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Leading for Inclusion 
& Diversity

A SIMPLE AND USEFUL DEFINITION 
OF DIVERSITY AND INCLUSION
Yes, you can have diversity without inclusion. On paper you 
could have a diverse workforce, but if people feel excluded 
and sense they don’t belong, you haven’t got inclusion.

Diversity is being invited to the party. Inclusion is being 
asked to dance when you’re there. And you can dance how 
you like, not just to the tune of the dominant culture.

Four key diversities to take into account in a volatile and 
ever-changing world are:

•	 diversity of markets

•	 diversity of customers

•	 diversity of ideas 

•	 diversity of talent.

And that points to the need for inclusive leadership.

DELOIT TE’S SIX SIGNATURE TRAITS 
OF AN INCLUSIVE LEADER
Three elements of inclusion
1. Treating people and groups fairly.

2. Understanding and valuing the uniqueness of diverse 
others and accepting them as team members.

3. Leveraging the thinking, ideas, innovations and decision-
making of diverse groups.

Trait one: Commitment
Highly inclusive leaders are committed to diversity and 
inclusion because it fits with their personal values of 
fairness. They also buy the business case, but it’s secondary. 
They know creating an inclusive culture starts with them. 
And it’s a business priority.

Trait two: Courage
Inclusive leaders show courage, speak up and challenge 
others. Humility and bravery both have roles here.

Trait three: Cognisance of bias
And this starts with self-awareness. Inclusive leaders are 
aware of biases and how they lead to stereotypes. They 
don’t ask “do I have bias?” they ask “what is my bias here?”. 
They’ll spot these common biases: similarity-attraction bias; 
in-group favouritism, attribution error; and the confirmation 
bias. They look for their bias during hiring, performance 
management, allocating work, sponsoring and mentoring 
etc.

Trait four: Curiosity
Leaders who are curious learn about others. They’re open-
minded, inquiring and empathetic. 

Trait five: Cultural intelligence
High cultural intelligence results in effective cross-cultural 
dialogue. But leaders are also aware how their own culture 
impacts on their personal worldview.

Trait six: Collaboration
This means leaders harness the collective intelligence of a 
team. They’re looking to make the team smart, innovative 
and productive. And to do this, team members need to feel 
they belong and can contribute. They need to feel valued for 
who they are authentically, and empowered to put forward 
their perspective, even if it’s different from others.

The end result is every team member has a voice, and 
diversity of thinking is the norm.

So far so good. Anything else to consider? 
The US Center for Talent Innovation adds six complementary 
ideas that mainly fit with trait six. 

a. Ensure team members speak up and are heard.

b. Make it safe to propose novel ideas.

c. Empower team members to make decisions.

d. Give effective feedback.

e. Share credit for team success among the team.

Is that it? If leaders adopt these six practices and the Center’s 
ideas will organisations become more diverse?
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WHAT’S FAILED?

Forced training
Force-feeding people against bias can encourage it, rather 
than stamp it out. People who feel they’re being coerced 
to act in a certain way will often do the opposite. They 
feel they’re being judged and labelled as biased, and react 
against it. So mandatory bias training may not be a winner.

Edicts from above
Dos and don’ts, checklists and expected behaviours are easy 
to agree, understand and defend. But top-down instructions 
are hardly likely to motivate people to change—leaders 
or staff. They can become another exercise in reluctant 
compliance or downright defiance.

Grievance systems
You’d think these might work. But people are reluctant to 
use them. And if they’re not used, organisations can claim: 
no problems here. 

All of these are procedural and don’t necessarily talk to 
people’s values and sense of fairness.

SO WHAT GETS RESULTS?
Voluntary training 
People who volunteer for unconscious bias and/or diversity 
training have chosen to attend. They’ve chosen to learn and 
certainly there’s a link with a growth mindset and an interest 
in learning about how we think and then act. People who 
attend training voluntarily tend to think—I’m into this 
and my views are being reinforced. They feel good about 
participating.

UNEION, a US scientific organisation included in-depth 
bystander awareness training. Participants reported it had 
the most impact of all sessions.

Self-managed teams
These teams work to achieve 
something. People come 
together as equals. Self-
managed teams bring diverse 
groups of people together. 
This working side-by-side 
breaks down stereotypes, as 
the US Army found in WW2.

Cross training
This means moving people around different parts of an 
organisation as part of their training to expose them to 
different parts of the business. Again, this promotes side-
by-side working. It also helps to break down the stereotypes 
of certain people only working in certain areas of a business.

Recruitment processes
When managers were invited to participate to recruit more 
diverse new employees, they were positive. They voluntarily 
took part and saw the chance to recruit new and fresh-
minded talent. (They saw numerous positives for them.)

