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What Exactly is Diverse and
Inclusive Organizational Change?

eating inclusveorganizationa changein-

olves* aplanned approach to devel oping
andimplementing inclusvepolicies, programsand
practi ces adapted to the needs of adiverse commu-
nity” . Change of thissort touchesthe entire organi-
zation, from broad policiesand proceduresto day-
to-day activities. It filtersthrough al facetsor
componentsof an organization, including programs
and services, communications, community relations,
human resourcesand personnel, governanceand

policy.13

Thereisno oneright way to go about this process,
and at times some of the actions may seem contra
dictory or in conflict with oneanother. Organizations
will havetowork through these contradictionsand
arrive at solutionsthat are both appropriateand
cons stent throughout the organization. What works
for oneorganization or inonesituationwill not
necessarily work inanother; therefore, knowledge
of internal dynamicsof theorganization andthe
context withinwhich it operatesisvery important.

Whilethereisno“ cookie-cutter” approachto
becoming morediverseandinclusive, thereare
guiddineswithinthis Tool Kit that can befollowed
and adapted to theindividua circumstancesof each
organization. Becomingadiverseandinclusive
organizationisan ongoing process, anditisunlikely
that therewill beapoint at which you can statethat
you arenow afully diverseor inclusive organization.
Theprocessisreally about devel oping the capacity
to becomemorediverseandinclusive, whichwill
helpto ensurethat issuesof inclusivity are consid-
ered onaregular basis.

Embarking on Inclusive
Organizational Change

An organizational change processis both active
and planned. It cannot be approached in a pas-
sive or random manner, or as something that is
just “added on” to the work that is already being
done. Although initially it may start out as an
added-on task, the goal of this processisto
integrate diversity and inclusion into your over-
all mandate so that it eventually filters through-
out the organization.**

13 Canadian Heritage website, http://www.canadianheritage.gc.calindex_e.cfm May 2001

14 “Inclusivity Organizational Change Overview”. Codlition for an Inclusive Community. United Way of London &

Middlesex. 2001
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Creating adiverseand inclusive organization and
workforcerequirestime, money (athoughit need
not bealot), energy, commitment and tenacity. It
will likely involveacombination of formal and
informal approachesto organi zationa changeand
may betackled onestep at atime. It could first be
applied to one particular group or community that is
not presently included; e.g., aparticular race, class,
gender, age, ability, religion, or sexua orientation.

Each personwithin your own organization likely has
adifferent level of experience and understanding of
issuesof diversity, equity andinclusion. Encourage
persona aswell asorganizationa commitment, as
sdlf-awarenessand humility arekey requirementsto
success. Everyonewithin the organi zation needsto
become open to learning about and changing their
individua perceptionsof themsalvesand those
around them. Recognize and accept that you are
going to make mistakes, but acknowledgethat we
canlearnfrom our mistakes. Most importantly, be
patient with both yourself and others. All of thiscan
ass st your organi zation to successfully engage
individua sand groupswho do not currently

participate.
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change strategy, aseriesof stepsarelisted

0ass st your organizationin planning your

bel ow asaguide. We haveincluded avariety of

formal and informal approachesthat address

different aspectsof your organization. Some may

not be appropriate or desirableto undertake at

present, and may be postponed or skipped

atogether. Althoughthe” steps’ for creating

inclusiveorganizationa changearepresentedina
logical order of progression, itisnot important that

all of the stepsbefollowed sequentidly, but rather

that they be applied aspart of an ongoing and

cyclica process.

B.

Preparing for Change

o Pl e G2

Raise the Issue

Address Any Initial Opposition
Make the Commitment
Document the Commitment
Communicate the Commitment
Establish a Steering Committee

® Terms of Reference

® Shared Understanding and
Vision

® |Leadership

® Involvement

® Education and Training

Research and Assessment

7.
8.

10.

Review the Literature
Create a Community
Demographic Profile
Conduct a Survey of Your
Community

Assess Your Organization

Planning for Change

11. Develop Your Plan

12. Create a Communications
Strategy

Making It Happen

13. Implement the Plan

14. Continue to Deal with
Opposition

Evaluation

15. Track Your Progress
16. Evaluate the Outcomes
17. Reflect on the Process
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A. Preparing for Change
Step 1: Raisethelssue

For any new initiative, someone has to be the
first to speak out about a concern or issue that
they have identified. Often thisis done infor-
mally at first, with one person talking to another
about it to find out if ’he hasa similar percep-
tion and would be interested in discussing it
further with others. The next step may be to ask
for the issue to be placed on the agenda of the
next meeting.

