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Our Goals Today

1. To provide a  fra mework for understa nding how 
willingness shows up in your individua l a nd 
orga niza tiona l tea ms

2. To provide guida nce on how to identify 
conversa tiona l ta ctics for next steps for people 
ba sed upon their level of willingness to a dva nce DEI 
a nd socia l impa ct by focusing on crea ting invita tions



(some)
FACETS 

O F 
IDENTITY

Wha t is difficult a bout this moment in time, a s our 
na tion a nd orga niza tions dema nd equa lity for a ll?

Identity is a  
cha llenging issue, 
given its fra cta l 
na ture. 

Power a nd identity 
converge to crea te 
the cha llenges we 
fa ce in building 
communities 
together.



The reason why DEI and va rious equity work isn’t  progressing  isn’t  as simple  as just  not  
having  the  rig ht  STRATEGY. 

People  who agree  tha t  equality is important  have  differing  levels of  WILLINGN ESS toward 
equity. 

Le t ’s dig  into how to assess and engag e various levels of  willpower.



Leadership  is a bout vision a nd momentum. 

Lea ders a re responsible for democra tica lly 
esta blishing a  collective VISION for DEI. 

Ma na ging MOMENTUM is where the problems 
most often occur. Momentum is everyone’s 
responsibility. So let’s lea rn how to ma na ge 

momentum. 



A person, institution, or 
movement tha t ha s a  

decla red belief in your 
issue, but holds a  la ck 

of willingness to 
pa rticipa te in your type 
of equity, yet they will 
not work a ga inst you. 

They a re not a n enemy; 
they a re a lso not a  

pa rtner.

Just ice  Informed “Willing ness Spectrum”

Breaking
Disagree Indifferent

Level 4 

Antagonist ic Disbelieving Ag nost ic Curious

A person, institution, or 
movement tha t ha s a  
decla red a ntithetica l 
a pproa ch or belief 

a bout your 
commitments to or 

dema nds for equity in 
the world, a nd they 
ha ve committed to 

working a ga inst you to 
stop your work, 
movement, a nd 

pa rtners by using their 
resources a nd efforts.

A person, institution, or 
movement tha t ha s a  

position tha t ha s a ll the 
informa tion needed to 

work with you, but 
a ctively does not a gree 

with your theory of 
cha nge or tha t the work 
is importa nt. However, 

they do not fight 
a ga inst you.

A person, institution, or 
movement tha t ha s a  

position tha t is 
uncommitted, but open 
to committing to your 
view a nd methods for 

equity. They a re holding 
onto existing beliefs & 
resources in service of 

wha t they ha ve a lrea dy 
a greed to. They a re 
willing to cha nge, if 

motiva ted.

Engaged and StrategicValues-Aligned

Willing

A person, institution, or 
movement tha t ha s a  
decla red supportive 
a pproa ch or belief 

a bout your 
commitments to or 

dema nds for equity in 
the world. They a re 

a wa re, willing to deploy 
resources, a nd ha ve 

done the inner work to 
become a  pa rtner.



Actively a nd continuously sha ring the ABC orga niza tion's DEI sta tement to a ll clients, vendors, 
pa rtners, etc.

Example  Results from a rea l Just ice  Informed Client ’s Senior Leadership  team of  a ~250 -person department  who had ERGs, a DEI Council, a DEI Strategy, and DEI 
va lues promoted on the ir website . “Which of  the  following  would  you fee l comforta b le  with ABC org a niza t ion a nd / or lea dership  pursuing  a s a  forma l pa rt  of  

it s DEI commitment?” (Plea se  se lect  a ll tha t  a pp ly).

41%

Setting mea sura ble goa ls for increa sing the diversity of sta ff a nd tra nspa rently sha ring 
demogra phics by lea dership level 39%

Increa sing funding to eleva te a nd support DEI initia tives a nd tra inings 24%

Esta blishing clea r structures a nd a venues (e.g. a dvisory council, ta sk force, Boa rd roles, etc.) for 
sta ff to directly influence a nd determine ABC orga niza tion's priorities a nd stra tegies for DEI 39%

Colla bora ting a nd sha ring resources with other orga niza tions a nd pa rtners to develop innova tive 
solutions tha t center (i.e. prioritize) DEI a nd the needs of ma rgina lized a nd minoritized identities 
to a ccess ca pita l a nd credit

37%

Levera ging ABC orga niza tion's position a nd power by developing a  public policy a dvoca cy 
stra tegy a imed a t a ddressing policies tha t limit Bla ck a nd Brown business's a ccess to investment 
ca pita l

18%



Which of  the  following  would you fee l comfortab le  with ABC organiza t ion and/ or leadership  pursuing  as a formal pa rt  of  its 
DEI commitment? (Please  select  all tha t  apply). (Key Leadership )

Publicly denouncing pra ctices tha t other orga niza tions in your sector pursue which a re not 
a ligned with ABC orga niza tion's DEI va lues a nd wha t those holding ma rgina lized a nd 
minoritized identities ha ve denounced a s a ntithetica l to equity in the compa ny's opera tiona l 
footprint

2%

Cutting ties with funders a nd pa rtners who do not a lign with ABC orga niza tion's DEI 
pra ctices/goa ls a nd a re not willing to a ddress how their pra ctices contribute to inequa lities in 
fina ncia l services.

