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PURPOSE

In order for leadership to be inclusive, leaders must develop a capability for taking advantage of the diversity—we call it Leveraging Difference—in the organizations they lead. The set of stakeholders in the modern world is more explicitly diverse than ever before. Technology has made it increasingly evident that people of many cultures, perspectives, and interests, located around the world, are now customers, employees, advocates, and leaders of many organizations. As a result, there is a heightened need for collaboration among all these diverse individuals, groups, organizations and societies in order to address the pressing problems and opportunities present in the world Friedman, 2007()
. Leaders play a pivotal role by modeling behaviors followers emulate and ultimately learn from Bandura, 1986


( ADDIN EN.CITE ; Ng & Sears, 2012)
. In this way, inclusive leaders help shape inclusive practices, processes, and cultures which—in turn—position their organizations to be truly world-class.
· Thanks to anonymous reviewers who helped us strengthen this proposal
This workshop aims to engage participants interested in global diversity and in inclusive leadership. To address the questions of how inclusive leadership can be developed, and how collectives can become more inclusive, participants will engage in interactive exercises illustrating how to help leaders learn how to lead their organizations toward fuller utilization of diversity for innovation and success. Two research based theories and associated practices will be combined as a practical toolkit for leaders. 

The first theoretical and research basis for the workshop applies the findings of Carol Dweck, a social psychologist at Stanford University, and her colleagues. This body of research addresses implicitly held trait based thinking, named by Dweck “fixed mindset”, and how such thinking reinforces stereotyping. Leaders and organizations that shift away from such thinking toward what Dweck terms “growth mindset” are more capable of adopting counter-stereotypical information, and of supporting the development and success of a wider diversity of people (Levy, Stroessner & Dweck, 1998; Plaks & Dweck, 2001; Dweck, 2007).  Leaders who adopt growth mindset believe that leaders are “made
 not “born” (Gentry, Deal, Stawiski & Ruderman, 2012). This stance can positively impact the levels of inclusion with which leaders invest in the development of others (Gentry, et al, 2012). It can also impact how leaders influence and lead their organizations through change, including changes in leveraging difference and increasing inclusion.

The second theory and body of practice is that of Leveraging Difference, a paradigm shifting approach by Davidson and Wishik that leaders and organizations anywhere in the world can apply to transform how relevant dimensions of diversity, referred to as differences, are addressed and, once understood as opportunities, leveraged for organizational outcomes (Davidson, 2011).  Combining the two bodies of work supports real change by providing leaders with a way to clear barriers to seeing the “other” as capable and diversity as a resource, and then providing a practical, four step cycle for identifying and acting on differences relevant to and supportive of desired organizational outcomes
WORKSHOP DESIGN/SUMMARY

The four hour workshop will operate as a whole group, in pairs and small groups depending on the exercise and the size of the group.   A “pre-test” survey of paradigms about learning, diversity and inclusion and how leaders should develop others will be administered, as will as “post-test” to assess immediate impacts on participants of the workshop.  

1) Participants will be provided with a “challenge scenario” to role-play at the outset. This scenario will heighten anxiety and push most toward a “fixed mindset” with regard to their potential for success in the scenario conditions.  

2) The reactions generated will be used, along with brief video clips about neuro-plasticity and from an interview with Carol Dweck, to illustrate fixed mindset, and as the platform for teaching the fixed versus growth mindset model (see attached).

3) A project team scenario exercise will illustrate how fixed mindset, or trait-based thinking, helps support unconscious bias and stereotype-based reactions toward members of social identity groups occupying positions of historic subordinance. Growth mindset will be used to help participants enact less biased approaches toward unfamiliar others , and applications of these new approaches to the situation of leaders developing others.
4) Then participants will be taught the Leveraging Difference model and four-step cycle. 5) Participants will be asked to apply the Leveraging Difference model and cycle, as well as growth mindset, to an extended case study inquiry into what differences could be relevant for the organization in the case, what those differences might mean, what options for strategy they might suggest, and what organizational outcomes such strategic options might support.  

