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Stream 12 Workshop Proposal 

Title:  Multiple Social Identities and Power: How We All Live Privileged and Targeted Identities (and What to Do About It)

Short title:  “Social Identities and Power”

PURPOSE

Developing one’s ability to lead and manage organizations effectively in increasingly complex environments requires the capacity to manage one’s self.  At the core of this self-management is the capacity to manage identity, including the multiplicity of social identities we each hold (Turner and Reynolds, 2004). While research has examined some of the dynamics of multiple social identities (Bodenhausen, 2010; Holvino, 2010), we still understand little about the intersections of power and identity in self-management.  In this workshop, we will explore these intersections by identifying, and deepening our understanding of the impacts that dominant or privileged identities and subordinant or targeted identities (Thomas, 2005; Sidanius and Pratto, 1999; Ely, 1995) may have on intra- and interpersonal dynamics, and on the taking up of organizational roles including leadership.  

WORKSHOP DESIGN/SUMMARY

First, we define identity dominance and subordinance and help each individual participant identify their current multiple dimensions of each.  We will examine some patterns of behaviour and issues specific to identity dominance and some that are specific to identity subordinance. Then we will explore how an individual moves from  dysfunctional or “ungrounded” management of their identities of dominance and/or subordinance, to a more generative enactment of dominance and subordinance-related identities.  We label the latter “grounded” identity. The workshop then will help participants consider application in their organizational roles, including leadership roles, of more “grounded” identity management. At the conclusion of the workshop, participants will have both a clear conceptual understanding of identity dominance and subordinance as well as a set of tools for managing their ungrounded identities so as to move toward increased groundedness.

ORIGINALITY

This workshop’s approach differs from traditional diversity management and from many leadership development approaches in several ways. The workshop de-centers subordinance, instead putting power at the center; the developmental journey described suggests opportunities for intra and interpersonal change in both one’s dominant and subordinant identities instead of attending only to one or the other pole of the power continuum; and it suggests that global leaders, who by definition carry an organizationally privileged identity, need to learn to manage better all dimensions of both their social identity dominance and subordinance in order to best enact their organizational identity.
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WORKSHOP OVERVIEW

Developing one’s ability to lead and manage organizations effectively requires the capacity to manage one’s self. At the core of this self-management is the capacity to manage identity and the multiplicity of social identities we each hold. While research has examined some of the dynamics of multiple social identities (Bodenhausen, 2010; Holvino, 2010), we still understand little about the intersections of power and identity in self-management.  In this workshop, we plan to explore these intersections by identifying, and deepening our understanding of the impacts dominant  and subordinant/oppressed social identities have on intra- and interpersonal dynamics. We intend to explore the various historically significant social identities that are salient for the workshop participants and that they bring with them in the enactment of their leadership and other roles in organizations. 

Every individual holds multiple social identities.  Many of these social identities carry with them a socially and historically defined power relation in some or most contexts of a person’s life  (Cole, 2009; Sidanius and Pratto, 1999). This power relation can be dichotomized as either high power/privileged —which we label “dominant”—or low power/targeted  --which we call “subordinant.”  Virtually any dimension of social difference can be parsed this way, depending on the context: nationality (home country - French vs. other country –Italian; or home region - European vs. other region - Middle Eastern; skin colour (in the US, white vs. person of colour), gender (male vs. female and/or transgender), sexual orientation (heterosexual vs. lesbian, gay, bisexual), religion, socio-economic class, age, parental role, physical ability and so on. This means that in the portfolio of social identities, each person, in the contexts in which they live, carries some identities that are dominant and some that are subordinant.  

Whereas a great deal of theory and research has mapped out much of the nuance of subordinant identities, less research sheds light on how people manage their dominant identities in other than oppressive ways (Kimmel and Ferber, 2003; Ely, 1995).  This is especially true of those for whom subordinant identities in most contexts are the more salient (e.g., people of colour, women, individuals with visible physical disabilities etc.). While this workshop will focus on both dominant and subordinant identities, the exploration of dominant identities is more unusual, given how experiences of oppression have often been privileged in diversity learning (Thomas, 2005; Ely, 1995). Exploration of dominance in particular may illuminate how individuals can build new types of competence, resilience, and roles for operating effectively in increasingly global and complex environments (Yemen, Davidson and Wishik, 2001).  Better enactment of one’s dominant identity dimensions is also essential for positive changes in relationships between organizational actors who operate primarily out of dominant identities and those who operate primarily out of subordinant identities. 

