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• Share what our research has told as about leadership mindsets

• Unpack the particular challenges leaders face when embodying 
an inclusive mindset

• Share some practical approaches and tools to becoming a more 
inclusive individual

Our Objectives



Thinking Inclusively
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Leadership Mindsets

5

ENTERPRISE AGILE

INCLUSIVEGROWTH
The belief that skills and behaviors can be 
cultivated through effort.

With this mindset, challenges, obstacles and 
feedback become an opportunity to learn and 
grow.

The belief that contribution and performance are 
unleashed in an inclusive environment.

With this mindset we see differences in how others 
think and behave as advantages to be leveraged.

The belief that success is maximized when we 
prioritize the needs of the larger 
organization. 

With this mindset, all decisions in my team or 
business unit are made for the greater good 
of the company.

The belief that success in a complex and volatile 
world requires flexibility adaptation, innovation, 
and resilience.

With this mindset we fail fast and achieve success 
by being nimble in the way we think and act.

MIND-SET:
A particular way of thinking, 

shaped by attitudes and opinions, 
that guide and influence the 

actions you take.

Presenter
Presentation Notes
LeahWe define mindset as a particular way of thinking, shaped by attitudes and opinions that guide and influence the actions you take.  And we defined each of these mindsets.



90% Comprehensive

8% Somewhat comprehensive

2% Not comprehensive

How Comprehensive 
Are These Mindsets?
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90%

8%
2%

Presenter
Presentation Notes
LeahThrough this research we also validated the comprehensive nature of this set of four mindsets.  What we heard was that this list comprehensively captures the most important attitudes a leader should embody.This reinforces that focuses in these four areas is a good-and-smart thing to do.



Summary
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OBSTACLES 

Time & production pressures
Self limiting beliefs from team
Risk adversity
Lack of connection to 
organizational goals

Leaders fall back on existing 
processes, a consensus mentality, and 
the same go-to people

GROWTH, INCLUSIVITY, AGILITY, and ENTERPRISE
thinking encourage leaders, and their people, to push 
the boundaries of what is possible, to seek diverse 
opinions and approaches, and to feel empowered to 
make decisions for the greater good.  

These conditions establish a workplace where the organization: 

• Encourages risk taking
• Empowers their teams
• Increases resiliency
• Connects to organization’s purpose
• Drives innovation

An organization that achieves extraordinary results and 
where employees thrive.  

Presenter
Presentation Notes
Leah
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What do you think the best leaders do to 
demonstrate a inclusive mindset?

Inclusive Mindset: POLL

Regularly invite input & feedback from people 
who look, think, or behave differently from them 

Recognize their own unconscious biases 
and proactively account for them 

Take actions to stop micro aggressions or other 
biased behavior when they see them 

Prevent the formation of an “inner circle” vs. 
creating openness and transparency for all 

Initiate and sustain conversations about inclusion 
and diversity 

Presenter
Presentation Notes
Leah



Inclusive Mindset
What the best leaders do to 

demonstrate a inclusive mindset
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43%

19%

15%

15%

8%

Regularly invite input & feedback from 
people who look, think, or behave 
differently from them 

Recognize their own unconscious biases 
and proactively account for them 

Take actions to stop micro aggressions or 
other biased behavior when they see them 

Prevent the formation of an “inner circle” vs. 
creating openness and transparency for all 

Initiate and sustain conversations about 
inclusion and diversity 

Presenter
Presentation Notes
LeahOur research revealed that the best inclusive leaders are most effective at regularly inviting feedback from people who think, look, or behave differently from them.In fact, 43% of those surveyed said this action was most important in exhibiting an inclusive mindset.While recognizing their own unconscious bias and account for them was the second most important factor, valuing the actions associated with inviting important and feedback from others speaks volumes about the need to go beyond self reflection and manifest the behaviors they want to see in their team.  



What OBSTACLES do you find?

Inclusive Mindset
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I am challenged by…
[A] Solution first mindset. It is human nature to 
solve problems and it is difficult to ensure that 
all relevant viewpoints and data are used to 
achieve the best possible solution. It is also 
easier to go with trusted allies than risking 
being more inclusive. A great leader must also 
take the risk to bring everyone on the team into 
the process. This may change based on the risk 
profile of each task.