Step 2: Address Any Initial Opposition

Itislikely that people within your organization
will raise questions as to why diverse and inclu-
sive organizational change is needed. Some of
these questions can be answered by referring tothe
reasonsand benefitsprovided inthe previous
section“Rationaefor Inclusion”. However, itis
possiblethat theremay still be someform of resist-
anceto the change process. Expect discomfort, as
changeisunsettling. Itisimportant to addressthese
concernsand not toignore them, asagreement with
and commitment to the process by everyonein-
volved isnecessary to itssuccess. See Tool #2:
“Responding to Opposition” for approachesto
dedingwithresstance.

Step 3: Makethe Commitment

For an organizational change processto be
successful, there has to be a strong personal
commitment to it by a number of people
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involvedintheorganization, particularly by the
leaders or decision-makers. Ideally, all of the
individualsinvolved at the various levels of your
organization (board, management, staff and
volunteers) should commit to creating and

supporting the change.
Step 4: Document the Commitment

A commitment to the process should be made by
the board and staff and documented in meeting
minutes. The documentation should include a
clear statement outlining the outcomesthat you are
hoping to achieve and the generad meansby which
you expect to achievethem. The detailsof how,
when and by whom particular taskswill be con-
ducted will follow later inthe process. At thispoint,
theboard should also alocateresources(e.g.,
money, staff timeand/or volunteer contributions) to
helpfulfill theobjectives.

Step 5: Communicate the Commitment

It iscrucial to the success of any diversity initia-
tive that not only is the commitment made, but it
isaso widely communicated throughout the
organization and the community. You will need
to decide how the commitment for theinitiative
will bedemonstrated and communicated. Thismay
takedifferent forms, for example:

d amemo from theboard president or chair

to everyonewithin theorganization,

° anannouncement at an annual general or

other public mesting, or
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an agendaitem at board, committee or
daff meetings.

Communication should not only occur at the
beginning of the initiative, but also at various
times throughout the process. Effective commu-
nication is an important factor to achieving the
desired outcomes.

Step 6: Establish a Steering Committee

A committee will be needed to plan and monitor
the process of creating change within your
organization. It should comprise individuals
from all areas of the organization (staff, board,
volunteers and members) so that different per-
spectives are represented. It may also be benefi-
cia to invite external community membersto
join the committee, particularly if the organiza-
tion does not reflect the makeup of the commu-
nity it serves. However, the committee may want
to meet afew timesinternaly first, in order to
identify issues, define the organizational goals,
identify available resources and establish inter-
nal communication and management proce-
dures. If necessary, these can always be altered
once feedback is provided by external commu-
nity members.

To help the committee to run smoothly and effec-
tively, thefollowing actionsmay betaken:

establishtermsof reference;

o createashared understanding and vision;
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developleadership;
generateinvolvement;

conduct educationand training sessions.

Establish termsof reference: Termsof reference
areused to establishroles, responsbilitiesand
processand meaning withinthe committee. These

termsinclude decisionsabout thefollowing:

o the purpose of the committee

therolesof members

decision-making procedure

reporting relationships

authority and accountability
resourcesavailable

membership composition

meseting schedule

Also see Tool #3: “Sample Terms of Reference”.

Create a shared understanding and vision:
Attheinitiad committee meetings, take sometimeto
explore each committee member’s understand-
ing of why your organization would benefit from
undertaking this process; what it might look
like; what they hope to get out of it; and why it
isimportant to them. Ensure that you develop a
shared understanding of diverse and inclusive
organizational change. Following are some
points for discussion and reflection:
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° What do we mean by terms such as
“diversty” and“incluson’?

° What aretheguiding values, attitudesand
princi plesthe organization should convey
withrespect todiversity andincluson?

o What aretheimplicationsfor the

organization?

Devel op leader ship: Whileleadership at the board
levd iscritical, an effective organizational change
processwill identify leadersat dl levelsof the
organization and for variousaspectsof theinitiative.
Thecommitteewill need to designateachair for the
meetings, and someonewill need to takerespons-
bility for coordinating al activities.

