of biases and ensure that unconscious biases don’t control or lead our decision-making
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What Bias Do You See?

The position involves project management, event management and
administration/ coordination

/ Required education includes a minimum of a B.A in addition to one
year of related work experience or equivalent combination of work
and training.

Experience working directly with artists and their support teams.

Ability to work under high pressure and manage challenges with
diplomacy and tact.

Ability to work flexible hours with varying schedule including late
nights, long hours and occasional holidays.
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https://artsadminjobs.com/job/carolina-performing-arts-at-unc-chapel-hill-chapel-hill-nc-24-producing-coordinator-2/

Reterences to Check Inclusion of Job Postings

Consider where you are posting open positions?

* There are job boards and communities that specifically cater to
minority professional.

* You can also partner with universities with diverse student bodies.

What language are you using?

* Make sure that the language you're using is inclusive and doesn't
turn certain candidates off or make them feel they're not what
you'e looking for.

Are your requirements realistic ?

* Are you posting job requirements that are loftier than necessary
for a position or not differentiating precisely enough between
"required” and "preferred” skills.
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Tips to avoid bias in job postings

* Use gender neutral posting titles, e.g., “Chairperson” instead
of “Chairman”

* Avoid exclusionary words, e.g., “legacy plan” instead of
“grandfathered plan”

* Refer to ADA Compliant Language for Job Desccriptions

Tools to identify neutral alternatives to gendered words in job
postings

* |dealrole.com

* Gender Decoder

* Eploy
* Applied Text Analysis

Additional reference:
* Conscious Style Guide

Source: https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/are-your-job-posts-biased.aspx, and

https://hr.mit.edu/managers/hiring/process/bias-free- postings


https://hr.mit.edu/sites/default/files/ADA_compliant_job_description_language.pdf
https://decoder.idealrole.com/
http://gender-decoder.katmatfield.com/
https://www.eploy.co.uk/resources/toolbox/check-my-job/
https://textanalysis.beapplied.com/
https://consciousstyleguide.com/
https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/are-your-job-posts-biased.aspx
https://hr.mit.edu/managers/hiring/process/bias-free-postings

Breakout Exercise

Step 1: Individual Review

Individually read through the candidate
CVs. Take note of what biases you
might have in your mind.

THREE MINUTES

Individual Review- Resume 1

Individual Review- Resume 2
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Step 2: Group Discussion Step 3: Debrief

Discuss unconscious biases you identified Make sure you’ve assigned
in yourself or potential unconscious biases someone to report back
others could have when reading CVs for the debrief

SEVEN MINUTES FIVE MINUTES

Group Worksheet: Biases We Might Have

Potential biases influencing our
g
preferences




Group Debriet- Biases We Might Have

Biases identified & discussed
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Suggestions to Prevent Biases from |mpacting Recruitment

Conformity bias:

Beauty bias:

Affinity bias (1):

Affinity bias (2):

Halo effect :

Horns effect:

Take notes during the meeting in two columns—your feelings and the feelings of others in the room. This can help you stay
true to your opinions rather than feeling swayed by other’s ideas.

Consider holding blind interviews if you're Finding beauty bias to be a challenge in your organization. You can perform more
phone interviews than in-person interviews, for example.

As soon as you become aware of the connection, make note of it with a reminder to yourself that this shared interest is not
applicable to their suitability for the position. Addressing the affinity bias directly can help avoid it.

Ensure you and your team have access to diversity training and have the opportunity to interact with people who differ from
them in important ways. This will increase awareness of similarity bias and help combat it in hiring and promotion situations.

When reviewing a stack of applications, consider the candidate without that one gleaming attribute and see how their
experiences, skills and personalities compare to other candidates who may not have had the same privileges or opportunities.