12%

No longer pa rticipa ting in pa rtnerships/convenings/or resource pooling tha t focuses outside of 
ma jority Bla ck a nd Brown communities 0%

I would not be comforta ble with a ny of these a ctions. 18%

This t eam asked Just ice  Informed to “develop  a DEI t raining  to ensure  the ir leaders are  seen as champ ions of  
DEI.” Wha t  is possib le  with THIS leadership  t eam, g iven the ir assessed willing ness toward these  g oals, many of  

which are  already happ ening  at  the ir company?



If we know tha t everyone doesn’t a gree, how do we 
move forwa rd with negotia tions a nd discussion 

given we ma ny not be fully compromising?

Do you ha ve a  fra mework for how you dea l with 
cha llenging conversa tions?



CO NVERSATIO NAL MO DEL: WHAT ARE O UR 
TACTICAL VALUES?

● The Va lue of “Ma nufa cturing Epipha nies” (enlightened understa nding)

● The Va lue of Inserting Spa ce for “Constructive Doubt” (de-centering of 
self)

● The Va lue a nd Da nger of Solida rity sepa ra te from Community: work 
together!

● The Necessity of Choosing (or a s Ja mes Ba ldwin notes, “the da nger of 
committedness”)

● Consistency a s a  Shield, Resiliency a s a n ongoing need

● People over Everything: Who a re you centering when you do the work of 
DEI? Do the people you’re spea king with a lso center them?



THE CO NVERSATIO NAL FRAMEWO RK

Pre-
Conversa tion 

Prepa ra tion & 
Ana lysis

In-Conversa tion 
Principles

Bounda ries & 
Spa cema king

Goa l Cla rifica tion;
Self-Reflection; Power & 

Identity Dyna mics 
Considera tions 

Apprecia tive Inquiry, 
Active Listening, Ca lling 

In/O ut, NVC

Accounta bility vs. 
Fra gility, Disenga ging, 

Mentor Role, 
Tra nspa rent Comms



CO NVERSATIO NAL MO DEL: PRE-CO NVERSATIO N

Pre-
Conversa tion 

Prepa ra tion & 
Ana lysis

In-Conversa tion 
Principles

Bounda ries & 
Spa cema king

Goa l Cla rifica tion: Wha t is the purpose of this conversa tion? Do you ha ve wha t you need to 
be conversa tiona lly successful (not just “right”)?

● Inform -- High degree of need for logica l informa tion (including da ta , historica l fa ct, 
a nd counter a rguments). High va lue on comprehensiveness a nd comprehension.

● Persua de -- High degree of need for logica l informa tion+pa tience, proof of listening, 
a nd perspective-ta king. High va lue on cla rity a nd rela tionship.

● Agita te -- High degree of need for confidence, proof of understa nding, & clea r 
dema nds for a ction. High va lue on a ctions, not intentions.

● Be hea rd -- High degree of need for tra nspa rency a nd self-reflection to communica te 
ha rm a nd opportunity. High va lue on a cknowledgment.



CO NVERSATIO NAL MO DEL: PRE-CO NVERSATIO N
Pre-

Conversa tion 
Prepa ra tion & 

Ana lysis

In-Conversa tion 
Principles

Bounda ries & 
Spa cema king

PROFESSION ALISM 
VS ASSIMILATION

● Sta nda rdiza tion of 
culture a nd identity

● Remove who you 
a re a t the front 
door

● A form of era sure 
tha t is often tied to 
bottom line 
performa nce, 
customer 
expecta tions

TON E POLICING

● Directness seen a s 
a ggressiveness

● Empha sis on how
something is sa id 
a nd not wha t is 
sa id, especia lly 
when the wha t 
perta ins to ha rms 
experienced by 
M&M individua ls

● Centers comfort 
over a ccounta bility

ERASURE /  NON -
ENGAGEMENT

● “I don’t see color”

● Minimizes nua nces 
in how people 
experience life a nd 
ma ke mea ning

● Ignores the rea l 
joys a nd tra uma s 
a ssocia ted with a n 
experience or 
identity