Generateinvolvement: Asnoted earlier, akey
ingredient to a successful organizational change
process is the involvement of individuals at
every level of the organization. Staff, volunteers
and members need to be involved in the plan-
ning, the decision-making processes and the
implementation of any recommendations. It may
also be beneficia at this point in the process to
consider including others external to the organi-
zation. For example, you may want to receive
someinitial outside feedback on your proposed
directionsat the planning stage to ensure that you
areontheright track.

Conduct education and training sessions:
Committee memberswill probably needto be
educated themselvesabout diversity andinclusion
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beforethey undertake planning an organi zational
change process. Areasto be addressed could
include cultural competency, cross-cultural commu-
nicationsand conflict resolution skills. Thistraining
maly be headed by committee membersif thereare
oneor moreindividua swho haveastrong back-
ground inthese areas. However, there are benefits
tobringinginaprofessona outsidetrainer:

° their knowledge may be moreup to date;
d training methods may be more devel oped;

d avoidsdivisonwithinthecommittee
between those seen asknowledgeable and

thosewho arenot;

o dlowsal committeemembersto
participateinthetraining;

° neutral third party can help diffuse
tensionsand manage conflictsif they arise;

° thetrainer may be ableto suggest other

helpful resourcesfor thecommittee.

After going through all of the above stages, the
Steering Committee should continueto meet asyou
conduct research, plan and coordinate activities
and engagein the processof creating organizational
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B. Research and Assessment

In order to makeinformed recommendationsand
create an effective action plan, the committee must
develop asolid knowledgebase. Thereare severa
important actionsthat should be considered at this
stage.

Step 7: Review thelLiterature

Compile and review literature available in the
areas of diversity, equity and inclusive organiza-
tional change. Check your local library, conduct
an Internet search or ask for recommendations
from practitionersand researchersthat specidizein
thisarea. You might contact other organizationsthat
you know are aready involved inachange process
relating to diversity and inclusion, and ask if they will
sharetheir information and experienceswith you.
Your loca United Way or Community Foundation
may a so haveinformation that would be useful.
Some United Waysin Ontario havetaken aleading
roleintheir communitieswith respect to diversity

andinclusion.

Step 8: Createa Community Demogr aphic
Profile

In order to assess whether your organization is
reflective of the community it serves, you need
to know who livesin that community. You may

already have a pretty good idea of who makes up

your constituency. However, conducting an
anaysisof the demographic profile of your commu-

nity or catchment areacould be beneficia asnot all
aspectsof demographicsarevisibleor easily recog-
nizable

Information about local residents’ age, sex, martia
status, employment status, incomeleve, ethnicity,
race, religion, language, etc. areavailablefrom
Statistics Canada, broken down by censusareas.

M ore specificinformation about your particular area
may beavailablethroughyour municipa planning
department or district health council. A templateis
availablein Tool #4: “ Community Demographic
Assessment”.

Step 9: Conduct a Survey of Your Community

Onceyou have determined who livesinyour com-
munity, reach out to representatives of thevarious
demographic groupings, particularly thosethat
benefit from or contributeto your organization, to
request their input. Oneof thelikely purposes of

When asking people for input, be
prepared for a range of reactions and
be respectful of divergent opinions and
perceptions. Respecting another
person means acting in a manner that
“recognizes the privacy, confidentiality,
comfort, autonomy and self-esteem of
that person.”

- “Guidelines for Assessing Accommo-
dation Requirements for Persons with
Disabilities”. Ontario Human Rights
Commission. August 1989
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your initiativeistoincrease accessto your organiza-
tion, i.e., theability to receive services, participatein
programs, become amember, or have suggestions
and concernstaken into account. If thisisthe case,
itisnecessary to ask othersto identify real,
perceived or potentia barrierstotheir participation.

Makesurethat youtailor the consultation and
involvement processto reflect the communitieswith
whomyou areengaging. Establish criteriaand
proceduresfor involvement that aretargeted and
appropriate. Thereare someguidelineson how to
dothisinthe Toolsand Additional Resources
sectionsof thisdocument (see Tool #5: “Guiddines
for Encouraging Diverse Community Involvement”,
and the group-specific*Info Sheets’ in Section V).
Perhapsnot al of theseguideineswill be appropri-
ate or necessary for your particular organization, so
consider your own circumstances and consult with
othersto develop your own guidelines.