“Support your leaders in enhancing their communication skills to improve their 
ability to draw out perspectives that are not being heard. Coaches and mentors 
can be helpful resources to spur self-reflection and challenge thinking around 
personal biases.”

Personal 
unconscious

bias

Time & task 
focus

Risk 
adversity

Fear of speaking 
up/getting people 
to respond freely

Presenter
Presentation Notes
LeahAt the same time, while seeking input from others is the top action an inclusive leader can take, leaders told us they must first work on readjusting their own thinkingOne of the primary obstacles to demonstrating an inclusive mindset is a leaders’ ability to check their own unconscious bias.Time and risk adversity were also obstacles our leaders mention.  When time is of the essence, leaders say it’s easier to fall back on familiar thoughts, people, and patterns of behavior.  The intentionality of inclusion is lost in favor of choosing sameness.Success Indicators- Ultimately, what leaders want is liberation from needing to be the loudest and most important voice in the room.  Inclusive leaders want to hear people speaking up, challenging them, and engaging in healthy debate.  They want to see their people mirroring the actions of reaching out to others proactively to get a different point of view or insight.  Because, ultimately, when they see this happen, they know they are successful in creating an inclusive environment.Hearing the words of their team – team members speaking up without fear and engaging with others in constructive and healthy debateCollaboration with each otherLess dependence on me (the leader)Longer team payoff of innovation, engagement and productivityProduct connection – Inclusive Leadership



Inclusive Mindset

11

INDICATORS OF SUCCESS
• Hearing the words of teams –members 

speaking up without fear and engaging in 
constructive and healthy debate

• Collaborating – reaching out to others to 
offer support or gain different insight

• Feeling a sense of freedom when their 
people depend on them less

I will see success when…
There will be an environment in which everyone feels 
comfortable speaking up or challenging decisions/plans. 
This in turn leads to a team where everyone feels that 
their contribution is valued, and there is a respect and 
acceptance of final decisions which everyone is on board 
with as there is a process that is fair and inclusive.

Presenter
Presentation Notes
LeahAt the same time, while seeking input from others is the top action an inclusive leader can take, leaders told us they must first work on readjusting their own thinkingOne of the primary obstacles to demonstrating an inclusive mindset is a leaders’ ability to check their own unconscious bias.Time and risk adversity were also obstacles our leaders mention.  When time is of the essence, leaders say it’s easier to fall back on familiar thoughts, people, and patterns of behavior.  The intentionality of inclusion is lost in favor of choosing sameness.Success Indicators- Ultimately, what leaders want is liberation from needing to be the loudest and most important voice in the room.  Inclusive leaders want to hear people speaking up, challenging them, and engaging in healthy debate.  They want to see their people mirroring the actions of reaching out to others proactively to get a different point of view or insight.  Because, ultimately, when they see this happen, they know they are successful in creating an inclusive environment.Hearing the words of their team – team members speaking up without fear and engaging with others in constructive and healthy debateCollaboration with each otherLess dependence on me (the leader)Longer team payoff of innovation, engagement and productivityProduct connection – Inclusive Leadership



How to Create the Shift
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YOU CAN’T FORCE THE SHIFT. 
To help leaders move from awareness to transformation, give them opportunities to:

Take Action
Thoughts may influence action, but actions can also influence behavior, 

which drives results, which reinforces beliefs.

Apply a new mindset to a current situation to create a new perspective.
Leadership development can make a difference 

in giving individuals opportunities for reflection and tools for action.

Link mindsets to their leadership legacy.
When leaders change how they fundamentally see themselves, 

they embed a new mindset.

Tap into leaders’ personal values. 
Transformation of any kind requires the personal motivation to make a change. 

Shifts in mindsets are no different.

Presenter
Presentation Notes
LeahHow to help leaders create the shift…..Give them the space to take the actions that support these mindsets…a lot of what we heard in the feedback was around leaders needing an environment that does more than give lip service to the idea of “fail fast” and “reach out to others.”Leadership development should focus on the mental shift as well as the skills and behaviors.Help leaders link this thinking to their legacy….create motivation for them to want to be seen as leaders with these attitudes or perspectivesEncouraging leaders to make personal connections to the mindset and be vested in embodying these attitudes is more likely to make them stick.