If you have a negative feeling about a candidate, take the time to figure out exactly where that “gut feeling” is coming from. It
may be something superficial or insignificant that shouldn’t affect their chance at the role. You may also want to check with
the rest of the interviewing team to understand the root of their opinions and preferences about a candidate.
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https://builtin.com/diversity-inclusion/unconscious-bias-examples

Agenda for Our Time

Accepting criticism and

Check your biases

giving feedback

25 | ADVISORY BOARD FOR THE ARTS - Confidential for ABA members only



Psychological Satety Requires Comfort With Calling Out

The key is to “describe the bias without attacking the person,”
and with the mind-set that bias is a “human condition, rather than a personal flaw.”

- Alexis McGill Johnson, Cofounder and executive director of Perception Institute

To “call out” someone implies you are criticizing someone for what they said or did.
And you are asking them to explain their actions.

Calling out should be framed as a learning opportunity, as we all make mistakes that are mendable.
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https://dictionary.cambridge.org/dictionary/english/call-out



https://dictionary.cambridge.org/dictionary/english/call-out
https://www.fastcompany.com/90333864/how-to-confront-bias-without-alienating-people
https://perception.org/about-us/

What makes for a good response to being
called out?




Genuine Responses to be Being “Called Out”

Here are some tips on how to respond and keeping the trust and conversation going.

Do

O Accept responsibility for causing any offence or
grievance.

U Be unambiguous about your remorse.

J Make the other person feel heard and follow their lead in
the conversation.

O Offera genuine apology that acknowledges the impact
and harm your comment caused.

O Keep striving to be better. It requires grace, humility, and
commitment.
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Don’t
Q Include “ifs,” “buts,” or qualifiers of any kind.

Q Fall prey to the fundamental attribution error. You can still be a
good, well-intentioned person who said something offensive.

O Make the conversation about you. Instead, express gratitude for
your colleague’s trust.

[ Overdo your apology by laying on your privileged guilt. Your

apology should be sincere.

| Expect immediate Forgiveness.

Source: https://hbr.org/2020/07/youve-been-called-out-for-a-microaggression-what-do-you-do; Why
Won’t You Apologize? Healing Big Betrayals and Everyday Hurts by Harriet Lerner, PhD



https://hbr.org/2020/07/youve-been-called-out-for-a-microaggression-what-do-you-do

How Are These Responses?

“'m sorry if you felt
embarrassed when |
corrected your concept at

the design meeting”.

This is not a genuine apology
because there is no accountability.
You may feel better about yourself
for taking the moral high ground
(you've apologized), but you've
actually shifted the responsibility to
the other person.
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“I'm sorry that | yelled at
you, but | couldn’t forgive
your behavior. | hope you
understand.”

It sounds like an apology, but it’s
not. Using the term “but” after
apologizing undoes the sincerity
necessary for an effective
apology. The added “but” almost
always signals an excuse or
annuls the original message.

“l forgot. | apologize for
this mistake. It shouldn’t
have happened. What can |

do to avoid this problem In
the future?”

This is a good apology that takes
responsibility, describes the
mistake, makes the person feel
cared for, and begins a
conversation about how to
remedy the error.



Four Parts to A Good Call-Out Answer

1. Acknowledge the offense

2. Provide an explanation

3. Express remorse

4. Make amends

Saying “| made a mistake” is more
effective than saying “Mistakes were
made,” which fails to allocate
responsibility.

In some cases, it’s helpful to explain an
offense, especially to convey that it
was not intentional. But explanations
that are long-winded sound like
excuses.

When you hurt someone, it’s natural to
feel shame, humiliation, or remorse.
Expressing these feelings
communicates that you recognize and
regret the suffering you caused.

When considering how to best make
amends, be sure to ask the offended
person what would mean the most to
them, rather than simply doing
something to relieve your own feelings

of guilt.

| made a mistake and should not have
used that word.

| used the word without understanding
the full historic and racial connotations it
carries.

| should have been more careful with the
words | used, ensuring | understood the
full meaning. [ regret the pain | caused
and am embarrassed by this avoidable
error.

| propose developing a glossary of words
both appropriate and inappropriate to
better educate myself on what should
and shouldn’t be said. | would greatly
appreciate your input in this glossary if
you are amenable? | am also open to any
other suggestions of actions you think |

should be taking.