Depending onthetimeand resourcesavailable, you
may consider oneor moreof thefollowing sugges-
tionsfor obtaininginformation about diverse
populationsin your community and their perceptions
of your organization:

° Conduct arepresentative survey of key

stakeholders, community leaders and/or
members of local groups, agencies and
associations. Try to consult with awide
cross-section of the community including
membersof different ethno-racial groups,
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youth, seniorsand peoplewith disabilities. A sample
procedure and schedul e of questionsfor key repre-
sentativeinterviewsisprovided in Tool #6.

®  Conduct afocusgroup whereyou present

thebasicideaof your initiativeand ask for
opinionsor suggestionsboth about what to
do and what not to do. A sample procedure
and schedulefor conducting focus
groupsisprovidedin Tool #7.

Consult with practitionersand researchers
intheareaof diversity toincreaseyour
knowledge and sengitivity toissuesand to

obtain recommendationsfor theinitiative.

Engagingindividua sand groupsfromdiverse
backgroundsat the start of your initiative may
facilitatelonger-term partnershipsthat would benefit
your organization. Oncethe contact hasbeen
initiated, you could maintain communicationwith
them by updating them onyour progressor inviting
themto events.

Step 10: Assess Your Organization

Thisactivity will helpyouto determinehow diverse
andinclusiveyour organizationisat present. Ideally,
the dimensionsof theassessment would include:

° qualitativeinformation, such asindividua

reflections, experiencesand stories,

quantitativeinformation, such asrating
scales, rank ordering, yes/no responses;
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o observation, such asdescriptionsof group

processes, treatment of staff, clientsand
volunteers,

document review, such asreports, policies

and planning documents.

A sampleformat and procedurefor conducting an
“Organizationd Sdf-Assessment” isincludedin
Tool #8.

Itisbeneficia to ask both thosewithinthe organiza-
tion (board, staff, members, volunteers) and others
who areéaffiliated (such asorganizationd partners,
membersof anetwork to which your organization
bel ongs, associationsthat areinvolved inrelated
work) to assessthe organization. Therearea
coupleof reasonswhy an external assessmentis
important:

o If your groupisrelatively homogeneous

then theremay be alack of diverse per-
spectives, knowledge or experience
inorder to adequately evaluate your current
level of inclusveness,

Exposureto avariety of outside perspec-
tivesregarding diversity, equity andinclu-
sive organizational change helpsto ensure

thesuccessof your initiative.
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C. Planning for Change
Step 11: Develop A Plan

Now that you have determined whereyour organi-
zationisstuated intermsof diversity andinclusion,
you can begin the process of establishing whereyou
want to go. For this phase you may want to recruit
some additional memberswho have experienceand
knowledgeof planning an organizational change
process. Bringing in an experienced facilitator could
asobehdpful.

Following areview of thekey findingsfrom your
research and assessment phase, consider thefol-
lowing questions:

What arewedoingwell?
What areasrequireimprovement?

What would our vision of successlook
andfed like?

What arethe barriersto achieving this
vigon?
How canweinitialy reduceand

eventually removethesebarriers?

These questions should be answered as a group
and involve input from al areas of your organi-
zation. It may be best to hold a brainstorming
session and record your results on aflip chart to
bereferred to at alater date. Onceyou havethe
answersto these questions, it will becomeeasier to
set goal sfor creating organizationa change, andto



Section 2: An Organizational Change Strategy

develop aconcreteaction plan for achieving these
goals.

When putting together your plan, be sureto con-
sider any previousattemptsto create organizationa
change. What hasworked in the past and what
has't?Why? Thiswill helptoidentify potential
obstacles, avoid duplicating past effortsand learn
from previous successful andfailed attempts.

Onceyour planiscomplete, it may bebeneficial to
obtain obj ective feedback from people outside of
your organization. Thiscan beextremely useful in
termsof identifying any gapsor areasthat you may
have missed.