Supporting the Shift
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Recap

THE CHALLENGE IS:
Implicit bias can prevent us 
from communicating effectively 
around feedback.

Even when we become aware 
of biases, we are not always 
sure how to mitigate them.

Microaggressions are subtle 
and require practice to 
recognize and address them.
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TOP 3 RESPONSES

Recognize their own unconscious 
biases and proactively account 
for them.

Take actions to stop 
microaggressions or other biased 
behavior when they see them.

Regularly invite input and feedback 
from people who look, think, or 
behave differently from them. 43%

15%

19%

Presenter
Presentation Notes
PeteThis is a set-up for problem- solution. The problem is many leaders have not been trained in how to do these things



Leaders create a culture in which 
team members feel included, 
heard, and valued. They need to 
understand “otherness” as the 
experience they can feel when 
inclusion is not present and to 
be able to identify and rectify it 
to sustain a culture of inclusion.

Defining INCLUSION

15

DIVERSITY

INCLUSION

OTHERNESS

Presenter
Presentation Notes
PeteParticipants begin by level setting on language. They spend time understanding the terms and identifying the value of inclusion for themselves, their team and the organization. We affirm each person starting point so whether they are experienced in inclusion work or new to the conversation, leaders can put something at stake for themselves.



Unconscious Inclusion
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Unconscious
Lack of Inclusion

Conscious
Lack of Inclusion

Unconscious
Inclusion

Conscious
Inclusion

Presenter
Presentation Notes
PeteUnconscious lack of inclusion: For many individuals, they may be unaware of their own lack of inclusion. While they fall back on familiar patterns and the same go-to people, they may lack the awareness that theirs is an approach that lacks inclusion.Conscious lack of inclusion: Through self reflection and leadership development opportunities, like Inclusive Leadership, they can be made aware of their lack of inclusivity. Our program contains several exercise and tools that are aimed at elevating a leader’s awareness of their lack of inclusion - bring able to see it and name it is an important step in shifting the thinking.Conscious inclusion: Once a leader is aware of their lack of inclusion, the next step is to take the proactive steps to be more inclusive. Leaders need the tools and the support to actively engage with individuals who think, look, and behave differently from them. Our research supports this behavior as the single most important thing a leader can do to embody an inclusive mindset.Unconscious inclusion: Unconscious inclusion happens when a leader inherently includes diverse perspectives in the way they normally conduct themselves. Unconscious inclusion is an ongoing aspiration that can only be supported by a leaders’ willingness to constantly “check their own thinking” and take the actions associated with creating an environment of ongoing inclusion. The more frequently leaders get to this place, the easier it is to debunk the obstacles we heard in our research that leaders are challenged by the “additional time” it takes to stop and be an inclusive individual.
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MITIGATE UNCONSCIOUS 
BIAS

ADDRESS 
MICROAGGRESSIONS

HAVE INCLUSIVE 
CONVERSATIONS

What To Do

Presenter
Presentation Notes
PeteThe course is broken down into these primary sections. The first section focuses on laying the groundwork for the other three. Each section is designed to build self-awareness then provide a tool to take effective action.



Leaders can use a strategy to mitigate 
unconscious bias toward individuals by 
replacing implicit stereotypes and 
attitudes with explicit facts about the 
individual. Increasing what you KNOW 
about them, SAY to them, and DO for 
them can help you alleviate some of the 
unintended adverse impacts of bias.
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Mitigating UNCONSCIOUS BIAS