The frame of reference of this workshop suggests that there is a continuum of ways an individual may enact dominant and subordinant social identities—from the ungrounded toward the grounded. When ungrounded, a person generally enacts his or her identity in ways detrimental to key outcomes in their professional and personal life.  Ungrounded enactments are characterized by dysfunctional behaviors and attitudes that undermine the capacity to 1) be happy and successful in one’s career, 2) build healthy self-esteem and foster self-efficacy, 3) nurture authentic interpersonal interactions, especially across difference, 4) operate effectively in collective settings such as work teams, task forces, social groups and 5) build and maintain leadership capacity and credibility. In these terms, ungroundedness breeds dysfunction. In contrast, grounded enactments promote effective outcomes in multiple domains, including: successful career development and advancement in work settings; higher levels of self-esteem and confidence in ability to negotiate the dynamics of the organization in the service of one’s career; success in building strong and supportive relationships with colleagues; and effectiveness in leadership of and participation in teams, organizations and social groups.  Groundedness creates the context for effective self-management which, in turn generates professional success.

Our approach posits that it is possible to develop grounded dominance and subordinance. The purpose of this workshop is to enlist participants in helping the whole group better understand how.  We will lead participants in this exploration in three stages.  First, we will identify our own experiences of ungrounded dominance and subordinance.  We will work together to uncover commonalities in the variety of such experiences generated by participants.  From there, we will explore how to move from these dysfunctional patterns toward more generative, grounded experiences of dominance and subordinance that facilitate professional and personal effectiveness.
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DETAILED WORKSHOP DESIGN 

Total time for workshop:  4 hours.  Recommended maximum enrollment – 25.

Hour One: The objectives of this portion of the workshop are:

1. To frame dominance and subordinance in relation to the multiple social identities each individual possesses;

2. To posit a developmental journey that begins with ungrounded dominance;

3. To help participants identify their personal dimensions of social identity dominance;

4. To construct an individually authentic ungrounded identity dominance story; 
5. To render at least one aspect of identity dominance more conscious; and
6. To learn the skill of constructivist listening.

· Facilitators: define social identity dominance and subordinance, describe the possibility of a developmental journey, and tell mini personal stories about their own ungrounded identity dominance on one or more dimensions that address these questions:

· How and when are you aware you are a dominant on this dimension of social identity?

· Give examples or situations where you may act or have acted with a sense of entitlement based on this identity. Your example may also illustrate how you acted in a hierarchical way with people subordinant to you on this dimension of identity. 

· Describe a situation or context where you expect or expected to be treated with deference by people subordinant to you on this dimension of identity. You may include descriptions of how you were surprised or taken aback when you were not treated deferentially.
· Identify times, if you are able, when you have been “called out” or named as acting dominant by someone from the subordinant position on this social identity.  In these situations, how did you react? What did you feel? What did you do? What did you say to yourself?  
· Group: Individual identity mapping: Complete the worksheet handout to illustrate your “identity dominance” dimensions.

· Instructions: Select one or more of these to work with (example heterosexuality or heterosexual maleness). Select an identity that is not in the foreground for you on a regular basis. For example, as a person colour, one might probably think about skin color and race/ethnicity a lot but may not pay as much attention to, or have reflected on, class privilege. In other words, choose a social identity dimension in which you are relatively ungrounded in your dominance.

· Paired Activivity - Instructions

· Find a person with whom to partner who is different from you on some dimension of social identity. Sit down someplace in the room with them.  You have five minutes to chat among people in the in order to find someone.

· Once you are seated with your partner, write down the identity difference or differences that are the basis of your choice to be partners. You will receive a worksheet on which to capture this information. 

· You will use constructivist listening in your work with each other. This means one person speaks and the other listens silently with minimal non-verbal gestures during the speaker’s given amount of time.  Even if the speaker is quiet and reflecting the listener does not speak.  The given time belongs to the speaker. Each speaker will have five minutes.  Facilitators will tell you when to begin and when to switch. 

· Sit with your partner and tell a story about your chosen social identity dominance using constructivist listening.

· After both partners tell their stories, each pair will have five minutes to discuss freely what other social identity differences each partner now sees in the pairing. Explore which of you is dominant or subordinant on that identity.  Fill out the rest of the worksheet with this information, and pass it in to a facilitator. Worksheets will be completed anonymously.

First half of hour two: The objectives of this portion of the workshop are to guide participants in using their own identity dominance stories:
1. To illuminate behavioral and emotional patterns of ungrounded dominance that are consistent across social identities; 
2. To describe developmental movement through to questioning dominance; 
3. To consolidate understanding about the skill of constructivist listening and its utility and;

4. To provide participants with a glimpse of the later journey toward grounded dominance and of the subordinance journey.

· Large Group discussion:
Constructivist Listening Debrief:    

· What was it like to be a speaker in this constructivist listening format? What was it like to be a listener in this format?

· What uses can you see for this kind of listening?

Identity Dominance Story debrief:

· What did it feel like to construct your identity dominance story? How hard was it?

· Did you notice any patterns from hearing your two stories (or Heather’s and Martin’s) that seem to exist with this stage of ungrounded identity dominance?