Findly, ensurethat your plan takesinto account the
assetsand opportunitiesavailableto your organiza-
tion, aswell asitslimitations— in other words, it's
capacity. If your planrequiresan unredistic level of
resourcesit will bedifficult to achieveitsobjectives,
on the other hand, you may be amazed by the
extent of theresourcesthat can beeasily gathered

toassst withyour initiative.

Your project plan should includethefollowing
components:

® ssuedatement
® desired or anticipated outcomes
® outputs

® detailed activitiesand resources.

| ssuestatement: Briefly statetheissuethat you
aretryingto address; for example, “ Toraiseaware-

nessof thediversity of the popul ationweserve”, or
“to ensurethat the organizationiswel coming and
inclusive and isperceived to be so by members,
staff, volunteersand clients’. Try to keep this
statement asclear and smpleaspossible.

Desired or anticipated outcomes. Outcomesare
gpecific changesin attitudes, behaviours, skills, or
knowledgethat you expect to seeasaresult of your
diversity andinclusioninitiative. For example, the
desired outcomesof thediversity andinclusion
workshop may be*increased knowledge among
board, staff and volunteersof issuesrelating to
diversity and inclusion and an understanding of
benefitsof addressing themwithin our organization”.
Recogni zethat that you cannot fully shape or antici-
pate what the outcomes of your effortswill be, asa
myriad of factorsareinvolved in organizational
change processes. Some of the outcomeswill be
unexpected and/or may happen organically. Try not
tolimit thoseeventsthat havethe potential to take
onalifeof their own aslong asthey provide ben-
efitsand are till withinthe mandate of your organi-
zdion®

Outputs: Theoutputsarethedirect, measurable
resultsof your diversity & inclusoninitiative. These
may includethe development or enhancement of the
falowing:

° training workshopsfor board, staff, volun-
teersand members,

o vision and mission satements,
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o personnel policiesand procedures,
including acode of conduct, employee
recruitment, selection, training and
supervision practices,

o volunteer recruitment and management
policiesand procedures,

o board composition, recruitment and
sdectionpolicies,

o membership recruitment policies,
o outreach strategies and approaches,
o partnership development process;

o resource devel opment, i.e., fromwhomfunds
arerequested, methods of fundraising;;

o externa communications practices. how the
organizationisperceived by those outsidethe
organization;

o internal communicationspractices- how
those involvedinthe organization perceiveit;

o meeting proceduresand conduct;

o methodsof obtaining client input and feed
back such ase.g., community or client satis-
factionsurveys,

o evaluation procedures.

For each areainwhich changeisdesirable, identify
specific and measurable outputs. For example,

“within six months, aone-day workshopwill be
conducted by an experienced facilitator onissues
relatingto diversity andinclusion, and will beat-
tended by 80% of our board, staff and volunteers”.

Activitiesand Resour ces. Next, develop amore
detailed action planto identify howyou will achieve
your desired outcomes. Answer thefollowing
questions.

d What tasks need to be completed?
° Whowill dothem?
° Whenwill they bedone?

o If fundsarerequired, wherewill they be
obtained?

. How will we know when thetask is
completed?

Step 12: Createa Communications Strategy

Effective communication is essentia to build
support for your initiative. As part of your
Action Plan, consider devel oping aspecific strategy
that will encourage two-way communi cation about
theinitiative. Board, staff and volunteerswill need to
know how organizationa changeswill affect and
benefit them and theorganizationasawhole. Itis
important that attention ispaid to how concernsand

15« Organizational Change Involving Equity and Diversity: Issues Raised in Key Informant I nterviews and Researcher
Observations’. Zainab Amadahy. Community Arts Ontario website. http://www.artsonline.ca/2ndPages/M apping/

orgChange.shtml May 2004
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suggestions can be brought to the attention of the
committee, and how responses and follow-up will
be provided. Also makeit clear that the responsibil-
ity to ensurethe successof your initiativeliesnot
only with thedesignated committee, but alsowith
everyoneinvolved with the organi zation.