KNOW

SAY

DO

Presenter
Presentation Notes
PeteMarilyn Brewer first coined the term “in-group favoritism” to refer to the way human beings consciously and unconsciously divide others into friend or foe (the “protect” and “connect” urges). Those people that we consider as part of “in-group” we are more willing to give them the benefit of the doubt, more willing or able to relate to them and their experiences, we are more comfortable around them and thus have more willingness and opportunity to build trust.�Key points:Your in group can overlap. People with certain things in common but not everythingThe connection tends to happen on a subconscious levelTo create inclusion with others takes conscious building relationships and trust with people outside of your in group.The next section focuses on understanding bias and impacts on both the interpersonal level and the institutional level. As leaders, they are empowered to make a difference on both fronts. They are offered the Know, Say, Do tool as way to think through how bias impacts the relationships they have with individuals and their teams, providing new openings for action with increased insight.“We also have a tendency to favour ‘people like us.’ Again this is evolutionary and is actually part of our neurological hardware – part of our pattern recognition software, if you like., But it can cause problems in the workplace. This is the lizard brain, designed to make quick snap judgements to ensure our safety.  The research has frequently focused on the amygdala, a structure in the medial temporal lobes. The amygdala receives direct input from all sensory organs, enabling it to respond rapidly to immediate threats in advance of more elaborative cognitive processing. It plays a central role in arousal, attentiveness and triggering the flight-or-fight response, reacting to social threats in exactly the same way it reacts to physical ones. Unconscious bias, then, is the immediate, reflexive, defensive reaction to the “other.” Stereotyping, on the other hand, represents the cognitive component of social bias. It is the deliberate conceptual linking of social groups to a particular set of perceived inherent and immutable qualities — a process known as “essentializing.” This involves the encoding and storage of stereotypical concepts and their application in judgments and behaviors. As such, it employs a different neural network from that of the snap judgments of prejudice and incorporates structures in the cerebral cortex that support conscious thought and semantic memory. This mirrors the idea, developed in psychologist Daniel Kahneman’s book “Thinking, Fast and Slow,” that we have two systems of thinking: one that is fast, intuitive and impressionistic (System 1), and one that is slow, deliberate and systematic (System 2). System 1 is automatic and efficient, but it’s in a hurry and prone to mistakes. It seeks to quickly identify patterns, a skill that has been key to human survival and evolution. But in doing so, it jumps to conclusions of causality based upon even the sketchiest of information, and tries to interpret scant input by creating a narrative, however flawed it may be. System 2 thinking, on the other hand, seeks to test concepts and detect complexity and nuance. “The attentive System 2 is who we think we are,” wrote Kahneman. “System 2 articulates judgments and makes choices, but often endorses or rationalizes ideas and feelings that were generated by System 1.”Transition: Next, lets look at tool to help us increase trust and inclusion.



When they experience a 
microaggression, leaders can use a tool, 
for themselves or to share with others, 
that helps them verbalize their subjective 
experience, first for themselves and then 
when they talk with others about it.
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Addressing MICROAGGRESSIONS

EXAMPLES OF MICROAGGRESSIONS

Lamar is so 
good in staff 

meetings. He’s 
very eloquent.

I would never 
guess that you 

have a boyfriend. 
You don’t look 

gay at all.
We really need 
a team-building 

retreat. 
Jennifer, could 
you plan that?

Presenter
Presentation Notes
PeteIn a powerful activity participants have the option to share moments in their lives where they’ve felt like the other and the impact that had on them. In this section of the day we dig into what microaggressions are, their impact and what you can do if you experience one or witness one.This tool is designed to help a person who has experienced a microaggression to verbalize their subjective experience, first for themselves and then when they talk with others about it. 
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What do we do when we witness a microaggression that we did not personally experience? 

5W tool

WHY is this a microaggression?
1

WHAT is the impact?
2

WHEN should we discuss it?
3

WHO should I include?
4

should it happen?WHERE
5

Ask yourself the 5W Questions:

Presenter
Presentation Notes
PeteExplain that this tool is for those who witness a microaggression so that they feel empowered to take some sort of action. If someone asks you how to have that conversation, let them know we will be discussing that in the next section, Inclusive Conversations.WHY – First, get clear on why the action or statement is a problem. In what way does it feel like a microaggression to you? What belief might that person have that lead to the behavior? It is hard to address an issue if you yourself are not clear on what you think happened. This would also be a good opportunity to check with others, such as:The recipient – Did they feel like they experienced a microaggression. Why or why not? What sort of involvement or support do they want from you, if any?Witnesses – What were their impressions of what happened?Mentor/Manager – You might even want to talk to a trusted advisor for a third party perception of how you might interpret the behavior.None of this means you have to change your mind about what you perceived, but getting more data from various sources can help clarify your thoughts.WHAT – Next, get clear on the impact of the behavior. Being able to articulate the impact for the receiver, the person who committed the microaggression, and for witnesses will help you when talking with the individual about what they did and why it matters.WHO – You also need to decide who should be involved in this discussion. Should you speak to the person alone? Should the recipient of the microaggression be there? What about a manager or someone from HR? It is important to consider what will be most effective when you are talking with the individual, while also considering the needs of the recipient and any policies your company may have.WHEN & WHERE – The last thing is to consider the time and place for this discussion. Does it need to happen as soon as possible or should it wait (e.g., you need to gather more information, you want a key person involved, you want to wait for a key time, like the end of the day)? Ideally, you will want to do this in a private place that will be as comfortable as possible for the person you are talking to. But are there ever times when you might want to do it in front of others?Questions?