MICROAGGRESSION S

● “Dea th by a  million 
pa per cuts” 

● Microinsults, 
microa ssa ults, 
microinva lida tions

● O ften relies on 
unchecked 
a ssumptions

● Insidious a s often 
seen a s “minor” or “a  
joke”

Power & Identity Dyna mics Considera tions



CO NVERSATIO NAL MO DEL: IN-CO NVERSATIO N

Pre-
Conversa tion 

Prepa ra tion & 
Ana lysis

In-Conversa tion 
Principles

Bounda ries & 
Spa cema king

Enga ge in a pprecia tive inquiry a nd a ctive listening:

● Apprecia t ive  Inquiry: Asking questions to guide a  conversa tion, lea ding with empa thy a nd curiosity 
ra ther tha n fa ct-finding a nd ca se-building

○ Allow for discovery of the topic without problem-solving or dia gnosing a  wea kness /  ignora nce

■ This is not a n interroga tion, use questions to discover informa tion a nd na viga te conflict 
or disa greement

● Act ive  Listening : Listening to someone fully with the intention to understa nd; listening to the 
words, tone, body la ngua ge, etc. beca use people ca n tell the difference. 

○ “Listen to understa nd, not to respond”

○ Consider rephra sing or summa rizing others to demonstra te enga gement a nd desire to 
understa nd



TRIGGERING EVENT

● It seems like there wa s a  strong 
emotiona l rea ction to wha t wa s 
sha red. Would we be willing to 
discuss it?

● Ca n we pa use the conversa tion a nd 
ta lk a bout wha t wa s sa id?

● Are we rea cting to wha t wa s sa id or 
done? 

● I’m hea ring tha t when ____ wa s 
sa id, it  revea led _____. Is this how 
others understa nd it? 

CO NVERSATIO NAL MO DEL: APPRECIATIVE 
INQ UIRY EXAMPLES

ENGAGING DISCO MFO RT

● I ca n see this is difficult for us to 
hea r. I encoura ge us to sta y with the 
discomfort a nd ta lk a bout it . Wha t 
a re we feeling right now? 

● It seems like this a ctivity is rea lly 
impa cting you. Would you like to ta lk 
a bout it? 

● It’s ea sy to move to a n intellectua l 
spa ce but you seem to be feeling a  
lot of emotions. Sta y with your 
feelings a nd see if you ca n process 
them out loud with us



CO NVERSATIO NAL MO DEL: BO UNDARIES & 
SPACE-MAKING

Pre-
Conversa tion 

Prepa ra tion & 
Ana lysis

In-Conversa tion 
Principles

Bounda ries & 
Spa cema king

Understa nd your Bounda ries, a nd use invita tions where disa greement is present:

● Be rea dy to wa lk a wa y or re-eva lua te when you see the other person does not ha ve a  
goa l, a  sta ke in cha nging, or no true ca re for the outcome of their idea s 

● Remember wha t is a nd wha t is not within your CO NTRO L a nd INFLUENCE a s a  
peer, direct report, or independent contributor

● Consider how to de-esca la te a nd return to a  conversa tion when you see someone not 
emotiona lly a va ila ble or a ble to ha ve a  conversa tion

● Tra nspa rency even when declining a  request or a sking for more time importa nt (i.e. 
when will you circle ba ck? Why ca n’t certa in info be sha red?)



Invita t ions are  crit ica l in a world where  
people  feel afraid to be  wrong , 

accountab ility feels like  reveng e , and the  
increasing ly diverse  workplaces of  the  world 

are  of ten the  sole  p lace  where  people  
pract ice  the ir personal commitments to 

inclusion and equity.



1) Everyone doesn’t a gree, your best work is to invite them to consider 
your view using the conversa tiona l fra mework

2) Where power is a t pla y, consider how you work with others to 
ta ctica lly enga ge levers of control versus influence

3) You ma y not feel sa fe to spea k up or out; sa fety occurs in 
community. Who a re you spea king WITH, not just TO ?
a ) You ca nnot do this a lone, it  ta kes a  villa ge

4) You a re pa rticipa ting in “good a nd insufficient work.” The diversity of 
the cha llenge requires a  diversity of the workers a nd a pproa ches. Be 
humble.

5) Everyone must find their role a nd voice in a  unified messa ge a bout 
the VALUE, ACTIO NS, DECISIO NS, a nd O PPO RTUNITIES for DEI

Making  All of  This Come Alive



Open Q &A



Conta ct us to lea rn more, view keynotes on YouTube, or 
to request DEI a nd socia l impa ct consulting services.

IG: xa vier.ra mey
LI: Xa vier Ra mey or Justice Informed

xa vier@justiceinformed.com
www.justiceinformed.com

mailto:info@justiceinformed.com
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