Your communicationsstrategy might includethe
following components:

aseriesof key messagestargeted to
different audiences: board, staff, volunteers,
members, partners, donors, funders, comm-
unity leadersand thecommunity at large;

invitationsfor avariety of opportunitiesto
participatethat are appropriatefor these
different audiences,

choos ng appropriate communication chan-
nelsand vehiclessuch as awebsite, newdlet-
ter, workshop presentations, individual
contacts;

timely progressreports,

consultation on planned changesto
organizationd policiesor procedures,

regular presentationsand progressreports at
board, staff and members mestings.
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D. Making It Happen

Step 13: Implement thePlan

Theimplementation stagewill reved whether a
strong commitment to organizational changeexists
or not. With competing demandson our time,
energy and financial resources, itisnot unusual for
initiatives such asthisto become bogged down due
to tasks not being compl eted on time, meetings
being postponed and other delays. It will takea
concerted effort by al committee members, leader-
ship from board members and management, and
strong support by staff and volunteersto achieve
your desired outcomes. A template of what the
different organizationa rolesand respongibilities
might beisoutlinedin Tool #9: “ Rolesand Respon-
shilitiesof Stakeholders’.

Thecommitteemay consider breakinginto smaller
task groupsto tackle particular components of the
Action Planand recruiting additiond individuasto
assist with thework. However, to ensure effective
coordination of theinitiative, the Steering Commit-
tee must continueto meet on aregular basis, with
representativesof al thetask groupsproviding
updatesat each mesting.

Education and training: One of the components
of your organizationa changestrategy will likely be
someform of educationandtrainingindiversity and
inclusionfor staff, board and volunteers. While
education and trai ning a one cannot resolveall your
organization'sdiversity-relatedissuesor challenges,
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they can play avital roleinthe successor failure of
your overal initiative. An education programfor dl
involved in the organization should be provided
early intheprocess. Rushing into theimplementation
phasewithout ashared understanding of the needs
and benefitsof the proposed changeswill reduce
thelikelihood of success.

Idedlly, theeducation and training will be broken
down into two discrete phases. Thefirst phase
will focusonincreasing awarenessand understand-
ing about diversity, and in the second phase partici-
pantswill devel op concrete skillsand tool sthat can
be used throughout the organi zation. Suchtraining
does not need to beformal, expensive, complex or
complicated. Somepotentia training materialsand
organizationsthat providetrainingarelistedinthe
Additional Resourcessection, or can be obtained
from the Ontario Healthy Communities Codlition.

When designing an education and training program,
don'tjust try to alter attitudes; alsofocuson atering
behaviours. Training topicsaround shifting behav-
ioursmay include devel oping cross-cultura commu-
nication skillsand how management can better
handledifficult Stuations. Thevaueof diversty
education and training can be optimized when
awarenesseducation and skillstraining areimple-
mented hand-in-hand.*

Giventhat additiona educationor trainingwill likely
berequired, thefollowing are somekey guidelines
to keepinmind when developing diversity training
for your organization:

o Determinethedesired outcomesfor the
education andtraining activities,

d Refer toyour needsanadys s/organizational
assessment and desired outcomes - design
the program or course accordingly;

° Ensurethat participantsareawareof the
organization’scommitment totheinitiative
and why thetraining isbeing conducted;

° Useaparticipatory processto planand
delivertraining.’

Depending uponthesizeof your organization and
theresourcesavailable, consider thefollowing
education and training optionsthat may beused
separately or intandem:

d Design and present the education
workshopsyoursdf;

° Hirean independent diversity consultant to
providetraining to staff and management;

° Useatrain-the-trainer approach to develop
andimplement adiversty traininginitia:
tive by selecting certain organizationd
membersto becometrainedin applying

18What Isthe Value of Diversity Training?” SHRM Online (Society for Human Resource Management). http:/

www.shrm.org/diversity. February 2003.

17 pAdapted from: Lawrence Baytos, author of Designing and Implementing Successful Diversity I nitiatives (Prentice-Hall
& SHRM: 1995), and Ann Perkins Del atte, director of education for Diversity Consultants, Inc. in Atlanta, GA- SHRM
Online (Society for Human Resource Management) http://www.shrm.org/diversity February 2003
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equity andinclusonskills. Thesemem-
bers, oncetrained, would be ableto deliver
thetrainingto others;

° Integratediversity trainingintoexisting

training components, if you havethem.