30 | ADVISORY BOARD FOR THE ARTS - Confidential for ABA members only

Source: https://ggia.berkeley.edu/practice/making_an_effective_apology



https://ggia.berkeley.edu/practice/making_an_effective_apology

A Real Example

Jamie Barton is a critically acclaimed mezzo soprano known for blending her musical
activities with frankly stated positions on social and political issues. On social media,
where she maintains a lively presence, she’s been a forthright advocate on queer issues

(she identifies as bisexual). She’s also spoken out on matters of weight and body
positivity.

In a recent production of Aida at Teatro Real, Jamie Barton was
called out.

Has anyone seen this image and heard of the story?
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Jamie’s Response: What do you think?

| SCREWED UP.

Thank you for calling me on it.

1. Acknowledge the

offense

| will not perform in makeup that
is meant to alter my race. N\y
managers know this and any
houses | perform at must
understand and accept this. But |
failed to understand and make it
clear that | also cannot wear any
wigs designed to accomplish the
same goal. That is 100% on me.

| appreciate all of you who have
supported this role debut for me
*and* | appreciate everyone who
has called out the wig for what is
it. @my_oh_myah is right: “it is
still conceptually Blackness-as-

costume” and it is “just a less
obvious form of blackface”.

2. Provide an
explanation

While | didn’t design the wig, |
knew in my gut that it couldn’t
be right, and | still sat in the
makeup chair and let them pin
it on my head, and | still took a
photo of myself smiling in it.
My privilege swallowed up my

courage.

| tried my best to focus on the
positive parts of this
experience- a role that I've
dreamt of singing for nearly
20years. But singing is not the
most important thing | do.
Being a good human is.

3. Express remorse

| was wrong to wear the wig.

And | apologize to you all.

4. Make amends

Teatro Real has now agreed to
replace the wig. While they
were not able to engineer a new
one in time for tonight’s
openings, this was the last time
an appropriated hairstyle will be
on my head, and this will be
part of my contracts in the
future.

It is not fun to screw up in the
public eye, but this is part of
how I've chosen to live my life. |
can’t promise to be a perfect
human. But | can promise that
Ill continue to listen to you,
and I'll use what | learn to make
better choices.
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Sample Sentences to Use When Called Out

* ‘| Recognize That | Have Work to Do’ * ‘What I'm Gathering Is [Insert What You've
Learned]’
* ‘I'm Going to Take Some Time to Reflect on This.’
* ‘Do You Have Resources You’d Recommend?’
* ‘| Appreciate the Labor You've Put In.’
* ‘Thank You.’
* ‘| Apologize, I'm Going to Do Better.’
* ‘| Believe You.’

* ‘How Can | Make This Right?’
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https://everydayfeminism.com/2017/05/allies-say-this-instead-defensive/

. Why is it hard to call out others?



Managers Have a Particular Responsibility to Call Out

Why do we hesitate to call someone out? Each (potentially unintended) slight within a team can hurt

psychological safety and build a team culture of mistrust or fear
*  Don’t want to hurt the feelings of a .

Managers therefore have a responsibility to:

. Recognize their own Fallibility and biases

e Worried about the outcomes if the *  Model inclusive behaviors by having appropriate reactions to being

person in question Is a superior at work or

takes it badly

friend or colleague !
called out

e Callout inappropriate behavior and |anguage from others

____________________________________________________________________________________________

*  Generally like to avoid conflict
Caveat: There are circumstances when calling out is not appropriate,

* Not sure how to do it in the right way and ‘calling in’ Is more acceptable.
* | know ! am not perfect so should ljudge - You don’t know the people involved
someone else? - You don’t feel safe in this space and moment