Mentoring
Leaders who mentor women 
or minorities break down 
biases. But this mentoring 
also has another interesting 
effect. Mentors then want 
their mentees to succeed: 
“Anyone I sponsor must be 
deserving and great people. After all, I’ve been a key part of 
their development” becomes their mantra.

But setting up these mentoring arrangements needs to be 
deliberate, rather than just haphazard. 

Social accountability
Diversity task forces, diversity programmes and measures 
show transparently which leaders or areas of a business are 
demonstrating bias (consciously or unconsciously).

When leaders know they might have to explain their 
decisions and actions, they’re less likely to act on bias. 
An interesting twist on the power of the nudge of herd 
behaviour.

Interestingly, leaders could introduce self-managed teams, 
cross training and mentoring and not give them a diversity 
and inclusion label. 

A CLOSER LOOK—
SPECIFIC ACTIONS 
LEADERS CAN TAKE
Think about what success 
means 
How leaders define success may well be a bias. So leaders can 
challenge their own bias as to what a successful employee is 
like. And then they can define it differently. 

An obvious example is the criteria leaders use to evaluate 
job candidates. Do they need an MBA? What experiences 
and skills can people transfer? 

Then, consider people’s additive contribution
Leaders can then consider what each person adds to the 
team: their additive contribution. This helps avoid sameness. 
When leaders consider additive contribution they open the 
door to different ways of defining what success looks like.
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Watch out for covering
A Deloitte/NYU School of Law survey found 61% of 
employees take action to cover up at least one aspect of 
who they were. Examples were hair straightening to de-
emphasise race; not discussing motherhood; or not bringing 
a same-sex partner to work events.

The research also found 45% of white males covered as well.

Being who we are authentically at work is a significant work 
in progress. People will certainly be more authentic if they 
feel they are safe to be themselves.

Consider cultural brokerage
We’ve talked a lot about diverse teams working together. 
But does this just happen, even if people are equals? Cultural 
brokerage may help. The idea is specific skilled people—
team members preferably—are able to integrate the ideas 
of people from different cultures.

Cultural insiders are people with experience of working with 
two or more cultures and can bridge the divide between 
people from the different cultures.

Cultural outsiders are people with experience of different 
cultures, but not those represented in the team. The act 
as third parties to deliberately elicit input from everyone.  
They ask questions to bring in different ideas and 
information and invite team members to share relevant 
cultural knowledge.

Look at heart as well as head
In August 2018, Spark CE, 
Simon Moutter stated Spark’s 
previous target-driven, mind-
led, approach to diversity and 
inclusion hadn’t worked.

 “I found myself in an awkward 
position when I discovered that 
despite all our investment and good intentions, many Spark 
people still felt excluded by our leadership approach and 
through the ways we speak, interact and behave.

“Hearing those uncomfortable truths about the gaps between 
these good intentions and the way they show up hit me very 
hard and made me think deeply about my own leadership 
around diversity and inclusion. 

We learned that it has to be a ‘heart-led’ over a ‘mind-led’ 
approach. By that I mean we have increased our focus on 
values and behaviours more so than metrics and processes. 

The cornerstone of this ‘heart-led’ philosophy is fairness, 
rooted in the belief that proactively building a diverse and 
inclusive workplace is simply the right thing to do. Because it 
gives everyone a fair and equal opportunity to participate and 
benefit.” 

That brings us right back to commitment.

We’re holding a KickStart to Leadership programme (2 days) on 19-20 February.  
And we’ve got limited spaces available! 

To learn more about our KickStart programme go to www.trainingpractice.co.nz/what-we-do.

Get in touch if you want to take advantage of this opportunity—call us on 04 472 6267  
or email office@trainingpractice.co.nz.

Kickstart to Leadership spaces available

Thanks for coming!
From The Training Practice Team (Hilary, Paula H, Paula S, Andrea, Ella and Zac)

Let us know how we can help you! 04 472 6267 | office@trainingpractice.co.nz



Leadership &
Management

BOLDCH
A

LLEN
G

E

creativityWriting

Passion
L

V
E

Re
al

innovation
Coaching

Consultancy

D
evelopm

ent

Facilitation
A

gi
le

ACTION

Value

Savvy

mindful

trategic

r 
u 
s 
t

TALENT
CURIOSITY

STRONG
 VOICE

THOUGHT-LEADERS

DISCOVERY

QUALITY

FUN

CO
N

N
EC

T
EXCELLENCE
N 
E 
R 
G 
Y

FUTURES
THINKING

Change

Strengths
COMMUNICATION

WOMEN’S LEADERSHIP

INDIVIDUAL
 & TEAM   
ASSESSMENTS 

PUBLIC
SECTOR

www.trainingpractice.co.nz  

offi  ce@trainingpractice.co.nz

04 472 6267