Select trainersthat reflect your organizational culture
toincreasethe chancesthat they will belistened to
and understood. Build intoolsfor measuring
progress, and revigt your initial goalsto continualy
improveyour training efforts. 8

Most importantly, haverealistic expectationsfor the
resultsof your education andtraining. Thereare
limitsintermsof what can effectively beaccom-
plished. Training a one cannot changean organiza:
tion; it cannot changeindividuas, change systemsor
removeorganizationa barriers. However, what
training can doishelp create and rai se awareness,
impart knowledgeand transfer skills.*®

Policy and proceduresreview: All written poli-
ciesand proceduresof the organization should be
examined through an equity and diversity “lens’ to
assesswhether any of them may result inthe exclu-
sion of certain groupsor individuals. Recommenda-
tionsfor changesto any of these documentsshould
be brought to the Steering Committeefor discussion
and approval, and then brought to the attention of

othersasneeded for implementation. For example,
achangeto the mission statement may require
approva by the board and thenratification by the
membersat the next Annual General Meeting,
whereasachangeto ahiring practice may be
handled solely by the Executive Director.

Other tasks: Whatever other tasksareidentified
by the committee, successwill depend onfactors
suchas:

d support given by board and management;
° redisictimeframes,

* adequateresources;

d co-operation of other staff and volunteers;
o regular monitoring of progress,

° encouragement and recognition;

° flexibility to revisethe plan asneeded.

Ensurethat you monitor your plan throughout its
implementation processto make any necessary
adjustments. Try thingsout. If they don’t work
don'’t get discouraged; they may just require some
fine-tuning. Ask for helpif/whenthe processgets
stuck, and continueto share experienceswith other
organi zations a so going through the change proc-
ess. [tisimportant to do your best to maintainthe
momentuminimplementing your Plan so that enthu-
sasmand commitment arenot lost.

18«What Isthe Value of Diversity Training?’ SHRM Online (Society for Human Resource Management).

http://www.shrm.org/diversity February 2003.
¥ bid
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Step 14: Continueto Deal with Opposition

Asprevioudy mentioned, itiscommon to encounter
resistlance when introducing any form of changeto
anorganization. Thisisespecialy truewith respect
to creating changethat resultsinamore equitable
andinclusiveorganization. By itsvery nature, this
typeof organizational changecalsinto question
current power structuresand relationsthat may
have anegativeimpact on community-wideaccess
and participation. Required changesto your organi-
zation may includetheredistribution of leadership
and decision-making, the sharing of limited re-
sources, and the need to reorgani ze physical space.

Astensonsareinherent toimplementing these sorts
of changes, conflict will likely arise. Anorganization
that acknowledgesandisprepared for conflict will
be better ableto respond toit. When well managed,
conflict can actudly be healthy and productive.

By accepting that tensionswill devel opwithinyour
organization, you can usethem asopportunitiesfor
minimizing fear, to createlearning and devel op
better understanding. © For moreon thisissue,
refer to Tool #2: “ Responding to Opposition”.

Ongoing, appropriate consultation and communica-
tionwill helpto minimizeres stanceto change.
Besureto explainin detail what therolesand
responsibilitiesareand will continueto befor each

person within theorganization. For example, if a
training programisplanned, provide clear communi-
cation about who should participate and why.
Ensurethat the people whom you expect to partici-
pate are aware of thisexpectation and agree. Also,
determinehow best totailor your training program
to meet the needsand interests of the participantsin
termsof timing, content, location and other needs.

E. Evaluation

An effective evaluation strategy will alow you
to determinewhether theinitiativewas successful,
andtoidentify what worked well and what didn’t.
Ongoing monitoring of your progressinimplement-
ing the plan should be augmented by aperiodic,
comprehensveevauation of theoverdl initiaive.
Thisisasothetimeto consider any recent or
unexpected changeswithinthe organization

(e.g., changesinprioritiesor in resourcesavailable)
and the externa environment (e.g., changesto
community demographics, new legidation or pro-
gramsrelating toinclusion and other emerging
trends). Thesefactorsmay leadto arevision of the
planinorder to keep it realistic and responsiveto
current needsand issues. Recognizethat thereisno
state of perfectionthat an organizationwill reachin
termsof itsdiversity and inclusion efforts, but it can
certainly become more competent in these areas.