- Other people would be better suited to do the calling out
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https://www.baggagereclaim.co.uk/when-were-afraid-of-upsetting-someone-by-calling-them-out-on-something/



https://www.forbes.com/sites/jimbarnett/2018/11/08/the-role-of-leadership-in-addressing-bias-in-the-workplace/?sh=27218efefde6
https://www.baggagereclaim.co.uk/when-were-afraid-of-upsetting-someone-by-calling-them-out-on-something/

Direct vs Indirect Intervention

Situation: your organization is in the final stages of hiring a new manager. One of the candidates identifies as they/them. During your staff

meetings to discuss the selection process, the head of programming refers to the candidate as she not just on one occasion, but several times.

Best Practice: Sends a Message While Correcting

Behavior

Alternatives: When You Don'’t Feel Safe or Don’t Have Enough Authority

Direct:

Step in and address what’s happening directly.

To interject quickly, the candidate we are speaking of goes by
the pronouns they/them. | have heard us refer to them as “she”
and want to be sure we are being careful and aware of the
correct pronouns.

| know it can be hard to set a new habit of thinking about
pronouns, but the use of correct pronouns is essential to ensure
that everyone feels seen, heard and that we respect their
choices and identity- as befits our working culture.
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Distract:

Sidetrack the person with a new
conversation, question, or activity.

Jim, | think we should move on to
the next candidate.

Team, maybe it’s time for a quick
break before we come back for a
decision meeting?

Delay:

Check in with the person later.

Jim, | couldn’t help but notice that
you kept referring to a candidate by
the wrong pronouns during the
meeting this morning. Can we talk
about it? Were you aware of that?

Kim, | wanted to let you know | also
noticed Jim using the wrong
pronouns. | didn'’t feel like | could
say something in the moment but
I’'m going to bring it up with Jill, his
boss

Source: https://www.breakingthesilence.cam.ac.uk/prevention-support/be-active-bystander

Delegate:

Find someone who can help.

Jill, you heard that conversation earlier
today where Jim kept using the wrong
pronouns for a candidate. | didn’t feel
great bringing it up in the meeting - |
Just didn’t know how he’d react to me
doing it - but as Jim’s boss, would you
be willing to talk to him? | know those
things feel small in the moment but
they have a big impact on people - and
our team culture. | think he should
know.


https://www.breakingthesilence.cam.ac.uk/prevention-support/be-active-bystander

Sample Ways to Call People In

* “Whenyou [..] | feel [..]"

* "What was your intention when you said ...?”

* "How might the other person view this situation?”

* “That made me uncomfortable. Can we talk about it?”

* “llearned that that phrase has a harmful historical context, this is what | read...”

e “Pm struggling with that interaction thatjust happened.”
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Exercise: Practice Constructive Calling Out

Take two minutes to craft a productive ca||ing out sentence for the bottom scenario

Your organization is in the final stages of hiring a new manager. One
of the candidates identifies as They/them. During your staff
meetings to discuss the selection process, the head of Programming
refers to the candidate as she not just on one occasion, but several
times.

How do you address the recurring misuse of pronouns?

To interject quickly, the candidate we are speaking of goes by the
pronouns they/them. | have heard us refer to them as “she” and want to
be sure we are being careful and aware of the correct pronouns. | know it
can be hard to set a new habit of thinking about pronouns, but the use of
correct pronouns is essential not just for the person who asks us to use
them but also for everyone else who might be wondering if their identity,

their full self is accepted.

In senior management meetings, the CEQO has expressed rotating
alphabetically to determine who will be taking meeting notes.
However, the Marketing and Development directors often present
important topics, so the HR director is almost always asked to take
notes.

How do you address this systematic breaking of processes?

Your turn...
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Exercise: Practice Constructive Calling Out

Take two minutes to craft a productive ca||ing out sentence for the bottom scenario

Your organization is in the final stages of hiring a new manager. One
of the candidates identifies as They/them. During your staff
meetings to discuss the selection process, the head of Programming
refers to the candidate as she not just on one occasion, but several
times.