6) Throughout the case study application portion of the workshop, intermittent pauses will allow participants to check whether they have slipped into fixed mindset again, and to consciously return to growth mindset as they apply the leveraging difference cycle to their strategic thinking about difference.

7) Questions and discussion of applying these learning methods with leaders and organizations will conclude the workshop.

ORIGINALITY

No one has combined the Leveraging Difference approach to diversity with mindset approaches in leadership development. The two presenters are the creators of the Leveraging Difference model and approach, and one presenter has developed leadership applications of mindset theory over the last three years.  A toolkit combining the two approaches is a potentially powerful leadership development path for transformative organizational change and leadership development related to diversity and inclusion.
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WORKSHOP THEORIES AND MODELS OVERVIEW
The Leveraging Difference Model and Cycle

Leaders develop—and help their organizations develop—a capability to leverage difference by following the steps in the Leveraging Difference Cycle illustrated in Figure 1. To do this, leaders must identify the strategically relevant differences for their organization, that is see difference.  Second, they must learn about how those differences affect any aspect of the organization: employees, customers, products and services, operational effectiveness, and communities; they must understand difference. The transformative experiences stemming from seeing and understanding difference catapult leaders into engaging difference—trying to use relevant difference to create tangible results. Finally, leaders and organizations are leveraging difference when, through repeated application of the first three steps, the use of difference to generate results becomes increasingly effortless. Capitalizing on difference becomes standard operating procedure.

THE LEVERAGING DIFFERENCE CYCLE

Copyright 2006, 2011, Martin N. Davidson, Heather R. Wishik
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Seeing Difference

Seeing difference is the means by which strategically relevant differences surface in an organization. These are the differences that do or could contribute to carrying out the organization’s core strategy and mission. They might be anything from cultural background to physical ability to organizational differences between collaborating firms. Whether or not these differences are relevant depends on the organization’s strategy, so seeing difference begins with having a clear understanding of that strategy.  Beyond that, to properly identify relevant differences, leaders must manage the forces that can distract them from focusing on the right differences. 

Understanding Difference

Identifying relevant differences and getting the right people into the organization doesn’t guarantee that key stakeholders will know how to make sense of the differences. Understanding requires learning about the nature of the difference and how it could affect any aspect of the organization: employees, customers, products and services, operational effectiveness, and communities. The key to understanding difference is developing of personal and organizational competencies for learning about difference. 
Engaging Difference

Seeing difference and understanding difference are important steps in the Leveraging Difference process because they establish a sense of urgency. The link between seeing difference and achieving strategic goals is part of the reason for that urgency. Leaders begin to make connections between the relevant difference and achieving results, even if they cannot capitalize on those connections yet. 

As this process unfolds, people become increasingly motivated to change because they feel greater connection to and have greater insight into the differences embodied by their colleagues and friends. The social transformations that often occur in the understanding difference step heighten that urgency. As people navigate relationships through their differences and establish deeper connections, they are more motivated to change how they operate. They just aren’t sure what to do yet.  

The transformative experiences stemming from seeing and understanding difference catapult leaders into engaging difference—trying to use relevant difference to create tangible results. At this step, leaders begin to act in coordinated ways. They put into place experiments that might leverage important differences. Engaging difference is the place of experimentation in which change begins. 
Leveraging Difference

The full-circle conclusion of the cycle happens when leaders and their organizations experience a quantum shift. The organization is no longer just experimenting but is, in fact, “living difference.” When leaders and organizations are leveraging difference in a sustained way, the use of difference to generate results becomes increasingly effortless. The organization begins to orient itself toward determining how differences can contribute to results, doing so as a regular practice. Learning about the implications of difference becomes a pervasive approach to doing business.