20« Organizational Change Involving Equity and Diversity: |ssues Raised in Key Informant I nterviews and Researcher
Observations’. Zainab Amadahy. Community Arts Ontario website. http://www.artsonline.ca/2ndPages/M apping/

orgChange.shtml May 2004
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Section 2: An Organizational Change Strategy

Step 15: Track Your Progress

Indicatorsof progressand successwill be needed
to guidethisaspect of theinitiative, and they must
be measurablein order to be monitored and evalu-
ated. Itisagood ideato set theindicators ahead of
time so you know what information you need to
collect and can monitor progresson an ongoing
basis. Determinewhat your indicatorsof progress
would be. For example, if you run arecreationa
program that currently has one position for ayouth
participant, and you want to increase the number of
youth positionsthat you are ableto offer tofive, an
indicator of progresswould bethat your organiza-
tionisableto offer three positions after oneyear of
thetwo-year project.

Itisimportant to make measurementssuch asthis
along theway so asto ensurethat your initiativeis
ontrack. Hold yourselves (board, staff, and volun-
teers) accountablefor thingsthat have and have not
been accomplished. If you areunsuccessful at first,
it may just mean that you need to re-eval uate, make
somechangesandtry again.

Step 16: Evaluatethe Outcomes

Evaluating theresultsof your organi zation’schange
effortsisnot only critical to the credibility of your
initiative, butisaso essentid for identifying growth

andfor planning futureinitiaives. Someof the

guestionsthat you may want to answer includethe

following:2
° How arewe doing? What havewe achiev-
ed to date?

° What worked, what didn’t work, and why?
° What needsto be adjusted?
o Wheredowego from here?

You may want to use both qualitative and quantita-
tivemethodsto assesstheresultsof your initiative.
Qualitative assessmentsare used to providein-
depthinformation about individua experiencesor
perspectives, e.g., interviewsor focusgroupsto
assess subjective viewsand opinionsof members.
A guantitative assessment focuses on thingsthat
can be counted or directly measured, e.g., collecting
serviceutilization statistics or structured question-
naireresponses. Likeyoudidfor your Organiza-
tional Self-Assessment, incorporate these methods
intoyour existing organizationa framework for
measuring performance(i.e., how you evaluate and

assess your successon anongoing basis).

M easurement isbest done by acomparative proc-
essthat includesusing both baseline data, which
detail sthe starting conditionsof your organi zation,
and clearly defined outcomesagainst which change
can bemeasured. Therefore, thefirst stepin meas-
urement iscollecting thebasdine dataor gathering
information about the conditionsyou started with.

21 Adapted from: “Inclusivity Organizational Change Overview”. Codlition for an Inclusive Community. United Way of

London & Middlesex. 2001
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Thiswould comefromyour initial Organizationa
Assessment process (See Step 10 on page 31).

Once changes have been implemented, measure
your progress by comparing your new findingsto
your baselinedata. Try to usethe sameprocessin
thisphasethat you didintheinitial assessment. For
example, if youwant to measurethe effect of your
diversity awarenesstraining, you can ask partici-
pantsto compl ete aquestionnaire before and after
thetraining to determinewhether or not changes
occurred intheir knowledge, behavioursor actions.

Itisimportantto build adiversity “lens’ into regular
review and eva uation processesthroughout all
aspectsof the organization and over thelongterm,
(i.e, pastthelifetimeof thisparticular inititive.)

Step 17: Reflect on the Process

After youhaveengagedininclusiveorganizationd
change, you will need to sit back and reflect onthe
process. Also ask othersfor feedback. Replace,
modify or eliminate those componentsof your
initiativethat werenot vauable. Strong organiza-
tionsare constantly evolving, so expect your diver-
Sty effort to raise new issuesand require adj ust-
ments. For further assistance, see Tool #10* Evalu-
ating Your Success’.

Conclusion

Now that you have read through the stepsincluded
hereand haveaframework for engagingininclusive
organizationa change, you may want to examine

each of the Toolsinthefollowing sectionto help
decide which actions and approaches may be most
appropriateto your organization. Feel freeto adapt
or changethem to suit your particul ar needs.

Keepinmind that thereisno singleor right way to
go about things, and what may work for one organi-
zation may not work for another. Also remember
that becoming morediverse, equitableandinclusive
inan ongoing processand that it takestimeto build
mutual understanding, gain skillsand knowledgeand
develop trust and meaningful relationshipswithin
and around an organi zation. Changeisnever easy,
but it can beimmensely rewarding.