How do you address the recurring misuse of pronouns?

To interject quickly, the candidate we are speaking of goes by the
pronouns They/them. | have heard us refer to them as “she” and want to
be sure we are being careful and aware of the correct pronouns. | know it
can be hard to set a new habit of thinking about pronouns, but the use of
correct pronouns is essential not just for the person who asks us to use
them but also for everyone else who might be wondering if their identity,

their full self is accepted.

In senior management meetings, the CEQO has expressed rotating
alphabetically to determine who will be taking meeting notes.
However, the Marketing and Development directors often present
important topics, so the HR director is almost always asked to take
notes.

How do you address this systematic breaking of processes?

Rob, | have noticed in our past leadership meetings that Sally in HR has
been taking notes for us. | remember we made the decision to rotate note
taking in alphabetical order to ensure more equity and inclusion in
meetings. For the next meeting [ really think we need to be reset this
process. One option might be that we make sure either Marketing and
Development are not presenting during the same meeting, so one of them
is free to take notes when it is their turn — what do you think?
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What we covered today

Today we covered....

. Understanding cause and omnipresence of unconscious
biases in our lives and decisions

* Practice for identifying different types of biases Next Session

3. Clarifying team

expectations and role

* Accepting our own fallibility and mistakes Next session: modeling good behavior
Overseeing
. Being ok being “called out” the team 4. Recognizing your power
and sharing power whenever
possible

. Accepting responsibility and calling out others

. Knowing how to call out and call in
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Next Steps

-Test your own biases

-When evaluating a resume, check the list of biases

-Ask your team for feedback

-Start to think about how you as a team leader can encourage inclusion
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Additional Resources and Appendices
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APPENDIX: Self-Assessments

1. Comparative Agility, Psychological Safety Assessment (Survey includes questions on acceptance, collaboration,

awareness, constructive confrontation etc.)

2. Self-Assessment: How Privileged Are You?

3. Personal self-assessment of anti-bias behavior worksheet

4. Project Implicit, Harvard University (Multiple IATs (implicit association tests) available including Transgender AT, Sexuality
|AT, Race |AT etc.)

S. Advisory Board for the Arts, Organizational Inclusion Assessment for ABA Members (Available for ABA Members)
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https://www.adl.org/sites/default/files/personal-self-assessment-of-anti-bias-behavior-online-version_0.pdf
https://implicit.harvard.edu/implicit/takeatest.html
https://www.comparativeagility.com/capabilities/psychological-safety-assessment/
https://ywcaspokane.org/wp-content/uploads/2021/05/YWCA-Greater-Cleveland-Privilege-Self-Assessment.pdf
https://www.advisoryboardarts.com/organizational-inclusion-assessment

APPENDIX: A Few Book Recommendations

1.Daring Greatly: How the Courage to Be Vulnerable Transforms the Way We Live, Love, Parent, by Brené Brown 2012

2.How to be an Inclusive Leader: Your Role in Creating Cultures of Belonging Where Everyone Can Thrive, by Jennifer Brown

2019

3.The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Innovation and Growth, by Amy C.
Edmondson, 2018

4.The Four Stages of Psychological Safety: Defining the Path to Inclusion and Innovation, by Timothy Clark 2020

S.Inclusion on Purpose: An Intersectional Approach to Creating a Culture of Belonging at Work, by Ruchika Tulshyan 2022

6.Blindspot: Hidden Biases for Good People , by Mahzarin R. Banaji and Anthony G. Greenwald, 2013

/.White Fragility: Why it’s so Hard for White People to Talk About Racism, by Robin Diangleo, 2018