Ultimately, creating sustained results by Leveraging Difference requires leaders to make sure that every part of the organization sees, understands, and engages difference. The cycle must be integrated into the way planning, strategy development, and decision-making are conducted. This can be a great opportunity for the organization. Positive results breed energy and commitment. Stakeholders begin to talk openly about what they are doing, using the language of Leveraging Difference. Moreover, part of adopting the Leveraging Difference capability is committing to the continued use of the cycle to explore new relevant differences.
Mindset Theory


Individuals acquire implicit beliefs about intelligence and learning from parents, schools and media starting at a young age (Dweck, 2007).  Organizations also adopt such implicit beliefs and reify them in their recruitment, talent management, leadership and management development practices.  In much of the world many people and organizations hold implicit beliefs that intelligence is a relatively fixed at birth capacity, that potential for success in many areas of human endeavor such as the arts, sports, aptitude for science and math, etc. depend upon talents one is either born with or not (Dweck, 2007). 


Despite the increasing evidence that human brains are highly plastic (Merzenich), and that access to large amounts of time to practice and learn, as well as age relative to one’s peer group, contribute greatly to extraordinary success (Gladwell, 2008), trait based implicit beliefs continue to impact leaders as well as organizations.  Such theories reinforce the fixity of stereotypic thinking by making counter-stereotypic information less credible. (Plaks & Dweck, 2001). Fixed mindset thinking can create a strong barrier to believing that the historically excluded “other” is actually just as, or more capable than, those already included, and also can constitute a strong barrier to believing in the existence of the unearned privilege associated with dominant position social identities (Wishik & Davidson, 2012). 


Carol Dweck’s research, along with her colleagues, involving both children and adults, illustrates that freed of beliefs about the fixity of intelligence, which she terms “fixed mindset,” individual ability to learn, willingness to attempt challenges, competence for effective use of feedback from mistakes and from people, all improve significantly.  In educational environments with curriculum resources that Dweck has designed for children and teachers (see the Brainology Program on mindsetworks.com), and in business environments with workshops Wishik has designed for leaders, managers and individual contributors (Wishik, 2011), acquisition of a growth mindset supports better outcomes in the willingness and ability to develop others, including commitment to developing people who are “other” by social identity.
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Presenter Biographies

Heather R. Wishik, J.D., is a global organization development, leadership development and diversity and inclusion consultant, coach and scholar. Her practice includes corporate, government, educational and other not for profit clients. Heather has operated her practice since 1993, except for three and a half years when she served as the Assistant Vice President and Director of Global Diversity and Inclusion for The TJX Companies, Inc. She has taught at the undergraduate and graduate levels at Dartmouth College and Vermont Law School. Since 2001 she has been a Batten Research Fellow at the Darden Graduate School of Business, University of Virginia, where she collaborates with faculty on global leadership research and diversity and inclusion theory and practice.

Heather holds an Honours degree in Industrial and Organizational Psychology and a Certificate in Group Process Facilitation from the University of South Africa. In addition, she has group relations consultation training from the Tavistock Institute. She also holds a B.A from Goddard College, and a J.D. summa cum laude from the University of San Diego School of Law. With Dr. Martin Davidson, Heather co-authored three chapters of the book  “The End of Diversity as We Know It:  Why Managing Diversity Efforts Fail and How Leveraging Difference Can Succeed” (Berrett-Koehler, 2011). Heather has also developed a model for understanding social identity dominance and subordinance, and innovative ways of using “Growth Mindest” (see Carol Dweck, 2007) to support leadership and organizational learning and change.

Heather has lived in Pakistan and in The Netherlands as well as in the USA. She has worked with clients in the USA, Europe, Asia, South Africa, South America and Canada. She works in English and French and speaks conversational Dutch.  Heather currently makes her home in Vermont.

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

Dr. Martin N. Davidson is 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. His 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 blog, “In My Opinion,” visit www.leveragingdifference.com.
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