· Did any part of your story seem like it didn’t fit the ungrounded dominance stage?  What and why?

· Facilitators:
Reveal the Grounded Dominance Developmental Model to the group

· Review what the group’s stories covered in the Ungrounded dominance section

· Review what the group’s stories covered in the Questioning dominance section

· Supplement with anything else that is on the map but was not in the stories in those sections.

· Explain the toward grounded dominance section on the map

BREAK 15 minutes
Fourth half hour: 

· Repeat the above design: mini personal stories from facilitators about experiences of ungrounded social identity subordinance and a story about movement toward  grounded subordinance. 

· Have the participants add subordinant identities to their identity map and then select one such identity to work with,  about which they feel they are least 
grounded – that is, a subordinant identity for which they may have developed fewer successful management strategies or about which they may have spent less time learning.
Next 45 minutes:
· Repeat the pairs activity in which participants find a partner and together take turns constructing a social identity subordinance story and practicing constructivist listening.
· Repeat large group discussion of social identity subordinance story telling experiences and insights.  
· Then reveal the Grounded Subordinance Development Model.  Note these two steps are given less time in this round because constructivist listening will be familiar already and because people are more likely to have subordinance stories conscious and available.

Last 45 – 60  minutes (may include a break if the group needs it): The objectives of this portion of the workshop are:

1. To assist participants in describing steps they can take to move along these developmental journeys;
2. To deepen their understanding of why conscious competence related to their mixture of social identity dominance and subordinance is important in their professional roles including as global leaders.
3. To suggest ways such identity development is also important to other organizational actors. 

4. To provide time for participants to ask each other and the facilitators questions

5. To collect and share some of the key learning being taken away by individual participants.

· Table Groups or Pairs
· Take ten minutes to discuss:

· What kinds of experiences would help move you along from ungrounded into questioning dominance and even further toward grounded dominance?

· Share ideas about why it is important for you in your role professionally to address and develop more conscious competence related to your dimensions of social identity dominance.

· Share ideas about how grounded identity is important for global leaders. 
· Large Group Debrief:

· What ideas did you share about developmental experiences?

· Facilitators’ add suggestions for developmental experiences.

· What ideas did you share about why you need to do this kind of identity development in your roles and for global leaders?

· Facilitator suggestions about reasons why the work is important in professional roles.

· Facilitators describe impact on leaders, students and other clients.

· Have participants take a moment to write one “lesson” or “learning” from workshop experience, feedback for facilitators and any questions that may have arisen.
· Go around the room and have each participant briefly describe one “lesson/learning.” Gather written feedback sheets.
Heather R. Wishik, JD, Managing Director, Heather Wishik Consulting

Heather Wishik is an international organization development, leadership development and diversity consultant who helps business, government and NGO organizations and leaders leverage focused change to drive desired results. She lived in and conducted her practice based in The Netherlands from 1999-2004.  From 2008 through 2011 she was Global Director, Diversity and Inclusion for The TJX Companies, Inc., the world’s largest value retailer. Wishik is currently a PhD student in Industrial and Organizational Psychology at the University of South Africa. She is also a graduate of the University of San Diego School of Law. She has co-authored business school teaching cases about global leadership; a book about sexual orientation and identity; and collaborated with Martin N. Davidson on the 2011 book The End of Diversity as We Know It. Wishik lives and works on Cape Cod, south of Boston, Massachusetts. She can be reached at  hwishik@gmail.com. PO Box 639, Provincetown, MA 02657,  USA. Tel: +1 508-487-5947.

Martin N. Davidson, PhD, Associate Professor, The Darden Graduate School of Business

Dr. Martin N. Davidson is Associate Professor of Leadership and Organizational Behavior at the Darden Graduate School of Business, University of Virginia. In his research, teaching, and consulting, Dr. Davidson focuses on how leaders can use global diversity strategically to create sustainable competitive advantages for their firms.  His research on the impact of culture and ethnicity on career development and on conflict management appears in top managerial and academic publications including Harvard Business Review, Administrative Science Quarterly, and the International Journal of Conflict Management. In addition to teaching leadership in Darden’s Executive Education and MBA programs, he consults with a variety of for profit and not for profit organizations. He has also served as the chair of the Gender and Diversity in Organizations Division of the Academy of Management.  Davidson has been featured in numerous media outlets and currently writes posts for Washington Post.com’s “On Leadership” series. His new book, “The End of Diversity as We Know It:  Why Diversity Efforts Fail and How Leveraging Difference Can Succeed,” written in collaboration with Heather Wishik, introduces a research-driven roadmap to help leaders more effectively create diverse and inclusive organizations.   For more information on Martin N. Davidson, his current and developing work, and to view his weekly blog, “In My Opinion,” visit www.leveragingdifference.com.
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