8.Subtle Acts of Exclusion: How to Understand, ldentify and Stop Microaggressions, by Tiffany Jana and Michael Baran, 2020
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https://www.goodreads.com/book/show/13588356-daring-greatly
https://www.goodreads.com/book/show/45356172-how-to-be-an-inclusive-leader?from_search=true&from_srp=true&qid=KZwKdgoEXb&rank=2
https://www.goodreads.com/book/show/40275161-the-fearless-organization?ac=1&from_search=true&qid=3gq6o3TB6O&rank=1
https://www.goodreads.com/book/show/52366048-the-4-stages-of-psychological-safety?ac=1&from_search=true&qid=Dhr3yPqDUy&rank=1
https://www.goodreads.com/book/show/58064702-inclusion-on-purpose?from_search=true&from_srp=true&qid=MCzjlPzhTh&rank=1
https://www.goodreads.com/book/show/13131582-blindspot?from_search=true&from_srp=true&qid=AyEVUQ5geR&rank=1
https://www.goodreads.com/book/show/43708708-white-fragility?ac=1&from_search=true&qid=T93kRTKeRs&rank=5
https://www.goodreads.com/book/show/52366041-subtle-acts-of-exclusion?ac=1&from_search=true&qid=BFpS3XtsXx&rank=1

APPENDIX: ABA’s Suggested Reading Lists and Resources

Read

Re-evaluate what DE&I means for your organization. Use these op—eds and interviews as starting points.

1. Where is Your Outrage? Where is Your Support? (Theresa Ruth Howard, Dance Magazine)

2. How Can Artists Respond to Injustice? (Will Robin, New Music USA)

3. Why DEI Is Obsolete: Nicole Brewer, American Theatre

4. Urgent Work of Diversitying White Theatre Staffs: Jerald Raymond Pierce, American Theatre
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https://www.dancemagazine.com/dance-companies-black-lives-matter-2646141415.html?rebelltitem=1#rebelltitem1
https://nmbx.newmusicusa.org/how-can-artists-respond-to-injustice/
https://www.americantheatre.org/2019/09/16/why-equity-diversity-and-inclusion-is-obsolete/
https://www.americantheatre.org/2020/08/06/i-want-to-be-part-of-that-the-urgent-work-of-diversifying-white-theatre-staffs/

APPENDIX: ABA’s Suggested Reading Lists and Resources

Educate
Familiarize yourself with the proper terminology and learn how to introduce art-centric frameworks into your

organization.

1.DEI Glossary: University of Washington School of Public Health, Department of Epidemiology DEI Committee

2. Meaning of White Privilege: Peggy Mclntosh, Wellesley College Center for Research on Women

3. Arts & Equity Toolkit: Neighborhood Arts Network, initiative of the Toronto Arts Foundation

4. A Progressive’s Style Guide: Sum of Us

S. Building a Diverse Board: The Bridgespan Group

6. Seven Practical Ways to Reduce Bias in Your Hiring Process: Harvard Business Review

46 | ADVISORY BOARD FOR THE ARTS - Confidential for ABA members only


https://epi.washington.edu/sites/default/files/DEI%20Glossary%20Word.pdf
https://www.racialequitytools.org/resourcefiles/mcintosh.pdf
https://www.chapmanculturalcenter.org/site/user/files/1/ArtsEquityToolkit.pdf
https://s3.amazonaws.com/s3.sumofus.org/images/SUMOFUS_PROGRESSIVE-STYLEGUIDE.pdf
https://www.bridgespan.org/insights/library/boards/building-a-diverse-board
https://hbr.org/2017/06/7-practical-ways-to-reduce-bias-in-your-hiring-process

APPENDIX: ABA’s Suggested Reading Lists and Resources

Listen & Watch
Listen to these podcasts and webinars discussing how the arts can and should engage in social justice issues, and
more generally about the history of decolonization and collective liberation.