An important way to cultivate inclusion and belonging is through leaders’ 
communication. One of the keys to successful inclusive communication is 
to adopt critical ways of being or attitudes to shape your approach.
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Having INCLUSIVE Conversations

CURIOUS RESPONSIBLE

AUTHENTIC EXPAND UNDERSTANDING

Presenter
Presentation Notes
PeteTo build skills in inclusive communication participants practice addressing microaggressions by embodying the inclusive mindset in speech and preparing for conversation. They use a communication strategy to practice how they would intervene if they witnessed a microaggression in a way that builds connection with all involved. We close with this proactive approach to creating inclusive communication so that leaders feel confident discussing topics of inclusion with their teams.An inclusive communication is different from how we typically communicate because it usually requires a shift in how we approach it. These conversations are built on certain ways of being (or approaches) that can help you and the other person to open up and be fully present and tap into differences in a way that builds connection and a sense of belonging. Regardless of the subject, at the end of the communication the other person should know better where you stand or what matters to you in the communication, they should valued and heard and they should feel whole and complete (meaning nothing left unsaid) or on the pathway to that. Authentic: The best way to allow for some else to be their best self is for you to be yours. In an attempt to relate to someone else its possible to overcompensate. You can stretch to such an extent that you end up playing a character of who you think you should be. Be upfront about where you are and what you aim for in the communication. If its difficult for you, or if your not sure of the right words, its ok to say that. Being authentic is not the same as being stubborn or unaccommodating. It just means showing up as the best version of you, demonstrating your values and being upfront about your intention. Doing that creates safety for the other person and gives permission for the them to do the same.Responsible: Take responsibility for the communication and the impact. We talked earlier about impact v. intent. There is a greater possibility for your conversation/communication being successful if you make the success of the conversation your personal responsibility. You can do what it takes to make sure that your intention is communicated and if its not take responsibility for that and try a different way. Curious: This is about getting really interested in the person. It prompts you ask questions not only about the facts of a situation but about the person, their values and point of view. When you do this you can share with the person on a deeper level. They feel valued and you gain more insight that you traditionally would in an average conversation. Also when you’re curious its difficult to also be judgmental. When a person feels they can share without being prejudged, this also generates belonging. Willing to be wrong: We often come to conversations operating as though what we believe, witnessed or understand is the truth. But when you operate like your truth is the only possible interpretation or conclusion, it doesn’t leave space for the other person’s perspective and can create unnecessarily combative stances. If instead let go of your righteousness and are willing to be wrong, you can take in better what the other person shares and be in a better position to demonstrate empathy. This also breads humility. Humility balanced with authenticity allows you to build trust with others and makes you more approachable. 
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What now?

SHARE COMMON LANGUAGEINCLUSION AS A CORE VALUE

Integrate inclusivity into the 
fundamental definition of what 
a good employee looks like

TOP-DOWN, BOTTOM-UP

Inclusivity champions to talk 
about and bring issues to 
peer groups

Presenter
Presentation Notes
PeteAcross the organization – up and downC level and frontline and individual contributorsCore facts are the sameLeaders – psychological safety



We’re at our best when helping our clients achieve their best.

Making a meaningful impact on the world together.

We’re social, chat with us!

gpstrategies.com

@gpcorp gpstrategies blog.gpstrategies.com           gp-strategies-corporation                   GPStrategiesCorp info@gpstrategies.com
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