1.Scene on Radio: Seeing White

2. Arts Administrators of Color: Art Accordingly

3. Classically Black Podcast

4. The Center for Artistic Activism webinar series
Queering Desi

S. Building an Inclusive Culture Worthy of Employee Expectations (ABA Webinar recap and full video available)
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http://www.sceneonradio.org/seeing-white/
https://aacnetwork.org/art-accordingly/
https://soundcloud.com/classicallyblackpodcast
https://c4aa.org/webinars/
https://player.fm/series/queering-desi
https://www.advisoryboardarts.com/webinar-recap-building-an-inclusive-culture

APPENDIX: ABA’s Suggested Reading Lists and Resources

Take Care

To our valued organizations that are largely composed of and/or predominantly serve marginalized communities, we've
compiled a non-exhaustive list of resources for healing and self-care during these times. Please feel free to share these
widely across your organization and community.

1.Resources for Black Healing

2.Inclusive Therapists

3.Liberate Meditation App

4.Let’s Queer Things Up

5.National Sexual Violence Resource Center (US)

6.Real to the People
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https://projects.iq.harvard.edu/files/antiracismresources/files/resources_for_black_healing_updated_6_1_2020_2_1.pdf
https://www.inclusivetherapists.com/
https://apps.apple.com/us/app/liberate-meditation/id1451620569
https://letsqueerthingsup.com/2017/11/04/5-awesome-immediate-self-care-resources-for-when-you-feel-like-actual-garbage/
https://www.nsvrc.org/sites/default/files/2014-09/nsvrc_publications_resource-list_online-resources-for-survivors.pdf
https://www.join-real.com/real-to-the-people

Impact of Biased Decision-Making on Safety

How Bias Harms Psychological Safety

¥ Teams feel like decisions are unfair and they have no chance to progress

¥ Team members may see malevolence in what is unconscious and fear speaking up

Psychological Safety: members of our teams are comfortable being themselves, taking risks and being vulnerable

b 4 Unequal participation or opportunities ¥ Fearof reprisal

We inadvertently create an environment of distrust or
fear when we react badly to criticism or enable
unchecked behaviors in others

We inadvertently privilege some people over others
because of snapjudgments or assumptions
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https://psychsafety.co.uk/about-psychological-safety/

F.A.LLR. Feedback: What do you think?

“I usually love these recruiting meetings as they are FRAME the message
a great chance to bring everyone’s different
experiences to bear on important talent issues — but
| have to say something really bothered me today.”

Frame why you are providing the feedback.

“When we were discussing Alex as a candidate you
referred to them as “she” several times — even Describe the ACTIONS

though the resume clearly says ‘they/them Share what you observed—avoid assumptions and judgment.

pronouns.”

“I noticed this made a few other people really
uncomfortable — and can have long-term Describe the IMPACT

consequences on the psychploglcal s:nfety we Share the impact to highlight relevance.
work hard to maintain on this team .

“Talk to me about this. What happened?
: X 5

N\aybe it was an !'\onest r,nlstake. Wha.t can we Guide to RESULTS

do to make sure it doesn’t happen again - and

wolsllel sarme el o e s Ask questions to understand the behavior and identify next steps.
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Exercise: How would you respond to this calling out?

Take 2 minutes to craft what you would recommend Jamie say about wearing an appropriative wig in a production of Aida.

1. Acknowledge the offense 2. Provide an explanation 3. Express remorse 4. Make amends
Saying “l made a mistake” is more effective In some cases, it’s helpful to explain an When you hurt someone, it’s natural to feel When considering how to best make amends,
than saying “Mistakes were made,” which fails | offense, especially to convey that it was not shame, humiliation, or remorse. Expressing be sure to ask the offended person what
to allocate responsibility. intentional. But explanations that are long- these feelings communicates that you would mean the most to them, rather than
winded, sound like excuses. recognize and regret the suffering you simply doing something to relieve your own
caused. feelings of guilt.
Your turn... Your turn... Your turn... Your turn...
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https://ggia.berkeley.edu/practice/making_an_effective_apology

Our Objective Today

To help you that can impact key

decisions at work and the inclusion of others, and provide

strategies to
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